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Preface

A long-standing priority of the Virginia General Assembly is the protection of
public health for the citizens of the Commonwealth. To this end, the General Assembly
has authorized the Virginia Department ofHealth to provide a comprehensive array of
public health programs. These programs, which include individual and population­
based health care services, as well as specific public environmental health programs,
are considered critical to the maintenance and improvement of the quality of life in
Virginia.

House Joint Resolution 137, passed by the 1998 General Assembl~and Item
16-L of the 1999 Appropriations Act directed the Joint Legislative Audit and Review
Commission (JURC) to conduct a review of the performance and management of the
Virginia Department of Health. This report presents findings from that review. To
complete this study; JLARC staff conducted interviews with State and local health
department staff, sent mail surveys to the 35 health district directors and to local staff
in each of the State's 119 local offices, and reviewed program records from a sample of
local health departments.

The findings from this review indicate that despite some problems, local health
department staffhave effectively organized and are successfully implementing the core
programs of public health. These include programs to treat persons with various com­
municable diseases, as well as programs to protect the public health and the environ­
ment from the improper construction and operation of on-site sewage systems. Im­
provements are needed, however, in the immunization program. for children, the State's
food service inspection program, and the services provided to treat persons who are
infected with tuberculosis.

More pressing are problems at the State level, which have hindered the opera­
tion and management of the Virginia Department of Health. Due mostly to constant
turnover in the commissioner's office and among key management positions, the agency's
strategic planning and policy development functions have been weakened. Accord­
ingly; key policy questions regarding the future funding and role of the local health
departments have been largely unaddresed. In addition, the turnover and poor plan­
ning have undermined the agency's efforts to update its new computer system. This
report provides recommendations to address these and other problems identified in
the review.

On behalfofthe Commission, I wish to express our appreciation for the assis­
tance and cooperation provided by the Virginia Department of Health and local health

department personnel during the coursLi: :e~~,..,c__
~Leone

Director
January 6, 2000
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In 1998, the General Assembly
passed House Joint Resolution 137 direct­
ing JLARC to study the functional area of
Health and Human Resources. including the
Virginia Department of Health (VDH). One
year later, through the 1999 Appropriations
Act. the General Assembly specified that
JLARC should focus its review of VDH on
the "organization, management, and pel1or­
mance" of VDH. The General Assembly
also required that JLARC's review include
VDH's neWly developing role in regulating
and providing oversight of managed care
organizations.

VDH is a large State agency that is
statutorily required to administer a compre-

hensive program of public health services.
Through Section 32.1-2 of the Code of Vir­
ginia, the General Assembly outlined the
purpose and priorities for public health with
the following language:

The General Assembly finds that
the protection, improvement, and
preservation of public health and
of the environment are essential
to the general welfare of the citi­
zens of the Commonwealth. For
this reason, the State Board of
Health and the State Health Com­
missioner, assisted by the State
Department of Health, shall admin­
ister and provide a comprehensive
program of preventative, curative.
restorative. and environmental
health services, educate the citi­
zenry in public health and environ­
mental hearth matters...collect
and preserve vital records and
health statistics...and abate haz­
ards nuisances to the environ­
ment, thereby improving the qual-
ity of life in the Commonwealth.

Currently, most of the public health pro-
grams are delivered through 119 local health
departments under the general auspices of
35 health districts. These programs include
State-mandated services for the control of
communicable and sexually transmitted dis­
eases, and the regulation of food· service
establishments and onsite sewage systems.
Additionally, most of the local health depart­
ments across the State provide a variety of
non-mandated indigent health care services
for persons who are uninsured.

Two factors raised concerns about the
operation of VDH and prompted the legisla­
tive action that led to this review. First, in
the past seven years there has been a con­
siderable lack of continuity in the leadership



of VDH and among senior management
staff. This has prompted questions about
the general management and direction of
the State's public health system. Second,
there have been numerous citizen com­
plaints concerning the local delivery of some
public heath services especially in the area
of environmental health.

In terms of local service delivery, the
findings for this review indicate that despite
problems with staffing, local health depart­
ments have generally done a good job in
organizing and delivering services in the
core programs of pUblic health. Services
for each of the major communicable disease
programs have been properly organized and
delivered in order to combat the high mor­
bidity rates for certain diseases. In the area
of environmental health, local health depart­
ments appear to have programs in place
which ensure that legislative intent is met
regarding the inspection of restaurants and
the construction of onsite sewage systems.

Nonetheless, there are problems with
some of the State's public health programs
that must be addressed to ensure the long­
term effectiveness of these programs.
Long-standing funding shortages have ham­
pered the ability of district directors to
achieve equitable staff allocations in the lo­
cal health departments. This has mitigated
local efforts to treat persons who have the
tuberculosis infection and slowed the use
of outreach and client-tracking strategies
that are needed to increase immunizations
for children, especially in the State's major
urban areas. Also, significant legislative
changes are needed to improve the State's
outdated restaurant inspection program.

If these problems are to be effectively
addressed, VDH will need more consistent
leadership in the commissioner's office.
Over the last eight years, constant turnover
in this position and among key senior man­
agement positions has hindered the man­
agement and operation of VDH in a num­
ber of ways. Most notably, the agency's in-
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temal planning process has been weakened
and its efforts to update its computer sys­
tem have been undermined. Key policy
questions regarding the role of local health
departments in the delivery of non-man­
dated primary healthcare services remain
unresolved. Furthermore, the funding prob­
lems experienced by the local health depart­
ments and some of the central office divi­
sions responsible for various regulatory
functions in the agency have been largely
unaddressed.

The remainder of the report summary
discusses six areas, which should be focal
points for needed improvements at VDH.
These areas include: (1) the communicable
disease program, (2) the restaurant inspec­
tion program, (3) the on-site sewage sys­
tem and permitting process, (4) the funding
of community health, (5) the performance
of central office regUlatory functions, and (6)
the continuity of leadership.

Communicable Disease Programs
Are Properly Implemented,
But Some Improvements Are Needed

As a core function of public health, lo­
cal health departments implement several
programs to prevent and control the spread
of communicable diseases. These programs
are designed to reduce the morbidity rate
for tuberculosis, ensure the vaccination of
children for preventable diseases, and con­
trol the spread of a host of other communi-
cable diseases. .

This study found that, for the most part,
these programs are appropriately designed
and implemented. Local staffs ensure that
more than nine outof every ten patients who
have tuberculosis disease start and com­
plete their treatment within the prescribed
time period. Statewide, nearly three-quar­
ters of all children are immunized in a timely
manner, and local health departments are
providing the required follow-up when cer­
tain communicable diseases are reported.
Also, through a tightly administered program



for persons who contract sexually transmit­
ted diseases, local health department staff
successfully deliver the necessary treatment
to the majority of persons who contract ve­
nereal diseases, HIV, or AIDS.

Notwithstanding these findings, State
and local staff need to make several
changes to the communicable disease pro­
grams to address problems associated with
the delivery of tuberculosis prevention drug
therapy. childhood vaccinations, and dis­
ease reporting. Specifically, nearly four out
of ten persons who are a high-risk for de­
veloping tuberculosis (they do not have the
actual disease) do not complete their medi­
cation as prescribed. Immunization rates
are unacceptably low in certain pockets of
the State. Furthermore, approximately 30
percent of local health departments do not
track the immunization outcomes for chil­
dren and 20 percent have no programs in
place to contact children who are not immu­
nized according to law. Finally, while local
health department staff appear to do a good
job following up on reported cases of com­
municable diseases, these same staff re­
port that thei r response times sometimes lag
due to poor or delayed reporting by private
doctors who diagnose the diseases.

Recommendation. The Virginia De­
partment of Health should collect the
necessary data to contrast the demo­
graphics of persons who complete pre­
ventive drug therapy with those who do
not. As a part of this effort, the depart­
ment should determine the patients' rea­
sons for failing to complete the therapy
and take the appropriate actions to ad­
dress this problem.

Recommendation. The Virginia De­
partment of Health should require local
offices that do not sample school records
or directly contact parents/guardians of
non-immunized children to prepare an
action plan to conduct these activities,
and begin implementation no later than
July, 2000.
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Recommendation. To increase the
efficiency and effectiveness of the State's
immunization program, the General As­
sembly may wish to consider requiring
private doctors to ensure that immuni­
zation data for all children they vaccinate
is entered onto the Virginia Health
Department's online network when that
system is completed. This requirement
should include the necessary legal pro­
tections for physicians from any lawsuits
that might arise from their participation
in this program, but also clearly state the
Virginia Department of Health's respon­
sibility to ensure the integrity and confi­
dentiality of the network information.

Recommendation. To improve pri­
vate physicians' awareness of the State's
reporting requirements for communi­
cable diseases, the Virginia Department
of Health should initiate a statewide pUb­
lic awareness campaign. This campaign
should stress the importance of timely
reporting for communicable diseases,
outline the statutory requirements for
such reporting, and identify the penal­
ties for non-compliance.

Virginia's Restaurant Inspection
Program Should Be Modified

One of the State's most basic man­
dated public health functions is the inspec­
tion of food service establishments to pre­
vent foodbome illness. Some examples of
food service establishments are restaurants,
day care centers, schools, and kitchens that
are located in corrections facilities. The goal
of the Virginia's food service establishment
inspection program is to prevent the unsafe
preparation and handling of food.

While it appears that local health de­
partments are generally meeting the current
legislative requirement of inspecting each
establishment annually - nearly 100 per­
cent of the food service establishments in
the Commonwealth receive at least one
annual inspection - the capacity of local



health departments to protect the public
health could be significantly improved in two
ways. First. local governments need the
authority to impose civil fines for those food
establishments that persistently violate the
food code. Under the current system, there
is no practical way for local governments to
enforce compliance for public health viola­
tions that are not immediate risks but could
become health risks over time.

Second, local health departments need
to increase the number of inspections for
restaurants that serve potentially hazardous
foods. Presently, almost three-quarters of
the establishments in the State can be cat­
egorized as medium or high risk based on
the types of food being served. The Food
and Drug Administration recommends that
"high-risk" food service establishments be
inspected four times per year. However, only
36 percent of the high priority establishments
identified in this study were inspected at
least four times (see figure).

Recommendation. The General As­
sembly may wish to amend the Code of
Virginia by granting local health inspec­
tors the authority to assess civil fines on
establishments for repeated violations of
the State's food code.

Recommendation. The General As­
sembly may wish to amend Section 35.1­
22 of the Code ofVirginia to link the num­
ber of annual inspections of a food ser­
vice establishment to the risk profile of
the establishment. The number of an­
nual visits required should reflect the
recommendations made in the 1997 FDA
Food Code.

Recommendation. The Virginia De­
partment of Health should do a workload
analysis to assess the need for additional
environmental health staff in the local
health departments. Staffing levels
should reflect the need to inspect estab­
lishments based on their risk assess­
ment. This analysis should be completed
by October of 2000.

Percent of Establishments with the Number of
Inspections Per Year Recommended by the FDA

Recommended
by the FDA

No PHFs Low Medum
Priority Priority

Risk Profile

High
Priority

-No "potentially hazardous foods" are served.
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Timeliness of Permitting Process
for Onsite Sewage Program and
Private Wells Remains a Problem
for Some Localities

The Code of Virginia requires the health
department to process applications for sep­
tic systems within 15working days. To meet
this standard for timeliness, the General
Assembty requires the health department to
contract with an authorized on-site soil
evaluator (AOSE) for applications that are
not processed within 15 working days. An
AOSE is a qualified professional who has
demonstrated the skills necessary to com­
plete soil evaluations and systems designs.
As a separate requirement local health de­
partment staff must ensure that newly con­
structed septic systems are adequately dis­
tanced from the seasonal water table, based
on established standards.

Based on the JLARC study sample, it
is estimated that about 43 percent of all
applications for permits that are received by
the local offices are for septic systems or
both septic systems and private wells. Just
over four out of every 10 of these applica­
tions are not processed within the 15-day
time requirement. Furthermore, over half
of local health departments surveyed State­
wide indicated that limited staffing was a
barrier to meeting the required mandate.

A new law went into effect in 1999 re­
quiring local health departments to accept
soil evaluations from AOSEs, which may
alleviate some of the staffing problem and
improve the timeliness of the permitting pro­
cess. However, as this law went into effect
in July of 1999 and there are currently only
20 registered AOSEs in Virginia. it is too
soon to determine whether the acceptance
of AOSE evaluations will reduce the
workload enough to eliminate the timeliness
problem in the permitting process.

Recommendation. The Virginia De­
partment of Health should complete a
workload analysis in a year to determine
the effect of Section 32.1-163.5 of the
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Code of Virginia on the workload of en­
vironmental health staff at the local
health departments. This analysis
should be completed by December 2000.

Problems Exist with the Funding of
Community Health Programs

A major issue for VDH concerns the
funding of the community health programs
operated through the local health depart­
ments. Since 1954, the State and rocal gov­
ernments have agreed to share in the costs
of local community health programs. In
1988, JLARC staff developed a formula to
address a long-standing concern that the
required local shares were based on the
estimated true value of locally taxable real
property, which: (1) by itself, was no longer
an accurate measure of local ability to gen­
erate revenues to pay for services, and (2)
had been driven up by inflation, so that a
majority of localities were required to pay
the maximum local share (45 percent) of the
program budget. The new formula was
based on the capacity of each locality to
generate revenue, effectively resolving the
debate about the reqUired local shares.

However this study found that several
problems remain with the cooperative bud­
get and resource allocation process that
have undermined efforts to achieve appro­
priate and eqUitable funding levels for focal
community health programs across the
State. Despite a long..standing objective to
establish a needs-based formula that iden­
tifies both the public health needs and as­
sociated costs in each locality, VDH has yet
to implement such a system. While the
agency has conducted some work towards
this goal, it has stopped short of completing
a systematic assessment of need for com­
munity public health.

Also. the formula addressing State and
local shares of health department costs,
developed to reduce inequities in the amount
of pUblic health funding that each locar
health department received, has only been



partiany implemented. The disparity in lo­
cal funding for public health services has
actually increased and has imposed a spe­
cial b.1Jrden on local health departments in
urban and rural areas.

Finally, the process used by district di­
rectors to allocate State funds to the local
health departments is largely unsystematic.
This, combined with the limits imposed on
the State funding of community public
health, has undermined efforts by health
directors to achieve equity in the allocation
of staff to the health departments in their
districts.

The cost of correcting this particular
aspect of the problem would be more than
$7 million. Fully funding this formula would
reallocate the local shares of the coopera­
tive budgets, and consequently the State
shares, based on the factors considered in
the formula. However, this additional fund­
ing would not address the overall funding
needs of the community health services
function. The total funding need for the sys­
tem must be identified by VDH.

. Recommendation. The Virginia De­
partment of Health should develop staff­
ing standards for each major community
public health program and present a pre­
liminary estimate of the resources re­
quired to meet statewide local pUblic
health needs. The Department of Health
should present this methodology and
associated estimate to the House Appro­
priations and Senate Finance commit­
tees by October 2000.

Recommendation. The Virginia De­
partment of Health should develop and
implement a policy for allocating the
State's share of the cooperative budget.
The policy should build upon and extend
the needs-based formula and staffing
standards for use in allocating positions
and funds to the local health depart­
ments. Staffing standards developed in
the statewide needs assessment should
be applied to workload data from the 10-
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cal health departments to determine
staffing levels and funding. The State
share to meet those costs should be cal­
culated using the VDH formula for State
and local shares, but with the use of up­
dated data for local revenue capacity and
median adjusted income. The Depart­
ment of Health should present this policy
to the Board of Health prior to Septem­
ber 2000.

Workload and Staffing Resource
Issues for Certain Central Office
Regulatory Functions Require
Attention

Chapter IV of this report documents
concerns regarding the adequacy of exist­
ing resources to meet program expectations
for the divisions of shellfish sanitation, long­
term care, and the Office of the Chief Medi­
cal Examiner. The chapter also examines
the agency's response to requirements that
it regulate the quality of care provided by
managed care organizations. In the divi­
sions of shellfish sanitation and long-term
care, the demands imposed by federal re­
quirements are making it difficult for staff to
operate at previous workload levels. Also,
State medical examiners are refusing to
accept certain types of cases for autopsies
authorized by local medical examiners pur­
suant to legislative intent. This has been
done in order to manage workload. To ad­
dress this problem, VDH should develop a
plan identifying the resources that are nec­
essary for the office of the Chief Medical
Examiner to perform the activities prescribed
to it by the Code of Virginia.

In terms of overseeing the quality of
care provided by managed care organiza­
tions, the agency is ;n the tinar stages of
completing a new set of regulations. How­
evert VDH needs to address a number of
issues identified by a consultanfs report to
improve its oversight of managed care or­
ganizations.



Turnover in the Commissioner
Position and Among Senior
Management Staff Has Hampered
Management of VDH

To carry out its wide and diversified
range of public health activities, VDH em­
ploys a large professional staff headed by a
Commissioner of Public Health. Approxi­
mately one quarter of VDH staff work in the
central office or at a satellite or regional fa­
cility. Since the majority of the public health
services are provided through the local
health departments, management staff at
the VDH central office are responsible for
setting the course for public health through
planning and policy development. Other
staff at the State office function primarily as
a source of technical assistance for the
health districts and local health departments.

To guide the work of the system, over
the last five years VDH has established a
strategic plan that identifies 14 goals for
public health, nearJy 50 objectives, and more
than 200 strategies that must be imple­
mented to meet those objectives. While it
is still too earJy to assess the agency's per­
formance for such a long-term plan, there
are a several major problems within the or­
ganization which have adversely impacted
both the overall management of VDH and
the initial efforts to implement this plan.

Paramount among these has been the
frequent turnover among health commis­
sioners. Since 1991, there have been five
health· commissioners at VDH. Further­
more, the fact that the current commissioner
was still considered "acting" until very re­
cently has fostered an atmosphere of insta­
bility among central office staff and raised
questions in the field about the consistency
and clarity of VDH's mission for public
health.

More damaging is the fluid nature of
the leadership in the commissioner's office,
which appears to have contributed to un­
usually high turnover among senior manag-
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ers at VDH (see table on page VIII). This
has severely weakened the internal plan­
ning process and perpetuated funding prob­
lems for a number of the agency's divisions.
These organizational problems have been
especially harmful to the operation of the
Office of Information Management (OIM)
and its plans to modernize the agency's
computer system. Absence of leadership,
poor project management, staff turnover,
and inadequate funding are just a few of the
problems which undercut work on the new
computer system. As a result, the project
development process has been protracted
and the Office of Information Management
(DIM) has not been able to establish a
completion date for the VISION (Virginia
Information System Online Network) sys­
tem. Unless these problems are addressed,
it is unJikely that the agency will achieve
many of the goals outlined in its 1999 stra­
tegic plan.

Recommendation. The Virginia De­
partment of Health should reduce the ad..
ministrative duties of the Associate Com­
missioner to allow this position to focus
on broader issues of policy direction and
communication.

Recommendation. The General As­
sembly may wish to consider revising
§32.1-17 of the Code of Virginia to
broaden the requirements for State
Health Commissioner to include mem..
bership in any recognized board in a pri­
mary care specialty.

Recommendation. A permanent
Commissioner for the Virginia Depart­
ment of Health should be appointed.
(Note: The acting commissioner's appoint­
ment was made permanent shortly before
this report went to press.)

Recommendation. The Office of In­
formation Management in the Virginia
Department of Health should develop a
detailed project plan for the remaining
modules of VISION. This project plan



should include a detailed budget plan,
staffing requirements, and scheduled
completion dates for each module. The
Department of Health should present the

VISION project plan to the Senate Fi­
nance and House Appropriations Com·
mittees.by February 1, 2000.

~, ._. " ,~, "-' " - .
-',.,-;-..

Tenuresf~r~SeniorM~n~gers at the Virginia Department of Health
... :....... "

Position
Employees Serving Acting or

Dates
In the Position Permanent

Dr. Robert Stroube Acting 9/1/99 - Present
Dr. Clydette Powell Acting 12123/98 -8/31/99

Dr. E. Anne Peterson Acting 11/16/98 - 12/22/98
Deputy Commissioner Dr. Curtis Thorpe Acting 10/5/98 - 11/15/98
for Publ ic Health Dr. Grayson Miller Acting 8/24/98 - 1012198

Dr. William Nelson Acting 4/25198 - 8/4/98
Dr. Carl Armstrong Acting 7/10/97 - 4/24/98
Dr. Donald Stem Acting 11/1/95 - 7/10/97

Deputy Commissioner 10/19/98 - Present
for Health Policy and Dr. Clydette Powell Permanent (Position did not exist
Health Care Delivery prior to 10/19/98)

Deputy Commissioner Helen Tarantino Permanent 11/16/96 - Present
for Administration Helen Tarantino Acting 3/11/96 -11/15/96

Associate
Commissioner for

Jeffrey Lake Permanent 12/1/96 - Present
Community Health
Services

Office of
Dr. Robert Stroube Permanent 10/1/98 - Present

Epidemiology
Suzanne Jenkins Acting 9/10/97 -10/1/98
Dr. Grayson Miller Permanent 10/1/86 - 9/10/97

Office of Family Dr. Donald Stem Permanent 7/10/97 - Present
Health Services Margaret Tate Acting 4/1/96 - 7/10/97

Mark Neidinger Consultant 6/23/99 - Present
Data Processing Eletta Heath-Hansen Acting 8/10/98 - 5/9/99
Director Dr. Jared Florance Acting 12/16/97 - 7/21/98

Gary Blankenbecler Permanent 11/14/94 - 12101/97
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I. Introduction

Chapter l" Introduction

In 1998, the Virginia General Assembly passed House Joint Resolution 137
directing the Joint Legislative Audit and Review Commission (JLARC) to "study the
functional area of Health and Human Resources." This resolution placed the focus of
the review on the operation and management of the agencies in this Secretariat, in­
cluding the Virginia Department of Health. In addition, the 1999 Appropriation Act
required JLARC to review the "organization, management, and performance of the
Department of Health, including a review of the Department's monitoring of health
maintenance organizations."

The Virginia Department of Health (VDH) is responsible for the administr~­

tion of the State's system of public health. Broadly defined, public health is the prac­
tice of applYing policy and science to promote and maintain the health ofa population.
In Virginia, communicable disease control, disease prevention, health education, and
maintenance of sanitation and drinking water infrastructures are integral parts of
this system. Proponents ofthe system of public health indicate that its programs are a
constant, but often-unnoticed component ofevery person's life, and that failure in these
programs can lead to immediate or long-term harm to the population.

In recent years, a number ofconcerns have been raised about the State's health
department. These concerns have surfaced because a lack of continuity in the leader­
ship of the department, problems that VDH has reportedly experienced in achieving
Y2K compliance with its computers and bringing a state-of-the art information system
online, and citizen complaints concerning the local delivery of some public heath ser­
vices.

This report presents JLARC's review of the organization, operation, and per­
formance of the Virginia Health Department. The remainder of this chapter provides
an overview of the health department, examines the agency's recent funding history
and staffing patterns, presents information on trends in the public health of the Com­
monwealth, and outlines the approach used to conduct this stud~

OVERVIEW OF THE vmGINIA DEPARTMENT OF HEALTH

The evolution ofpublic health both nationally and in Virginia has been shapp,d
by two factors: (1) significant developments in science concerning the etiology of com­
municable diseases and the means for controlling their threat to public safety; and (2)
rising public expectations that government should playa critical role in preserving the
public health of the community: Virginia's initial entry into the field of public health
occurred in 1872 when the General Assembly enacted legislation establishing the State
Board of Health. The early role of this Board was limited, focusing exclusively;;on
preventing the spread of some communicable diseases. Over the next century; the
General Assembly progressively expanded the role and functions of the State's public
health system.



Poge2 Chapter I- Introduction

With the goal of protecting, improving, and preserving the public health of the
Commonwealth, the General Assembly redefined the State Health Department in 1947
to both organize and deliver a myriad of public health services. Reflecting the ex­
panded mission of public health, the Department of Health was required to "adminis­
ter and provide a comprehensive program of preventive, curative, restorative, and en­
vironmental health services." The programs funded to carry out this mission included:
disease prevention; maternal and child health; and regulatory programs for drinking
water, wells, septic tanks, restaurants, as well as the regulation of healthcare provid­
ers.

In 1986, the Health Department underwent substantial change when the
Medicaid program - a program that provides health insurance for the poor - was
removed from the department and established as the major program administered by
another agency (now known as the Department of Medical Assistance Services). Prior
to the separation, Medicaid composed almost three-quarters ofthe Health Department's
annual budget. However, according to VDH staff, the loss of the program was not
entirely negative for the agency as VDH management was released from the burden of
administering this complex program.

VDH continued to concentrate its efforts in services to promote population
and individual health but was relieved of the management responsibility for the Med­
icaid program. To carry out these duties, the department has organized its functions
into five different offices and two centers under the general direction of two deputy
co~ssionersfor public health. Additionall~a wide range of community health ser­
vices and regulatory activities of the local health departments are organized and man­
aged by an associate commissioner through 35 health districts.

The Mission and Purpose of the Vuoginia Department ofHealth
Has Been Greatly Ezpanded

In 1872, an act ofthe General Assembly created the State Board ofHealth and
Vital Statistics, the earliest precursor of the Virginia Department of Health. The pri­
mary mission of this board was to oversee issues of sanitation and prevent the spread
of communicable diseases. At that time, ~o general sanitary system existed and there
was a public health concern regarding the potential spread of communicable diseases
such as cholera, typhoid, and tuberculosis. However, because there was so little scien­
tific data on the potential for controlling such diseases and limited evidence of disease
outbreaks, the initial State Board of Health received no State funding to carry out its
narrow mission.

In 1893, fear of a nationwide cholera epidemic prompted the General Assem­
bly to commission a new health board. Over the next seven years, this board received
a total of $7,000 in State funding. During this same time period, advances in science
uncovered evidence on the etiology ofnumerous lethal communicable diseases, thereby
making it possible to organize a system of public health for the control and treatment
of these problems.
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Over the next 50 years, state legislatures across the country and in Virginia
began to provide the funding and statutory authority needed to support a much more
expansive role for public health agencies. For example, in 1908 the Virginia General
Assembly established the Virginia Department ofHealth, equipping it with the State's
first public laboratory; Other system changes implemented in the Commonwealth dur­
ing this 50-year period included the following:

• establishment of three State institutions to control tuberculosis (1908-1920);

• creation of State Bureaus to organize and deliver sanitary engineering ser­
vices, shellfish sanitation, maternal and child health programs, and public
health nursing (1910-1927); and

• implementation of State-ron programs for handicapped children, venereal
disease control, hospital and nursing home licensure, and solid waste and
control ofdisease-carrying organisms such as mosquitoes and rodents (1930­
1940).

Bzpt:mdedLocalDealtll Pre.ence andHiB.ion. The next watershed year
for public health in Virginia occurred in 1947. In this year, the General Assembly
passed legislation which required "each county and city to establish and maintain a
local health department," effectively creating a statewide presence for public health.
Seven years later, legislation was passed that allowed the Department of Health to
organize each of these local departments into 35 different health districts.

These changes were a part ofthe General Assembly's efforts to establish broad
program priorities for the public health in State statute. Specifically; in Section 32.1-2
of the Code ofVirginia, the General Assembly outlined its "findings and purpose" for
public health with the following language:

The General Assembly finds that the protection, improvement, and
preservation ofpublic health and of the environment are essential to
the general welfare of the citizens of the Commonwealth. For this
reason, the State Board of Health and the State Health Commis­
sioner, assisted by the State Department of Health, shall administer
and provide a comprehensive program ofpreventive, curative, restor­
ative, and environmental health services, educate the citizenry in
public health and environmental health matters ...collect and pre­
serve vital records and health statistics...and abate hazards nuisances
to the environment, thereby improving the quality of life in the Com­
monwealth.

With an expanded local public health delivery system and its broad goals for
public health, the General Assembly began to mandate additional health services. At
the same time, the federal government also established certain regulatory require­
ments concerning public health. In Virginia, the responsibility for implementing these
requirements was placed in the local health departments. As Exhibit 1 reveals, the
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\Exhibit 1:

Health Services Provided by the Virginia Department of Health

Mandated Area Type of Service
Communicable Disease Control Childhood immunizations; sexually transmitted disease screening,

diagnosis, and surveillance; HIV/AIDS testing and counseling;
reportable communicable disease outbreaks; food borne disease
outbreaks; tuberculosis screening, diagnosis, treatment, and
surveillance; and community education.

Child Health Services Screening for genetic problems; dietary supplements; well childcare;
and community education.

Maternal Health Services Prenatal and postpartum care for high-risk women; baby care services;
implementation of WIC proqram; and community education.

Family Planning Service Clinic services including drugs, and contraceptive supplies; pregnancy
testinq, counseling, and community education.

Environmental Health Services Investigation of communicable diseases; rabies control; regulation of
ice cream, frozen desserts, marinas, migrant labor camps, local jails,
juvenile corrections facilities, milk, on-site sewage disposal, water
supply sanitation, wells, and restaurants; inspection of sewage
treatment plants, and tourist establishments.

Quality Health Care Inspect hospitals, nursinq homes, and adult homes.
Source: Virginia Department of Health, ~Intormation on Central Office Operations."

Virginia Health Department now must provide services in the following areas: commu­
nicable disease control; child health; maternal health; family planning; environmental
health; and oversight to help ensure quality health care in hospitals, nursing homes,
and adult homes.

In an attempt to accommodate this broad list of mandated services, VDH has
changed its mission statement several times in recent years with each reflecting a
more ambitious program of public health. Whereas the mission of the initial State
Board of Health back in 1872 was restricted to the control of epidemics, by 1991 VDH
had broadened its mission in the following way:

To provide a coordinated prevention-oriented program that promotes
and protects the health of all Virginians and ultimately results in
optimal health for all citizens of the Commonwealth.

Several years later, however, VDH modified its mission statement to reflect its growing
environmental health functions:

...to achieve and maintain optimum personal and community health
by emphasizing health promotion, disease prevention, and environ­
mental protection.

Finally, in its 1999 strategic plan, VDH proposed yet another change to its mission.
This proposed change, which would focus some public health activities on strengthen­
ing the family, reads as follows:
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...provide quality service and promote, manage, and implement poli­
cies that strengthen the family and reduce dependence on govern­
ment by encouraging prevention, excellence, accountabilit~ and in­
novation.

The Virginia Department ofBealth Is Organized as a Multi-Tiered System

There are three important elements in Virginia's health department system.
First, there is a State Board of Health, which formulates health policy and establishes
the regulations that govern the operation ofthe system. Second, there is a State Health
Commissioner - with several deputy and associate commissioners - who is vested
with the authority to perform the duties of the Board ofHealth when it is not is session
(Figure 1). Third, there are 35 local health districts consisting of 119 local health
departments. These local offices provide various services in the general areas of envi­
ronmental health and community healthcare, including communicable disease control.
The State Health Commissioner delegates the necessary statutory authority to the
health districts so that public health activities can be implemented locally;

SIGle Board0'HealIlI. The State Board of Health is an 13-member body
that was established by the General Assembly to provide leadership for Virginia's Health
Department and serve as an advocate for the public health interests of the citizens of
the Commonwealth. The Board is composed ofindividuals from every aspect of public
health: health professionals, consumers, local government representatives, and indus­
try representatives. Members are appointed by the Governor for four-year terms and
can serve no more than two consecutive terms. Current State statute requires the
Board to meet annually:

The Code ofVirginia gives the Board the authority to formulate a "program of
environmental health services, laboratory services and preventive, curative, and re­
storative medical care services." In addition, the Board is responsible for awarding
grants for various health services, developing regulations to govern certain emergen­
cies, and directing the Department ofHealth to inform the Board on health care policy
and financing issues.

ae COIIUIIia.ioner'a oOjfice. Section 32.1-17 of the Code ofVirginia estab­
lishes the position ofState Health Commissione:r. While the Governor is authorized to
appoint the person to fill this position for a coinciding term., the General Assembly
requires that individual to be a licensed physician, certified by the American Board of
Preventive Medicine, and experienced in public health duties, sanitary science, and
environmental health.

To facilitate the State development and local implementation of health policy;
the Commissioner can appoint, among other positions, three deputies and one associ­
ate commissioner. These deputies and associate commissioners each have a small ad­
visory staff and oversee VDH activities in the areas of administration, public health,
health policy and health care deliver)) and community health services.
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The Deputy Commissioner for Administration is responsible for the Offices of
Quality Improvement and Human Resources, Purchasing and General Services, Bud­
get Services, and Accounting. This functional area serves the internal needs of VDH
programs and staffby handling fiscal services, procurement, hiring, personnel policies,
and other related duties.

The Deputy Commissioner for Public Health focuses on general issues con­
cerning the well being ofVirginia citizens. This position is responsible for the Offices of
Family Health Services, EpidemioloiOT, Water Programs, Environmental Services, and
Emergency Medical Services. The Deputy Commissioner for Health Policy and Health
Care Delivery is responsible for the Center for Quality Health Care Services and Con­
sumer Protection, the Center for Primary and Rural Health Care, and the Office of
Health Poli~ In addition, activities associated with generating State health statistics
are organized in this area.

The Associate Commissioner for Community Health Services oversees offices
with four separate functions: (1) technical assistance to local public health nurses, (2)
quality assurance and oversight ofState-operated laboratories, (3) policy and planning
for the Turning Point project, and (4) management of 35 local health districts. In the
past, a regional layer separated the health districts from the State level offices. How­
ever, during the fiscally austere times of the early and mid 19905, the regional offices
were eliminated in an effort to preserve services at the local level.

LocDlDel~~ Presentl~ there are 119 local offices that provide a
wide array of environmental services and both mandated and non-mandated commu­
nity healthcare services. These public health activities are carried out under the gen­
eral auspices of the 35 health districts. In effect, these local offices are extensions of
VDH and operate under contract between the State agency and local governments.
These contracts delineate the health services that will be provided in the local jurisdic­
tions located in the health districts, thereby establishing the parameters of the coop­
erative agreement between the State and local governments.

In three localities - Richmond, Arlington, and Fairfax - local governments
manage their own health programs and are considered locally administered health
districts. The only significant distinction between these offices and those that are still
a part of the State system, however, is in personnel. The staffs in these locally admin­
istered districts are employees of local government and subject to local personnel poll­
cies. Cooperative budget funds support these staff to the extent of the allocation to
locally administered district.

Community HealtA SeTfJice.. While almost all localities are expected to
provide a basic set of environmental health services - such as inspections of restau­
rant, septic systems, private wells, swimming pools, migrant labor camps - the type
and level of community health services offered may vary substantiall~ Differences in
local missions for public health, the amount of local funding available for non-man­
dated services and the availability of federal grants has produced significant variation
in the scope of community public health services across localities. For example, some
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local health departments operate fully staffed medical clinics that provide a range of
non-mandated medical services. However, rising costs, limited growth in general fund
appropriation, and an increase in managed care for persons with Medicaid have caused
a number ofother local health departments to limit the scope oftheir primary healthcare
services.

Figure 2 presents data on the proportion of clients who receive various health
services according to the funding authority for the various programs. Persons treated
through programs mandated by the State accounted for the largest category of clients
served (37 percent). Some of the services provided these individuals included immuni­
zation services, treatment for tuberculosis, sexually transmitted diseases, and other
communicable diseases. Roughly 25 percent of the clients were served through pro­
grams which were considered local options. These included children who received ser­
vices through school health programs partially staffed with VDH personnel, adults
who received personal care, bome health, or activities of daily living services, and per­
sons who were provided general medical care.

Federal grants for programs such as the Supplemental Nutrition for Women,
Infants and Children's program, Family Planning Services, and Maternal and Child
Health are an integral part of the local public healthcare delivery system. The adults
and children served in these programs represented 31 percent of the clients receiving
services from VDH in FY 1997.

Finally; as a part of numerous interagency agreements, VDH implemented a
range ofhealth services for about eight percent ofits clients. The most notable of these
activities was the preventative health and case management services provided for chil­
dren through the Early and Periodic Screening, Diagnosis and Treatment program.

Figure 2

Proportion of Total Clients Served, Based on Funding Authority
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Note: Figures are approximations because some Health Departrrent programs are funded by more than one source.
Source: Virginia Department of Health Report: Personal and Population Base of Services, FY 1997.
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State funding for the Department of Health comes from four primary sources
and is spread over 15 functional areas. Since FY 1986, total appropriations for the
Virginia Department of Health have increased significantly and presently total more
than $404 million. This increase has been fueled by an infusion offederal dollars in the
system - the major funding source for public health in Virginia - as the State's rela­
tive general fund contribution has declined. The two other funding sources are dedi­
cated and special revenues, which represent nearly one third ofVDH's budget.

Local funding is also an integral part ofthe public health budget for the Com­
monwealth. Localities are required to match a portion of the State's contribution. L0­
calities may also provide more funding ifthey chose to provide a higher level ofservice.
Presently, local governments contribute approximately ten percent of the cost of public
health services in the Commonwealth (about $38 million).

Despite the overall growth in the total amount ofdollars allocated to the State's
public health system over the last decade, there has been no appreciable increase in
staffing for VDH. Specifically, VDH had roughly the same number of staff in 1997 as it
did in 1986. The growth in State staff for VDH was curtailed by the Workforce Transi­
tion Act of 1995 and other government downsizing decisions. In addition, a number of
positions were lost by the decisions of three large localities (the counties of Fairfax and
Arlington and the City of Richmond) to operate locally administered local health de­
partments.

Funding for the Department of Health Bas More than Doubled Since 1988

VDH operations are funded from four main sources: (1) federal trust monies,
(2) the State general fund, (3) special revenue, and (4) dedicated special revenues. As
shown in Figure 3, four out ofevery ten dollars that were appropriated for public health
in VirsUria in FY 2000 were provided through the federal trust ($161 million). These
funds are generated through VDH's acquisition of nearly 40 federal grants.

Appropriations from the general fund accounted for $132 million oftotal fund­
ing, or 33 percent. Special revenue appropriations total another $108 million and the
primary sources of that revenue are local match and clinic service and fee revenues in
the 35 health districts. Dedicated special revenue - funds that can not be reverted tr
the general fund - accounted for the remainder of the State's VDH appropriations.

Trends in h6licHealtA..FtmtJinI. As Figure 4 illustrates, appropriations
for State administration of public health services have increased significantly since FY
1986. The total amount of money appropriated for public health from the four previ­
ously discussed funding sources in FY 2000 was more than $404 million. This amount
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Funding Sources for Virginia Department of Health, FY 2000

TOTAL:
$404.7 Million*

$161
MilUon

• Does not include $2.2 mil lion in VHCF funding.

Figure 4

Source: 1999 Virginia Acts ofAssembly.
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represents an average annual increase in funding of nearly nine percent from the FY
1986 VDH appropriation of $174 million.

Although general funds for public health increased during this period, total
general fund dollars as a percent of the all public health appropriations has declined.
As the State slowed the rate ofgrowth in general fund dollars allocated to public health
during the early 1990s, the surge in funding for public health was fueled by sharp
increases in federal funding for the system. As revealed in Figure 4, the amount of
federal funds flowing into the system began to gradually increase in 1995 before sharply
accelerating by the end of the decade. By FY 2000, four out of every ten dollars of
VDH's public health budget were from federal contributions. This represented a 25
percent increase from the size of the federal contribution in FY 1986. By comparison,
general fund dollars dropped from 43 to 33 percent of the budget - a 26 percent de­
cline. This shift can be partially attributed to increased federal involvement in State
public health programs that focus on the control of communicable and sexually trans­
mitted diseases. However, it also reflects a retrenchment in State funding for public
health that began during the recess~onof the early 1990s.

FundinJl6yProlfTYlRlAretz. Because of the broad scope of public health in
the Commonwealth, funding for the system must be allocated among numerous pro­
gram areas. Specificall~public health funding is distributed over 15 general program
areas comprising all of VDH's operations. Of these 15 functions, Community Health
Services (eRS) received the largest share of funding in FY 1999, accounting for more
than $153 million or 40 percent of all operations (Table 1). Included in CHS are appro­
priations for general medical services, maternal and child health services, environ­
mental health services, and local administrative services. VDH's communicable dis­
ease program, which pays for immunization services, tuberculosis control, treatment of
sexually transmitted diseases, and other epidemiological services, received a $42.8
million appropriation which accounts for 11 percent of total funding.

AllocaIinKFunda to .LocalHetIltA Deparlment.. As noted earlier, fund­
ing for CHS also includes appropriations for the 119 local health departments. The
amount of each local appropriation is based partially on a funding formula developed
by JLARC that establishes a match rate for each local jurisdiction. Presentl~ each
locality contributes to the State a local share for the costs of their health programs,
based on a measure of the locality's ability to pay:

This local share can vary between 18 percent and 45 percent. As a result of
the formula, the State always pays the majority share. Currentl~the aggregate rela·
tive contribution for local health offices is 40 percent.

Staffing for the Department ofHealth Has Declined Since FY 1996,
LargelyDue to WTA BDd Conversicms ofPositiODS to theLocal Govermnent Level .

Although overall funding for the department has consistently increased over
the last 13 years, the number of appropriated staffing positions has not. For example,
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------------ITable11~-----------­

Total Appropriation for Functional Program Areas
Within the Virginia Department of Health

FY 1999 Percent
Program Area Funding Activities Appropriations of Total

Commissioner's Office, Internal

Administrative and Support Audit, DGS Rent, Accounting
and Budgeting Services, $9,549,999 2%Services
Personnel Services, Computer
Services

Health Research, Planning, and Physical Health Research.
Planning and Coordination, $2,318,013 1%Coordination
Health Resources Development
STD/AIDS, Immunization

Communicable and Chronic Services', Tuberculosis

Disease Prevention and Control Prevention and Control, $42,800,256 11%
Epidemiological Services,
Cancer Registry

Vital Records and Health Health Statistics, Registration $3,963,373 1%Statistics Services
Medical Examiner and Anatomical Anatomical Services, Medical $3,960,825 1%Services Examiner Services

Dental Health. Environmental
Health, Family Planning, Home

Community Health Services Health Services, General $153,046,935 40%Medical Services, Maternal and
Child Health Services, Local
Administration Services

Emergency Medical Services Financial Assistance to $12,237,552 3%
Volunteer Rescue SQuads
Maternal & Child Health,

State Health Services Children's Specialty Services,
Family Planning Services, Child $31,983,505 8%
Development Services

Nutritional Services Nutritional Assistance $76,677,982 20%

Environmental Resource Sewage and Wastewater

Management RegUlation, Water Supply
$28,408,374 7%Engineering

Higher Education Student
Scholarships $2.195,139 <1%Financial Assistance SCholarships

Regulation of Food Shellfish Sanitation $1,588.715 <10/0
Regulation of Public Facilities and RegUlation of Health Care $6,152,426 2%Services Facilities

RegUlation of Hazardous
$1,643,891 <1%Regulation of Products Products, Radiological Materials

Reaulation
Special Health Improvement and Pilot and Demonstration $5.242,597 1%
Demonstration Services Services
Source: 1999 Virginia Acts of AssemblV.
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from FY 1986 to FY 1995, the number of appropriated positions for the Department of
Health increased from 3,800 to over 4,600 - an increase of more than 20 percent (Fig­
ure 5). However, by FY 1999 VDH had fewer than 3,760 positions. VDH has attributed
part of this loss to the 1995 decision by Fairfax to establish a locally administered local
health department. In this transition, those former 250 State positions were converted
to local government positions. It should be noted, nonetheless, that these positions are
still available to provide health services in Fairfax, therefore treating them as a loss of
staff is somewhat misleading.

The health departments in Arlington County and the City of Richmond also
chose to become independently administered in 1989 and 1996, respectively: Nonethe­
less, the more than 200 positions allocated to thos~ localities were maintained by VDH
and then redistributed throughout the public health system.

From a State agency's perspective, the more meaningful reductions in local
staff have occurred as a result of the Virginia Workforce Transition Act (WTA) of 1995.
As a result of WTA, the department lost 400 positions to early retirement. Approxi­
mately 380 of these positions were in the area ofcommunity health services. Addition­
ally; VDH staff indicate that over the last eight years, the department has made a

Figure 5
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conscious effort to maintain service levels in the face of what staff believe has been
limited growth in funding for health services (the average annual growth rate during
those years was five percent). To compensate for limited funding growth, some man­
agement positions have been eliminated - mostly from the regional offices - and many
positions have been left vacant.

CO:MMUNITY HEALTH INDICATORS FOR VIRGINIA

Much of the staffing and funding for VDH are allocated for the purpose of
promoting or improving the health of people in Virginia communities. One way to
broadly assess the performance ofVDH is through an examination of data measuring
the health of the State's population using annual and longitudinal measures.

When major health indicators for which the latest annual data were available
are examined, the citizens ofVirginia generally appear less healthy than the rest of the
countIjT. However, these types of comparisons offer no insight on the health trends of
the State's population. In other words, the data do not address whether the health of
the population is eroding or improving over time. When these types of data are exam­
ined, the story is mixed. For some indicators, the morbidity rates appear high but the
trend is downward. For others, the morbidity rates fluctuate from year-to-year with no
particular directional trend. Still for other indicators, there is little or no change at all
in morbidity rates.

Notwithstanding these data, it is important to note that many factors both
within and outside the control of the department influence the trends in community
health indicators. Consequently, these data do not provide a sufficient basis for evalu­
ating the efficacy of VDH's public health programs. A comprehensive analysis must
include a review of the agency's staffing and workload patterns, local implementation
practices, and performance outcomes for specific programs, as well as an assessment of
the department's organization and management structure.

Virginia Compares Somewhat Unfavorably to National Averages
on Key Health Indicators

According to VDH publications, the department chooses to focus its public
health improvement activities in four priority areas: pregnancy outcomes, chronic dis­
ease, communicable disease, and environmental hazards. Following the national stan­
dard set by the Centers for Disease Control and Prevention,Virginia published Healthy
Virginia Communities (December 1997) in which it evaluated its success in promoting
public health.

JLARC staff chose eight indicators from the report that appeared to reflect
some of the major components of the State's public health program. Those indicators
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are displayed in Table 2 along with a comparison to the national average. As shown, for
all but two of the reported indicators, the rate of illness, disease, or deaths in Virginia
was higher than the national average. For two indicators, the differences were rela­
tively small. For example, the rate oflow weight births in the Commonwealth was only
three percent higher than the national average and the rate of stroke-related deaths
was almost identical. However, occurrences of gonorrhea, syphilis, and salmonellosis
in Virginia exceeded the national average by 10, 187, and 16 percent respectivel~

Trend Data Offer a Mixed Story on the Health ofVIrgiDia's Citizens

For a number of reasons, considerable caution must be exercised when mak­
ing health comparisons across communities using point-in-time or annual estimates.
Foremost, some point-in-time measures can be unreliable as small changes in certain
health outcomes (for example, infant deaths) may produce large changes in the result­
ing statistics. Additionall~ these types of comparisons offer no insight on the health
trends of the population. Virginia's rates, while higher, may be on a consistent down­
ward trend. To account for this problem, trend data on several community health indi­
cators for Virginia is reported in this section of this chapter.

TFenda in~Outcomes. Trends in infant mortality rates, rates of
low birthweight, and non-marital births are a common focus in public health statistics
because of the adverse health consequences often associated with these social phenom­
ena. Trend data for these outcomes are reported here as measures of pregnancy out­
comes (Figure 6).

------------ITable21------------
Health Indicators:

Comparisons of Virginia and the United States

Percent
Indicator Virginia's Rate National Rate Difference

Infant Mortality Rate 7.7 7.2 6

Low Birthweight Rate 7.7 7.5 3
Coronary Heart Disease Deaths 232 271.6 (17)

Stroke-Related Deaths 59.9 59.7 .003
Occurrence of Syphilis 9.2 3.2 187

Occurrence of Gonorrhea 135 122.5 10

Occurrence of Tuberculosis 5.3 7.4 (40)

Occurrence of Salmonellosis 16.7 14 16
Notes: Unless otherwise noted. the rates in this table are calculated per 100,000 population for 1997. The exceptions

are as follows: infant mortality and low birthweight rates are calculated per 1,000 live births; and tuberculosis
rates are based on 1998 data. The difference in the rates for syphilis is slightly inflated because Virginia's data
includes cases of early latent syphlis while the national data does not

Sources: Healthy Virginia Communities, Virainia Department of Heal1h, 1997. Virainia Office of Vital StatistiCs.
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As shown, these data offer a mixed picture for Virginia. On the one hand,
Virginia has experienced a consistent decline in its infant mortality rate over the past
seven years. However, the State has witnessed slight increases in the rate of low
birthweight babies and a substantial increase in the percent of children born out of
wedlock. Furthermore, it is important to note that there are substantial differences in
these measures according to race (Figure 7). While the trends in infant mortality and
low birthweight birth rates have fluctuated for both whites and blacks, the rates for
blacks are typically two to three times higher than those observed among whites.

The differences between race are most stark when the data on the percent of
non-marital births are separated by race. There has been an increase in the number of
children born out-of-wedlock to both races, but the rates for blacks - which are typi­
cally over 60 percent - are three times higher than the rates for whites (Figure 8, page
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Figure 6
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18). A number ofcomplex socia-economic factors are likely driving these racial dispari­
ties which are completely apart from the issue of public health. Most notably; numer­
ous studies have documented the correlation between poverty and these types of ad­
verse· pregnancy outcomes. Because blacks are disproportionately poor in Virginia,
some of these differences are not surprising.

At the same time, one of the long-standing functions of public health in Vir­
ginia has been to combat the adverse health consequences of poverty; From that per­
spective, these data may indicate some limitations in VDH's ability to offset the ad·
verse consequences ofpoverty upon pregnancy outcom~s,as revealed by the differences
in outcomes based on race.

Chronic Diaeaae Rote.. Figure 9 (page 19) reports trend data for State
deaths due to heart disease and strokes. While the decline has been slight, the data
does indicate that the rate of death due to heart disease has been decreasing in Vir­
ginia. A review of the data for strokes, however, reveals a slightly different picture.
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Specificall)'; following a decline in the rate of stroke deaths from 1990 to 1992, there
was a slight increase in the rate over the next six. years.

Trena ill &porldle DiaetUe8. As a basic function of public health, the
State Board of health has outlined a list of reportable diseases that VDH must track
and investigate. A small but significant number of these diseases are transmitted
through sexual practices (for example, syphilis, gonorrhea, and HIV). Some, such as
Salmonellosis, are spread through improper food handling practices or inadequate or
poor hygiene (for example shigellosis). Others like tuberculosis and meningococcal
meningitis are spread through the exchange of respiratory and throat secretions. Fi­
nally; a smaller number are transmitted through animal bites (for example, rabies).
Because upward trends in these diseases are sometimes viewed as an indictment ofthe
effectiveness of public health programs, many of the agency's disease prevention ac­
tivities are designed to reduce the rate at which these reportable diseases occur.

Figure 10 (page 20) reports the trend in disease rates for Virginia from 1990 to
1997. While spikes are observed in the rates in 1991 and 1994, overall, these data
suggest that there has been a general decline in the occurrence of reportable diseases
during this time period. Still, there are limitations to these data that must be consid­
ered in the analysis of disease trends. Most notabl~ these trend data do not reflect
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those instances where persons contract a disease but do not seek medical attention.
This type ofunder reporting weakens any conclusions that can be drawn from the data.

One disease category where the problem of under-reporting is not as severe
statewide is sexually transmitted diseases. A sexually transmitted disease (STD) is an
infection passed from person to person through sexual contact. Four of the most noted
such diseases are gonorrhea, syphilis,H~ and AIDS. Gonorrhea's long-term compli­
cations include sterility and ectopic pregnan~ Syphilis bacteria can spread through
the body of an infected individual, causing damage to the nervous system and the
body's organs and eventually death. HIV works to weaken the immune system, even­
tually resulting in the development ofAIDS. The transmission ofAIDS occurs prima­
rily but not solely from sexual contact and it is the eighth leading killer in Virginia.

While each STD is unique, the communicable nature and damaging results of
these diseases if left untreated make HIV/AIDS, syphilis, and gonorrhea priority con­
cerns for VDH. As a result, a considerable amount of resources are spent tracking
these diseases and educating the public on their methods of transmission. One benefit
of this increased vigilance appears to be a decline in the rates for each of these STps
over the last eight years.
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Figure 11 shows the decline in rates for gonorrhea (which occurs at the high­
est rate statewide) and syphilis. In 1990, the rate of new cases ofgonorrhea in Virginia
was 285 per 100,000 population. By 1998, this figure had dropped by more than 50
percent to 135 per 100,000 population. The rate of decline for syphilis was even more
pronounced. In 1990, there were 25 cases of this disease for every 100,000 people in the
State. Seven years later, the rate had dropped to 5.58 per 100,000 population - a 77
percent drop. The statewide trends for both syphilis and gonorrhea mirror the national
declines in the rates of occurrence for these STDs. Over roughly this same period of
time, the national rate for new cases of syphilis dropped by 84 percent, while the rate
for new cases of Gonorrhea fell by 56 percent.

In terms ofHIV andAIDS, public health doctors pay special attention to changes
in the rates ofHIV because these patterns will likely predict future trends in the more
lethal AIDS disease. Statewide trend data for HIV and AIDS, while not as promising,
do seem to indicate that the State is making progress in slowing the rate of new cases
of these lethal viruses as well.

Figure 12 (page 22) provides evidence of a decline in the rate of new cases for
both ofthese diseases. Further, trends in the rate ofAIDS are consistent with HIV An
exception appears to occur for AIDS from 1990 to 1993, when the rates accelerated
rapid1~ However, much of this increase can be attributed to the upgraded techniques
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for surveillance that were put in place nationwide during these years. Since 1993, the
rates of decline for AIDS and HIV have been similar, at 47 and 43 percent respectively:

StaleUJide Trends in Tu6en:ulo8ia (TB). A cornerstone of public health in
Virginia is the State's TB monitoring program. Because this disease is transmitted
through the air indiscriminatel:y, controlling TB proliferation in Virginia is a top prior­
ity ofVDH. As reported in Figure 13 (page 22), since 1990, the rate ofTB in the Com­
monwealth has dropped by nearly 25 percent. Specificall:y, in 1990 the State's TB rate
was 6.62 for every 100,000 persons. By 1998, that figure had fallen to 4.99 persons for
every 100,000 Virginia residents.

Evaluating Virginia's System of Public Health Requires More Detailed nata

Because of its broad mission, there are legitimate questions concerning how
the performance ofVDH should be evaluated. As a part ofan assessment of its policies
and programs, VDH has established benchmarks for the Year 2000. The purpose of
these benchmarks is to measure the agency's progress in achieving the three following
goals: (1) improve pregnancy outcomes; (2) decrease the burden ofchronic disease; and
(3) protect Virginians from communicable disease and environmental health hazards.
Using a task force, VDH identified 30 community heath status or risk indicators for
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which outcomes will be compared to the benchmarks established for the year 2000.
Examples of several of these indicators or health status outcomes are:

• Reduce the infant mortality rate to no more than seven per 1,000 live births.

• Reduce low birthweights to an incidence of no more than five percent of live
births.

• Reduce stroke deaths to no more than 20 per 100,000 people.

• Confine the incidence of HIV infection to no more than 11.9 per 100,000
people.

Using statistics similar to those reported in this section, VDH will then assess
the performance of its system in reducing or preventing death, disease, and disability:
Nonetheless, because there are many factors that drive the statistics that will provide
the basis for this assessment, conclusions about the performance of VDH can not be
easily or appropriately made based entirely on these outcomes. Such an assessment
offers no insights into the organizational efficiency ofVDH's central office, the quality
of agency leadership, and the adequacy of the agency's strategic planning process in
addressing the pressing concerns and issues on the horizon of public health. There
may be issues in these areas which, if addressed, could enhance the performance out­
comes ofVDH.

Similarly; a valid assessment of the agency's programs must be based, in part,
on an evaluation ofthe implementation practices and outcomes ofthe agency's particu­
lar programs and not just community-wide health indicators which are subject to the
influence of many factors outside of VDH. As will be discussed in the next se~ion of
this chapter, these components - a review of VDH's organization and management,
and an assessment oflocal program performance - are the central elements ofJLARC's
staff review of the agency:

JLARC REVIEW

This section of the chapter outlines the approach used by JLARC staff in its
study of the health department. To address the mandate's emphasis on the "operation,
management, and performance" of the department, this review was broadly defined to
focus on two separate aspects of the State's system of public health: (1) the success ci
the agency in implementing its basic public health functions, and (2) the State-level
organization and management ofthe public health system. Within this framework, the
following research questions were identified to define the focus of the study:

1. What are the performance outcomes for Virginia's major programs of pub­
lic health and what factors appear to influence any variation in these out­
comes?
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2. How has the leadership and staff turnover at VDH impacted the direction,
and management ofthe Department ofHealth in providing the State's public
health services?

3. Is the Department of Health organized, staffed, and managed to provide
adequate support and guidance for the State's system of public health ser­
vices?

4. Are the activities provided from the VDH central office being effectively
implemented and evaluated to meet statutory requirements?

5. Is the Office of Information Management appropriately organized, staffed,
and managed to meet the data information needs of the Department of
Health?

6. Has the Department ofHealth implemented the new requirements regard­
ing managed care organizations?

To examine these aspects of the system, the JLARC staff conducted struc­
tured interviews with State-level staff, analyzed data on the organization and staffing
patterns of the agency, and surveyed each division director in the department, the 35
health district directors and staff in each local health department. Additionally; file
reviews and structured interviews were conducted in a small subset of localities.

Local Program Structure, Fundjng, and Performance Outcomes

Although VDH provides a wide array of services under a broad program of
public health, this review focused on some of the department's key mandated and op­
tional programs. Particular attention in the analysis was given to the following pro­
grams because they are mandated by state law and are locally-operated: immuniza­
tion, tuberculosis control, sexually transmitted diseases, restaurant inspections, sur­
veillance and investigation of disease outbreaks, and sewage and water services. Pro­
grams in family and child health, which are integral parts of the public health system,
could not be examined for this study due to the absence of outcome data. JLARe staff
surveyed 116 out of 119 localities and collected data on the strocture, characteristics,
staffing, and performance of the local health departments. For a smaller subset of
localities, JLARC staff conducted structured interviews with local staff to collect infor­
mation on the program implementation process and audit some of the local program
records.

LoctJISlructun!,~ QIU/Stol/fnl. According to VDH staff, there is
considerable variation in the way local offices are organized and staffed to carry out
their public health functions. As a result, for all local offices, a descriptive picture was
developed, focusing on its service mix and staffing patterns.
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Program Perjbrnu:uu:eData JLARC staffexamined selected outcome mea­
sures to examine each ofthe aforementioned programs. Through data requests to VDH's
management information staff and mail surveys of each locality and the local health
districts, key outcome data for these programs were collected. Exhibit 2 provides a list
of the outcome measures used to assess the performance of local health departments.

More De/oiledDido Collection for Q Su1Jaet orLoctzl Of/icea. To more
completely understand the program implementation process, visits were made to a
subset of local offices that were selected for this review in a non- random, purposive
manner. This selection strategy was used for three primary reasons. First, the ap­
proach was used to ensure that each of the three locally administered local health
departments - Richmond City; Fairfax, and Arlington - would be included in the study:

Second, JLARC staffwanted to ensure that a mix of urban and rural localities
would be included in the more detailed study: Like so many locally operated systems,
there are sharp differences in the resources available to public health departments
across the State. Therefore, one goal of the analysis was to evaluate whether important
differences exist in public health programs and practices that can be linked to the
geographic location of the departments.

Finally, there is considerable disagreement among key actors in the State's
public health system regarding the role of public health in the delivery of primary
health care services. Accordingly; JLARC staff purposively selected localities where
major clinics have either been downsized or eliminated, such as Richmond, Virginia
Beach, and Arlington, as well as those that continue to operate large primary health
care programs, such as Alexandria.

:Exhibit 2:

Outcome Measures for JLARC Study of
Locally-Delivered Public Health Services

Program Outcome Measure
Imm~nization Proportion of children who received their schedule

of immunization shots by their second birthday
Tuberculosis Control Proportion of persons infected with TB completing

treatment
Proportion of TB disease cases completing
treatment

Sexually Transmitted Diseases and HIV Proportion of STDIHIV cases receiving counseling
Proportion of named partners receiving counseling
Proportion of named oartners tested

Restaurant Inspection Program Proportion of restaurants inspected
Freauency of restaurant insoections

Surveillance and Investigation of Disease Proportion of disease outbreak cases with
Outbreaks completed follow-up
Sewer and Water Services Proportion of applications processed and

completed in a timely manner
Source: JLARC staff selection of outcome measures.
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Figure 14 indicates the localities that were selected for this study: At each
site, the structured interviews were conducted with the local staffwho are responsible
for providing the public health services that are the focus of the analysis. These site
visits were also used to audit some of the office records for the purpose of collecting
performance data that is not available in aggregate form. In particular, JLARC staff
reviewed a small sample of records in each office which document the inspection pro­
cess and outcomes for restaurants, the timeliness of the permitting process for septic
tanks and wells, and the nature of the local agencies' responses to disease outbreaks.

State-Level Organization and Management ofVDB

The last part of this study focused on the organization and management of
VDH at the State-level. JLARC staff used structured interviews, mail surveys, and
document reviews to examine the general operation and structure of the agency with
respect to issues concerning leadership, staffing, service delivery, and the performance
of information management.

Structured Interview.. Many of the issues addressed in the organization
and management review of the department required interviews with senior manage­
ment staff. Through these interviews, staffviews concerning the impact ofVDH's chang­
ing leadership on the direction, funding, and staffing ofthe agency were solicited. These
staff members were also questioned on the basic structure of the agency - organiza­
tion of key functions, chain of command, span of control - and were asked to discuss
the'strategies they use to manage the work of their offices. Finally; the interviews were
used to query staff on the activities that management has put in place to ensure that
the department meets its statutory duties, as well as discuss existing barriers or limi­
tations that impact the agency's ability to meet program mandates.

MtJiI SIUTJeY 0'DiD;'ion Dirt!cton. A key feature of VDH management
structure is its 19 division directors. These staff members are responsible for provid..
ing staff management, program planning, technical assistance, oversight, and in some
cases, actual service delivery for the major public health functions of the department.
Because of the importance of this layer of management, each division director was
surveyed regarding the major aspects oftheir job, their relationship with field sta£t the
overall direction and management ofVDH, and their success in establishing programs
and procedures to carry out the agency's mandates. To supplement these interviews,
JLARC staffreviewed division procedures for local oversight, division operational plans,
as well as data on staffvacancy rates.

ReDielD o/'YDB'BHonilorinlol'HetIltll MtJintenonce o,.,anizolio1l8. In
addition to the above mentioned activities, JLARe was required by the 1999 General
Assembly to examine the Department of Health's oversight of the State's managed
care organizations and regulatory development process related to that function. To
perform this analysis, JLARC staff interviewed stafffrom the Center for Quality Health
Care Services and Consumer Protection (CQHCSCP). Moreover, JLARC staffattended
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meetings of the advisory committee established to develop and discuss the draft regu­
lations and reviewed the draft regulations. Survey responses from the division direc­
tors within CQHCSCP were also analyzed. Finally; JLARC staff reviewed the private
consultant's report prepared for CQHCSCP in 1999 concerning the Center's resource
requirements.

REPORT ORGANIZATION

This chapter has provided an overview of the study mandate, VDH, and the
JLARC review. Chapter II addresses the performance outcomes for some of the key
State-mandated public health programs. Chapter III examines the funding of commu­
nity public health services. Chapter IV focuses on the regulatory program and public
health services provided centrally: Finall~ Chapter V discusses the operation and
management ofVDH.
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II. Performance Outcomes for State-Mandated
and Locally Operated Public Health Programs

Virginia's system of public health is uniquely defined by cooperative operat­
ing agreements between the State and each local jurisdiction in the Commonwealth. A
key aSPect of these agreements, which are renewed annually, is the provision that out­
lines the public health services that will be provided in each locality: Based on State
statute and consistent with the overall mission of VDH, a set of mandatory public
health services is listed in these agreements.

Presently, there are seven major programs that represent the cornerstone of
the State's public health system (Exhibit 3). These programs fall into three more gen­
eral categories of communicable disease control, women's and infant healthcare, and
environmental health. This chapter presents JLARC staff's assessment of the perfor­
mance of the public health services that local health departments provide as a part of
their communicable disease control and environmental health functions.

The study results indicate that on balance, local health departments have
done a good job in organizing and delivering public health services in most of these
program areas. Services for each of the major communicable disease programs have
been properly organized and delivered to attack the morbidity rates for certain dis­
eases. This was especially evident for those programs that are implemented to control
the spread of tuberculosis, sexually transmitted diseases, and HIV and AIDS.

In terms of environmental health, while several aspects of the State's food
inspection program. need to be revisited, local health departments appear to have pro­
grams in place which ensure that restaurants receive the State-mandated one inspec­
tion per year. And, when evaluating the design and construction of septic systems,
environmental health specialists ensure that required separation distances between
the system and the groundwater are met.

Still, there are problems with some ofthe State's public health programs that,
if not 'addressed, could substantially weaken the long-term effectiveness of these ser­
vices and in some cases threaten basic public health. In particular, VDH staff need to
improve their efforts to treat persons who are infected with tuberculosis but do not
have the actual disease. Also, better outreach and client tracking strategies are needed
to increase immunizations for children. Finally; the agency should develop a statewide
marketing program that encourages private doctors to more consistently report the
communicable diseases they diagnose through routine patient care.

PERFORMANCE OF COMMUNICABLE DISEASE PROGRAMS

According to VDH staff, the number one priority of the State's public health
system is the locally operated communicable disease programs. These programs, which
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:Exhibit 3:

Key Locally-Operated Public Health Programs in Virginia

Public Health Area Program Target Group

Communicable Disease Tuberculosis Persons with TB disease and
in some cases persons who
are infected but do not have
the disease

Immunization All children in the
Commonwealth who are not

.
immunized by private
physicians

Sexually Transmitted Disease All persons who contract an
and HIV STD (including HIV) or are

exposed to someone who has
anSTD

Surveillance and Investigation Personslfacilities involved in
disease outbreaks

Women's and Infant *Women's and Infant Health Low·income pregnant women
Healthcare and indigent women with

youna children
*Familv Plannina Low-income women

Environmental Services Food Service Establishment All food service
Inspections establishments in the

Commonwealth
,

Sewage and Water Services All private wells and septic
tanks

Notes: services provided by Women's and Infant Health and Family planning are driven by mostly federal mandates.
In addition, the health deparbnent has yet to establish a data system in which outcome data are systematically
collected. As a result, these programs were not included in the JLARC performance assessment.

Source: Virainia Decarbnent of Health.

are designed to reduce the morbidity rate for tuberculosis, ensure the vaccination of
children for preventable diseases, and control the spread of a host of other communi­
cable diseases, represent the basic infrastructure of the public health system.

Program outcome data support the view that VDH's communicable disease
programs are generally well designed and effectively implemented. For example, in
the area ofcommunicable disease control, local staffs ensure that more than nine out of
every ten patients who have tuberculosis disease start and complete their treatment
within the prescribed time period. Statewide, nearly three-quarters ofall children are
immunized in a timely manner, and local health departments are providing the re­
quired follow-up when certain communicable diseases are reported. Also, through a
tightly administered program for persons who contract sexually transmitted diseases,
local health department staff successfully deliver the necessary treatment to the ma..
jority of persons who contract venereal diseases, H~ or AIDS.
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Notwithstanding these findings, State and local staff need to make several
changes to the communicable disease programs to address problems associated with
the delivery of tuberculosis prevention drug therapy; childhood vaccinations, and dis­
ease reporting. Specifically, nearly four out of ten persons who have a high risk for
developing tuberculosis (they do not have the actual disease) do not complete their
medication as prescribed. Immunization rates are unacceptably low in certain areas of
the State. Furthermore, approximately 30 percent of local health departments do not
track the immunization outcomes for children and 20 percent have no programs in
place to contact children who are not immunized according to law. Also, the timeliness
with which local staff are able to respond to disease outbreaks could be improved if
private doctors provided more timely and consistent reporting.

Loca1HealtbDepartmentsBaveDone a GoodJobImplementiDgthe State'sMan­
dated Communicable Diseue Programs, But Some Improvements Are Needed

The cooperative service plan agreements effectively represent the State and
local definition of public health for the relevant local jurisdiction. A key component of
these plans are the State requirements for the local delivery of communicable disease
services. The programs funded in this area are designed to provide for the protection of
public health "by investigation, control, and prevention of communicable and non-com­
municable disease and epidemics..."The major programs in this area are: Tuberculosis
Control, Immunization Services, Sexually Transmitted Disease Control, HIV/AiDS
Prevention and Treatment, and Disease Surveillance and Investigation and Control
(including Rabies Control).

As these programs have come to define much ofwhat is considered mandated
public health care both nationwide and in Virginia, any questions about the perfor­
mance of local health departments must be partly addressed by evaluating the opera­
tional effectiveness of these core programs. This section of the chapter assesses the
outcomes for the mandated communicable disease programs.

Tu1N!reuioaia Conb'OlPrqfIram~DruITreatment Completion Rale6Ant
HilJI, But tile TBD,..,PreDelllion PrqfIram CouldBe Improved. Every locality
in the State is required by law to operate a tuberculosis (TB) control program. TB is a
disease caused by bacteria that usually attacks the lungs. The disease is transmitted
through the air when a person who has full-blown TB coughs or sneezes. Persons who
breathe these bacteria become infected; however, they may not necessarily develop a
case ofTB iftheir bodies' immune systems are strong enough to keep the bacteria frOM

growing. Consequently; persons who have weak immune systems - for example, in~

fants, children, or HIV patients - pose the greatest risk for developing the disease
should they be exposed to the TB bacteria.

The department's TB program is designed to control the spread ofthe bacteria
through a targeted program ofTB testing and treatment. To accomplish this, the Divi­
sion ofTuberculosis Control has established separate policies governing the process for
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the identification of persons who are at-risk of developing TB and those who have TB
disease. For screening to determine if a person has TB disease, VDH first recommends
a clinical assessment for syplptoms. If the patient is symptomatic, further testing is
recommended using sputum examinations or chest radiography: Because of the gener­
ally low incidence of actual TB disease statewide, the policy recommends that local
health departments focus these testing efforts on populations where the prevalence of
the active disease is likely to be high (for example, homeless persons, migrant workers,
or individuals who are foreign born).

When persons are diagnosed with actual TB disease, several different drugs
are prescribed. The greatest danger for these patients occurs when they skip medica­
tions and do not complete their treatment program. This allows drug-resistant bacte­
ria to proliferate. Once this happens, a more powerful dosage of drugs must be admin­
istered for longer periods of time, at a cost of more than $200,000 per patient. As a
result, the Center for Disease Control recommends the use of direct observed therapy
(DOT) for TB patients receiving treatment. DOT involves a health care worker meet­
ing the patient every day or several times a week so that he or she can be observed
taking the medication.

The tuberculin skin test is the only tool available to screen for TB infection.
However, this test often produces false positives in persons who have a low risk for
developing actual TB disease. Therefore, VDH recommends that clinical assessments
of patient risk factors be conducted before the skin test is given. Moreover, if a person
is considered a high risk for TB disease, local staff are asked to determine ifthat indi~
vidual is willing and able to complete preventative drug therapy before a screening is
conducted and therapy is prescribed.

If a person tests positive for the TB bacteria and is considered a risk for devel~

oping the disease, staff at the local health departments will implement a program of
preventive therapy with the drug INH. This treatment program lasts six months for
most patients. For children and HIV patients, the treatment lasts between six months
to one year because of their under-developed or weakened immune systems.

To conduct a performance assessment ofthe TB program for this study; JLARC
staff collected survey data on the screening and program treatment practices of local
heath departments along with statistics from the State office on the drug therapy comple~

tion rates for persons with TB disease. Additionally; similar data were analyzed for
persons who were screened and in some cases treated for TB infection.

Table 3 reports the survey results from questions in which local health de~

partments were asked to describe their screening practices for persons suspected of
having TB. As indicated, the responses for almost 90 percent of the health depart­
ments indicate that staff limit TB screening to high-risk populations in compliance
with State policy: The rates were somewhat smaller for local health departments in
urban locations but the differences are not substantial.
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------------ITable31-----------­
TB Screening Practices for Local Health Departments

Type of Local Jurisdiction
Does the local office limit TB screening Total Urban Suburban Ruralto persons who are hiah risk?

Yes 89% 80% 890/0 91%
No 11% 20% 11% 9%

Notes: A total of , 17 local health departments responded to this question on the survey. Designation of local health
departments as "urban", "subUrban", or "rural" is based on JLARC staff analysis of population density for the
jurisdictions served by those health departments.

Source: JLARC staff survey of local health deoartments.

Next, JLARC staff examined the drug treatment completion rates for persons
with TB disease who were started on a drug treatment regimen in FY 1997. This
analysis revealed that the drug treatment completion rates for this program are high
(Table 4). Statewide, 92 percent of all persons with TB disease, who are started on
medication, complete the program within the required timeframe. These rates remain
consistently high after accounting for the geographic nature of the jurisdictions served
by the local health departments.

According to the director for the Division ofTuberculosis Control, the comple­
tion rate would likely approach 100 percent if the medication were provided at no cost
to the uninsured. Under CUITent guidelines, persons with a case ofTB can expect to
pay more than $2,000 for treatment. If their disease were drug-resistant, the cost
would be substantially higher.

The results for drug treatment completion change considerably; however, when
the TB prevention program. is considered. Statewide, only 64 percent of all persons
who are started on a drug regimen to prevent their TB infection from developing into
TB disease actually complete the program. This means that nearly one in three such

------------ITable41r------------­
Drug Program Completion Rates for Persons

Who Were Treated for Tuberculosis in FY 1997

-
Type of Health District

Did the patient complete the drug
Total Urban Suburban Ruraltreatment program?

Yes 93% 95% 93% 93%
No ]0/0 5% 70/0 7%

Notes: Designation of health districts as "urban", "sUburban". or "rural" is based on JLARC staff analysis of population
density for the jurisdictions located within these health districts. Data on drug completion rates provided for all 35
health districts.

Source: Virainia Department of Health, Division of Tuberculosis Control.
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patients do not complete the program and are potentially at-risk for developing TB
disease. It also poses a public health risk.

A multivariate analysis was conducted to identify the factors that were most
strongly associated with drug treatment completion rates for local health departments
in the 35 health districts. The dependent variable for the analysis represented the
portion of all TB prevention patients who completed their drug treatment regime. The
other variables considered in the model were:

• the geographic makeup of the health district based on the population den­
sity of the district;

• the poverty rate for the health district based on the aggregate population
density of the localities in the district;

• a measure ofthe portion ofchildren in the district that have difficulty speak­
ing English (a proxy measure for a more clifficult-to-serve transient popula­
tion);

• the average fiscal stress of the jurisdictions in the health districts;

• the proportion of local health departments in the district that screen high
risk TB cases; and,

• the proportion of local health departments in the district that provide direct
observed therapy for patients receiving medication.

This analysis revealed that the factor most strongly associated with the de­
pendent variable was the ratio of patients receiving healthcare services to the number
of VDH health care workers who provided the services (Table 5). As this ratio in­
creased, the drug completion rate for persons infected with TB disease declined. This
suggests that healthcare staff in offices where the patient workload is relatively high
can not find the time to perform the type of patient monitoring needed for the TB drug
prevention program. The department has indicated that treating persons with the
actual disease is a higher priority than those who are at-risk of developing the disease.
Consistent with this, JLARC stafffound that local health departments are more likely
to provide direct observed therapy to TB disease patients than they are to persons who
are merely infected. However, because it appears that local health departments are
targeting drug prevention therapy to persons at a high risk for developing the actual
disease, low completion rates among this population raise the specter of future in­
creased rates of TB disease. In other words, this population could become the next
potential wave of TB disease cases.

Recommendation (1). The VIrgiDia Department ofHealth should col­
lect the necessary data to contrast the demographics of persons who com­
plete preventive drug therapy with those who do not. As a part of this effort,
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------------ITable511------------­
Factors Which Impact the Drug Treatment Completion Rate

for Persons Who Received Medication to Prevent
the Development of TB Disease

Standard Significance
Variable Coefficient Level

Type of Locality (1 =Urban O=Other) -.260 .204
Type of Locality (l=Rural O=Other) .085 .711
1995 Poverty Rate for Localities in Health District -.292 .346
Portion of Students with Difficulty Soeakina Enalish -.252 .165
Fiscal Stress of Localities in Health District .289 .347
Ratio of Patients Receiving Healthcare Services to Staff -.618 .001
Proportion of Local Health Departments in District that
Screen Only High-Risk Cases .265 .124
Proportion of Local Health Departments that Provide Direct
Observed Therapy to Patients on Medication .191 .210
Notes: The unit of analysis for this regression modef was the 35 heaJth districts. Data from the local health

departments in each district was aggregated to create a district wide measure. The standardized coefficients
reported for each independent variable represent the average change (in standard deviation units) in the
proportion of TB prevention cases that completed their drug treatment program that is associated with a one
standard deviation change in the independent variable. The Ff1 value for the model is .38.

Source: Data used in this analysis was collected from the JLARC staff survey of local health departments. the Virginia
Health Department's Division of Tuberculosis Control and Office of Information Management. the Commission
on Local Governments. the Virginia Department of Education, and the Weldon Cooper Center.

the department should determine the patients' reasons for failing to complete
the therapy and take the appropriate actions to address this problem.

TAL'IlIIInUnization Program: Vaccinotion Rote./br CAildren FallFar
SluJrl ol'YDIra Goalfor 1M Year~ooo. Because vaccines have proven to be among
the most effective method for preventing the spread of infectious or communicable
disease, State law requires that all children be completely immunized by two years of
age. This criterion was established because medical research has demonstrated that
children in this age group are at-risk for certain preventable diseases. Children who
satisfy this requirement"will not need booster shots again until they reach kindergar­
ten age. As shown in Exhibit 4, there is a suggested timeline to complete the immuni­
zations and booster shots. Appointments for this purpose generally occur at two months,
four months, six. months, and 12 to 18 months, with the remaining booster shots sched­
uled by the time the child reaches six. years of age.

VDH is directed by statute to provide all immunizations required for school
attendance without charge. However, parents are free to take their children to private
providers for this service. According to the State's director of immunizations, the trend
is that fewer children are getting immunizations from VDH. In past years,more than
50 percent ofall school-age children received their immunizations through VDH. Pres­
ently; the number has dropped to approximately 28 percent. This shift has been cre­
ated by a number of factors, including expanded Medicaid and managed care services,
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Recommended Immunization Schedule for
Children Under Two Years of Age

Age
Vaccine Birth 4 months 6 months 18 months

Hepatitis B 1~dose------~••
2nd dose---........

3rd dose -------------..

Diphtheria,
Tetanus,
Pertussis

H.
influenzae
typeb

Polio

Measles,
Mumps,
Rubella

1SI dose 2nd dose 3rd dose

1st dose 2nd dose 3rd dose 4th dose ------1..-

1st dose --1..-

Note: Some vaccines require doses for ages 4-6 years and 11-12 years. Therefore, some vaccines may indicate a first
dose but a second dose is not presented in the table

Source: Recommended Childhood Immunization Schedule, Centers for Disease Control and Prevention.

walk-in services through private clinics, theVaccine for Children's program, and a growth
in community health centers. .

In response to the shift, VDH has focused its attention on examining levels of
immunization across Virginia to identify those areas with the highest rates of non­
compliance with the vaccine program. While the director of immunization services at
VDH feels there will always be a need for VDH clinics to provide immunizations for
some children, the proliferation of other providers has allowed the agency to focus
more on community awareness and to encourage local health departments to specifi­
cally target areas of high non-compliance. The agency is hopeful that this approach
will help VDH contribute to meeting the immunization goal of 90 percent by the year
2000.

To track statewide changes inVirginia's immunization rate,VDH participates
in an annual retrospective study ofvaccine rates for two-year-old children. When these
children reach five years, VDH takes a look back at their vaccination history to assess
whether they received their full schedule of shots by their second birthday:

Figure 15 reports the trend in vaccination rates for children in Virginia using
data from this retrospective study and illustrates the lack of progress the State is
making in vaccinating children in a timely fashion. While 72 percent of children do
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receive a timely series ofvaccinations, this rate has increased by less than two percent
in the last eight years and it falls substantially short of the State's objective for the
year 2000. Furthermore, this rate obscures evidence of low immunization rates in
various areas across the State. For example, in the City of Richmond, the immuniza­
tion rate reported on the JLARC survey was 68 percent. In Hampton and Norfolk, the
reported rates were 63 and 50 percent respectively: The Roanoke City Health depart­
ment reported an immunization rate of 64 percent.

According to the director of immunizations, VDH is aware of the problem ar­
eas in the State. However, both he and the local health department officials inter­
viewed by JLARC staffbelieve this problem is not an issue ofaccess to the clinical help
but quite possibly one of parental motivation. Besides, they note that with the changr~s

in the healthcare marketplace, many of these clients have their own doctors and no
longer rely on the health department for these services. For those that do, local health
department staffindicated that the following outreach strategies were used to increase
community awareness and raise immunization rates:

• All parents who visit the health department for any reason are asked to
show proof that their child's immunization shots are up-to-date (80 percent
of local health departments use this strategy);



Pnge38 Chapter 11: Peifonnnnce Outcomes.for Stnte-Mandntedand Locnlly OperatedPublic Henlth Programs

• A record ofshots is maintained on all children who receive services from the
health department and their parents are notified when their children's next
schedule of shots is due (80 percent of health departments); and

.'General outreach - media campaigns - are conducted to encourage all par­
ents to have their children immunized (92 percent of health departments).

When children begin to miss their scheduled shots, local staff indicated that
they make home visits, phone calls and send out postcards or letters. Nevertheless, the
JLARC survey of local health departments revealed that a small but significant minor­
ity of these offices make no effort to sample school .records to monitor immunization
rates (Table 6). The proportion of local health departments that participate in this
follow-up activity is lowest among offices in rural jurisdictions. The rate of health
departments that contact children who miss immunization shots is higher, but ap­
proximately 20 percent of the offices do not Perform this function either.

Finall~ almost without exception, the local health department staffwho were
interviewed by JLARC staff stated that two changes could be made that would dra­
matically improve the efficiency of the process. The first is the establishment of a
universally shared database that contains updated immunization for every child in the
State. Current1~local health departments have no efficient way ofdetermining whether
a child has already received some of his or her shots from another physician or local
health department. Therefore, when they serve a child whose parents cannot locate or
remember their child~s shot histo~ an inordinate amount of time must be spent re­
searching this case. If the healthcare worker is unable to obtain the required informa­
tion, the child is given a full schedule of shots, possibly replicating past vaccines. A
universal database would solve this problem while providing both private doctors and
local health department officials with the data needed to identify and track children
who miss scheduled shots. The department's new information system is envisioned as

-----------~ITable61,...----------­
Proportion of Local Health Departments that Conduct
Retrospective Sampling for Immunization Rates and
Perform Direct Contact of Non-Immunized Children

Type of locality

Local Polley Total Urban Suburban Rural
Local Health Department Conducts
Retrospective Sampling of SChool Records 70% 85% 85% 60%
(n=117)
Local Health Department Directly Contacts
Parents or Guardians of Non-Immunized 79% 830/0 810/0 78%
Children (n=109)
Notes: The designation of local heath departments as "urban", "sUbUrban", or "rurar Is based on JLARC's staff analysis

of population density for the jurisdictions located within these health districts.

Source: JLARC staff survey of local health deoartments.
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the vehicle to accomplish this goal. However, as will be discussed in Chapter III, the
process of bringing this system online has been fraught with problems.

The second change needed is a State law requiring physicians to enter immu­
nization data in the system for the growing number of children that they serve. When
the department was discussing the merits of its new online system various physician
groups expressed some concern about the potential liability they faced for putting con­
fidential information in a database for which they cannot control access. Technical
staff at VDH indicate that this will not be a problem with the new system because the
data will be encrypted and travel only within VDH's secure Wide Area Network.

Recommendation (3). The VJrgiDia Department of Health should re­
quire that local offices which do not sample school records or directly con­
tact parents/guardians ofnon-immunized children prepare an action plan to
conduct these activities, and begin implementation DO later than July, 2000.

RecommendDlion (3). 10 increase the efficiency and effectiveness of
the State's immunization program, the General .Assembly may wish to con­
sider mandating that private doctors ensure that immunization data for all
children that they vaccinate is entered onto theVtrginia HealthDepartment's
online network when that system is completed. This requirement should in­
clude the necessary legal protections for physicians from any lawsuits that
might arise from their participation in this program, but also clearly state
theVtrginia DepartmentofHealth's responsibility to eDSUre the integrity and
confidentiality of the network information.

Sezuolly TransmittedDiaeaaell andHIP: VDell Sezutzlly Transmitted
DiaeD8e andHIVProgram i8 EffectivelyAdminiateTr!d One of the long-standing
public health functions of VDH is to control the spread of sexually transmitted dis­
eases (STDs) and HIV/AIDS. While VDH also provides services for persons who con­
tract other STDs, there has always been a special emphasis on treating persons with
syphilis, gonorrhea, HI'V: and AIDS because of the damaging effects of these particular
diseases when left unchecked.

The General Assembly has passed legislation to facilitate the agency's work in
this area in several ways. First, because many persons who contract a STD or HIV/
AIDS will not visit the health department for services, the Code a/Virginia requires all
licensed physicians in Virginia to report persons with these diseases to the VDH.

Second, the General Assembly has empowered the health department with
the authority to conduct surveillance and investigations into "all preventable diseases
and epidemics in the Commonwealth" which includes STDs and HIV/AIDS. With this
authority, local health department staffma~among other things, perform what is com­
monly referred to as "contact tracing." In the cases of STDs and HIV/AIDS, this in­
volves contacting persons named as sexual partners by individuals who are infected
with any of the diseases. The purpose of the contact is to encourage the named partner
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to participate in education awareness, testing, counseling, and treatment programs if
they are infected.

Third, each local health director in the State can, under the threat of a court
order, require persons who are suspected of infection to submit to testing and, if neces­
sa~ treatment. If their recalcitrance continues and they do not comply with the
director's request, these individuals can eventually be held in contempt of court, quar­
antined, and forcibly treated.

Together, the purpose of these statutes is to provide local staff with the tools
they need to break. the chain of infection for these diseases, thereby preventing an
epidemic. Obviously to meet legislative intent in this area, the health department has
to be intimately involved in a large portion of the STD and HIV/AIDS cases in the
State, irrespective of whether the infected persons are clients of the health depart­
ment. Therefore, to assess the performance ofVDH's STD and HIV/AIDS program,
JLARe staffexamined the process used by local staffto handle these types ofcases and
the rate at which health department staffsuccessfully completed patient contacts, test­
ing, and treatment for persons suspected of infection.

The data reported inTable 7 underscore the difficult task faced by local health
department workers who provide services for infected persons. As shown, except for
cases involving syphilis and HIV infection, a large number of persons who contract

-----------~ITable71~----------­

The Proportion of Persons Statewide with Syphilis,
Gonorrhea, or HIV/AIDS Who Receive Counseling from

Local Health Department Staff

Tv De of Health District

STD and HIV/AIDS Total Urban Suburban Rural

Proportion of Syphilis Cases in Virginia
Handled by Local Health Departments in 95% 84% 76% 100%
1998 (n=379)
Proportion of Gonorrhea Cases in Virginia
Handled by Local Health Departments In 44% 48"0 31% 48%
1998 (n=9,215)
Proportion of HIV Cases in Virginia Handled
by Local Health Departments in 1998 800/0 72"0 69% 570/0
.(n=825)
Proportion of AIDS Cases in Virginia Handled
by LocaJ Health Departments in 1998 52% 44% 550/0 57%
(n=963)
Notes: The designation of local heath departments as "urban". "suburban". or "rural" ;s based on JLARC's staff anaiysis

of population density for the jurisdictions located within these health districts.

Source: Division of HIV/STD, Virginia DeDartment of Health.
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these diseases are not clients ofthe local health departments. For example, local health
department staff counseled only 44 percent of all persons who contracted gonorrhea in
1998. The contact rate achieved by staff who work in "suburban" offices was only 31
percent. Among AIDS cases statewide, local staff counseled 52 percent of those in­
fected. These numbers clearly suggest that local staffneed to work closely with private
physicians if they are to successfully conduct "contact tracing" as outlined in the Code
ofVirginia.

This study found that VDH has developed written policies that clearly outline
the investigative procedures that local staff are to follow when processing STD or HIV/
AIDS cases. With this guidance, local staff contact persons who test positive for a
priority STD (gonorrhea, syphilis). Through this contact, staff conduct an extensive
interview using what is referred to as an interview record. Aside from patient demo­
graphics, this interview record is used to collect data on the patient's sexual history
and all the names of persons with whom he or she has had sexual contact. If the
individual is not under the care of another doctor, local staff will provide both counsel­
ing services and treatment.

For persons who are named as partners on the interview record, local staffare
encouraged to locate and interview these individuals expeditiously: The department
emphasizes the importance of immediate contacts to prevent the further spread of the
disease. Once the contact is made, healthcare workers use a field record to collect
relevant information on the named partner and if warranted, will initiate testing to
assess whether the person has been infected.

However, when handling HIV/AIDS cases that originate outside of the depart­
ment, rather than calling the patient directl~agency policy requires local staffto inter­
view the patient's doctor and request permission to contact the patient. If this permis­
sion is not granted, the majority of the staff members interviewed by JLARC staff
indicated that, consistent with agency polic~ their investigation of the case ends. Un­
der such circumstances, unless the private doctor conducts contact tracing, the depart­
ment will not be able to identify persons who may have been exposed to the virus
carried by the infected patient. Other sta£fmembers indicated that they are unsure as
to whether they have the authority to perform contact tracing in these circumstances.
A small minority of local staff interviewed by JLARC staff is convinced that they have
the statutory authority and they proceed accordingly:

The language in the Code ofVirginia which authorizes contact tracing makes
no exceptions for HIV or AIDS patients who are under the care of a private physician
Additionall~ the director of the STDIHIV Division indicated that local health depart­
ment staff need not obtain the permission of private doctors before contacting HIV or
AIDS patients. However, because doctors who withhold permission often do so for
valid medical reasons, the department does not encourage staff to make contacts in
such cases. If the doctor's decision is not based on a valid medical reason, the director
stated that local staff are encouraged to address whatever concerns are expressed in
an attempt to acquire permission to contact the patient. If this fails, the case will be
monitored from the central office using the patient information provided by the doctor.
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Noting that the morbidity rates for HIV and AIDS in the State are falling, the director
stated that this was the preferred approach because it fosters a good working relation­
ship with the medical community without threatening the public heath.

Once patients are contacted, a key question addressed in this study was whether
local staff are successful in testing persons who are named as contacts by infected
individuals, and whether a large percentage of these individuals are treated by local
health departments. Table 8 reports these outcomes for the diseases of syphilis, gonor­
rhea,H~ and AIDS. As illustrated, for three ofthe diseases, local health departments
were able to test more than seven out of ten persons that were identified through
contact tracing, and for two diseases, they were able to provide treatments for more
than seven of ten. However, the figures for AIDS patients (69 and 61 percent respec­
tively) are slightly lower. For those named persons who do not come to the department
for testing and treatment, healthcare workers in the offices visited by JLARC staff
noted that these persons rely on private healthcare. In almost all of these cases, public
health staff track the treatment outcomes for these patients.

S.roeillonce andInveltilalion 0'DUeoae 0ut6reoJu: Timely Report­
inKol'Dtda 6yPrivatePAy.iciona ia Crilictd. The final State-mandated communi­
cable disease program examined for this study is the Disease Surveillance, Investiga­
tion, and Control program. As a basic function of public health, the State regulations
outline a list of reportable diseases that VDH must track and investigate. This respon­
sibility has been assigned to the Surveillance and Investigation Division in the Office
of Epidemiolo~

Under the current system, physicians must report to their respective local
health departments each occurrence of any of the diseases outlined in regulations pro­
mulgated by the Board of Health. As a part of this report, the physicians are to include
the name of the person with the disease. The only exception is influenza, for which
cases are reported in aggregate form on a weekly basis.

------------JTable81~----------­

Local Health Department Outcomes Associated with
the Syphilis, Gonorrhea, and HIV/AIDS Cases

Identified Through Contact Tracing

Program Outcome Syphilis Gonorrhea HIV AIDS
Proportion of "Named" Partners
Who Were Tested By Local n% 79°k 72% 690/0
.Health Departments
Proportion of "Named" Partners
With Positive Tests Who Were
Treated By Local Health 750/0 86% 69% 61%
Departments
Souroe: Division of HIVISTO. Virainia Deoartment of Health.
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Using these reports, local staff will usually contact the doctor to verify the
problem, and then attempt to interview the patient. The purpose of this interview is to
determine the etiology of the disease and implement the necessary corrective action to
prevent the occurrence of an outbreak.

According to VDH staff, a disease outbreak refers to any occasion in which the
occurrence of disease is greater than expected. If an outbreak has already occUlTed
when the report is received in the local office, staffmust conduct the necessary follow­
up to contain the spread of the disease. In these situations, local staff will work to
determine if the outbreak. has a common source (for example, did all of the infected
persons eat at the same restaurant). If a common source links all or most of the cases,
local staff will investigate that source and take the necessary steps to stop the further
spread of the disease. Unless an outbreak affects a large number of people or involves
a rare, potentially lethal disease, the cases are handled at the local level.

Clearly, an important component of this process is the local follow-up on each
individual affected by the disease or outbreak. Under VDH's current organizational
structure, the director of the Surveillance and Investigation Division does not have the
line authority to require sta:fffollow~up. Local follow-up work is completed at the dis­
cretion of the health district director. Whether such follow-up is performed usually
depends on the demands the local health departments are facing.

Because of this problem, the Director of the Surveillance and Investigation
Division identified nine diseases that, when reported, should always receive a local
follow-up. They are as follows:

• Meningococcal meningitis,
• Salmonellosis,
• Shigellosis,
• Giardiasis,
• H. influenzae,
• Hepatitis A,
• Hepatitis B,
• Lead in children, and
• Animal hites/ rabies exposure.

In light ofthis, JLARC staff surveyed each local health department to identify
the number ofcases that occurred in the locality during 1998, the number that received
local follow-up, and the number of cases that were ultimately resolved. Resolved case')
are those in which staff identified the source of the disease and/or recommended steps
to decrease the likelihood of a future occurrence of the problem.

The figures reported in Table 9 indicate that the local health departments
perform the necessary follow-up on virtually every occurrence (96 percent) ofthe "criti­
cal" diseases identified by the division director. As a part of the follow-up, the staff
reported that they either identified the problems that caused the disease occurrence
and/or recommended steps to reduce the likelihood of a future problem.
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------------ITable911------------­
Follow-up and Resolution Rates for "Critical" Disease Cases

Monitored by Local Health Departments

Outcomes Measures for Disease Type of Locality
Surveillance And Investigation Total Urban Suburban Rural

Proportion of "Critical" Disease Cases that
Received Follow-up by Local Health 96°k 940/0 97% 96%
Department Staff (n=112)
Proportion of Follow-up Cases that Were
Resolved by Local Health Department Staff 950/0 86% 980/0 96%
(n=112)
Notes: The designation of local heath departments as "urban", "subUrban", or "rural" is based on JLARC's staff analysis

of population density for the jurisdictions located within these health districts. JLARC staff audited the files at 12
local health departments and the results were consistent with the figures reported in this table.

Source: JLARC staff survey of local health deoartments.

In interviews with local health department workers in 13 localities, staff in
each of these offices identified poor reporting by private doctors as a major hindrance
to this program.. In most cases, these staff noted that despite the reporting require­
ments in statute, most morbidity reports are received late and in some cases they are
never provided. When the latter occurs, the department is not made aware ofa disease
occurrence until they receive a copy of the report from the laboratory that conducted
the test. Because the lab reports are typically provided long after the disease has
occurred, staff are unable to respond to each of the "critical" diseases in a timely fash­
ion.

.RecOllUllendalio" (4). To improve private physiciaDs' awareness otthe
State's reporting requirements for communicable dise_, the VJrIinia De­
partment of Health should initiate a statewide public awareness campaign.
This campaign should stress the importance ot timely reporting for CODIJIlU­

Dicable diseases, outliDe the statutory requirements for such reporting, and
identity the possible penalties for DOD-eompliance.

PERFORMANCE OUTCOMES FOR
ENVIRONMENTAL BEAIlI'H PROGRAMS

The second major component of the State's system ofmandated, locally imple­
mented public health program is environmental health. The two major functions in
this area are food service establishment inspections and the regulation of on-site sew­
age disposal systems and private well construction. For both of these areas, the Board
ofHealth has developed regulations that provide the basic framework for the activities
that must be carried out by the local health department staff.
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The goal of the food service establishment inspection program. is to prevent
the unsafe preparation and handling offood. The following case example illustrates the
importance ofthe food inspection process in protecting the public health. It is based on
the results of a restaurant that was inspected in Northern Virginia.

In August 199~ a local environmental health specialist noted and
cited a high-risk establishment for the following violations during a
routine inspection: roaches werepresent throughout the cookingarea,
a trash can lid was usedas a table forpreparingfood, andthere were
unclean surfaces. The establishment was also cited fOr repeat viola­
tions including feta cheese and salad dressing being held at unsafe
temperatures, walls and floors in disrepair, and a refrigerator that
didnot maintain a safe temperature. In all, the restaurant was cited
for three critical violations and 14 non-critical violations. ~t1e on­
site, the environmental health specialist observed that the food tem­
peratures were corrected and an exterminator was brought on site to
eliminate roaches.

In terms of the overall study findings, it appears that local health depart­
ments are generally meeting the current legislative requirement of inspecting each
establishment annuall~ However, the capacity of local health departments to protect
the public health could be significantly improved by allowing localities to impose civil
fines for those food establishments that persistently violate the food code and by in­
creasing the number of annually required inspections for high-risk food service estab­
lishments.

Regarding the on-site sewage and private well permitting process, the study
findings indicate that local environmental health specialists ensure that these sys­
tems are constructed according to health regulations. However, the process is not al­
ways timel~ The Code o/Virginia requires the health department to process applica­
tions within 15 working days. Local health departments meet this requirement for
just over half of septic system applications.

AdditionallnspeetiODS Linked to Risk Assessment and Enforcement
Are Needed in the Food Service Establishment Inspection Program

One of the State's most basic mandated public health functions is the inspec­
tion offood service establishments to prevent foodbome illness. Some examples offooc'.
service establishments are restaurants, day care centers, schools, and kitchens that are
located in corrections facilities. The Code ofVirginia requires the State Board ofHealth
to establish regulations governing procedures for the licensure and operation of food
service establishments. Using this authority; the Board requires VDH staff to inspect
each ofapproximately 24,000 food service establishments in the State at least once per
year. Local health department staff handle all food service establishment inspections.
Several localities have adopted a more stringent food code that reflects more recent
f~d science. These localities also inspect establishments more than once annually
depending on the risk profile of the establishment.
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This section of the chapter assesses the ability of the current inspection pro­
gram to protect public health. To conduct the analysis, JLARC staff collected surveys
from local health department staff and district directors. The surveys were used to
determine the ability of local health departments to meet the annual inspection man­
date. JLARC staff also collected inspection information from a random sample of es­
tablishments in 13 local health departments. This information was used to determine
the frequency of inspections and the impact of the program. over time.

Covertlfle Rote. To determine if local health departments in the State are
inspecting food service establishments annually as mandated by the Code ofVirginia,
JLARC staff calculated a coverage rate for each local health department. This mea­
sure is defined as the percent of food service establishments in a given locality that
were inspected at least once in a given fiscal year. Coverage rates were calculated for
fiscal years 1994 and 1998 to measure changes in inspection activity over time.

As shown in Figure 16 the average coverage rates for local health depart­
ments in FY 1994 and FY 1998 were nearly 100 percent. Staff in eight of the 12 local
health departments that had coverage rates that were less than 100 percent in at least
one of the two years perceived annual inspections as a problem. In a JLARC survey,
staff at these local health departments cited limited staffing and competing demands
for resources by other programs as the barriers to meeting the mandate.

TAe 2YPe DndFrequency 0'I".pecliona. Most local health departments
inspect food service establishments more often than once per year. Some reasons for
these additional inspections are local policy; necessary follow-up inspections for estab­
lishments with violations, or complaint investigations. As noted earlier, it is the policy

Figure 16 t----------------,

Local Health Department Coverage Rates for
Annual Food Service Establishment Inspection Mandate

100%

80%

FY 1994 FY 1998

Notes: This graphic includes information from 118 of 119 local health departments. Some data were reported
by calendar year instead of fiscal year.

Source: JLAFC mail survey of health district directors.
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of some local health departments, such as those in Northern Virginia, to link the num­
ber of inspections per year to a risk assessment of the establishment.

JLARC staff used inspection information for a random sample of food service
establishments at 13 local health departments to examine the pattern of inspections
over time. With the current system, inspections are classified as routine, follow-up,
complaint investigations, or hazard analysis and critical control point (HAACP). Rou­
tine inspections require an assessment of the entire establishment based on each pro­
vision in the food code. As shown in Table 10, three-quarters of all inspections con­
ducted in the State are routine in nature. Follow-up inspections are conducted to verify
that violations cited in the routine inspections are corrected in a timely manner. Most
critical violations must be corrected immediately:· Those that cannot be corrected at
the time of the classes range from "no PHFs," for no serving of potentially hazardous
foods, to "high priority class," for PHFs prepared from raw ingredients, cooked, cooled
and reheated. While the VDH central office recommends this particular risk assess­
ment, local health departments sometimes use a risk index or other risk assessment
tools to develop the profile of the food service establishments in their area.

Using information on the risk profl1e ofeach food service establishment in the
subset of localities included in this stud)', JLARC staff found that almost three quar­
ters of the establishments in the sample were medium or high priority class (Figure
17). In light of this risk, the FDA recommends that these establishments be inspected
three to four times per year.

Many establishments are inspected more than once per year. As Figure 18
shows, over halfofthe establishments in the study sample with a low to medium prior­
ity class were inspected at least two or three times respectively; as recommended by
the FDA. However, only 36 percent of the high priority establishments were inspected
at least four times, as recommended by the FDA. Four of the localities in the sample
had a policy ofinspecting establishments based on priority class. The other local health

------------!Table1011-----------­
Reasons for VDH Inspection Visits to

Food Service Establishments

Reason for Visit Percent of Visits
Routine Inspection 750/0 I

Follow-Up Inspection 6°k
Complaint Investiaation 6%

Hazard Analysis &Critical Control Point (HAACP) 10/0
Foodservice Critical Procedures Report 10/0
Other 3%
Reason Not Specified g%

Notes: Based on 6,270 observations that are weighted. Inspections with missing infonnation are not included in the
total. sampling errors and statistical tests for these estimates are reported in Appendix B.

Source: JLARC file reviews at 13 local health decartments.
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Figure 17

Priority Classification of Establishments in the Study Sample

NoPHFs
2%

Notes: The total number of obselV8tions, 630, are weighted. Estabtishments with missing information are not
included in the total. sampling errors and statistical tests for these estmates are reported in Appendix B.

Source: JLAR: staff file reviews at 13 local health departments.

Figure 18

Percent of Establishments with the Number of
Inspections Per Year Recommended by the FDA

Recommended
by the FDA

At Least 1 ....---------~

100%/····/
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600/~"""'/

...../ .....
40°/0'"

NoPHFs LON
Priority

Mecium
Priority

At Least 4

High
Priority

Risk Pr~Ue

Source: JLAAC staff analysis of file reviews at 13 local health departments.
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departments may sometimes inspect an establishment more than once a year because
of complaints or follow-up inspections to verify compliance.

As previously stated, the Code of Virginia requires one annual inspection.
However, states bordering Virginia require up to four inspections annually; as summa­
rized in Table 11. Maryland links the number of inspections to an establishment's
priority class as recommended by the FDA. For example, establishments with a high
priority class must have three inspections per year, ofwhich one is a routine inspection
and two are HAACP inspections.

In interviews with local staff regarding Virginia's program, environmental
health specialists stated that one inspection per year is simply not sufficient to prop­
erly police food service establishments. VDH local offices could be required to link. the
number of inspections per year to an establishment's risk profile. The following case
example illustrates the type of inspection work that is needed when dealing with high­
risk food service establishments:

Over the last yea!; an establishment in the Charlottesville area was
cited for several serious violations. There was a dishwashing ma­
chine that did not maintain a temperature hot enough to properly
sanitize dishes. Live roaches were observed in the kitchen. Chicken
was being thawed improperly and raw chicken was found to be 24
hours old at a temperature above the required 45 degrees. ffiJrkers
were eating and smoking while preparing/,ood. Metal tongs used in
preparation oj"food were hung from an electrical conduit pipe a /,oot
offthe floor. Raw meat was being stored in a pan on the floor o/,the
walk-in refrigerator. Bags 0/rice were stored on the floor. An em­
ployee preparing food had an infected cut on his right hand. There
was no soap available in the employee restroom. In the first three­
quarters of199~ VDH staffinspected this restaurant 13 times. Only

-------------1ITable111-----------­
Mandated Number of Inspections Required Per Year

for States Bordering Virginia

State/City Mandated Inspections Per Year
District of Columbia 4

Maryland Y2 to 3*
North Carolina 4

Kentucky 2
Tennessee 2

West Viroinia 2
·Varies based on an establishment's priority class.

Source: JLARC staff ohone interviews with food inspection program staff.
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one ofthese inspections was consldered routine. Eleven ofthe inspec­
tions were consideredfollow-up andone was hasedon a patron:S- com­
plaint.

The offices could also be required to add more HAACP inspections rather than
increasing the number of extensive routine inspections. Combined, these program
changes would allow VDH staff to focus resources on the establishments that are more
of a risk to public health and the most critical parts of the food handling and prepara­
tion process. However, some additional staff resources may be needed to more consis­
tently provide for the number of inspections recommended by the FDA.

RecollUlU!ndation (5). The General Assembly may wish to amend Sec­
tion 35.1-22 ofthe Code ofVlI7fin.io to link the numberofannual inspections of
a food service estab1ishment to the risk prome ofthe establishment. The num­
ber of annual visits required should reflect the recommendations made in
the 1997 FDA Food Code.

RecollUl'lendation (6). The VuogiDia Department of Health should do a
workload aDalyllis to .Mess the need for additional enviroDJDental health staff
in the local health departments. SteWing levels should relIect the need to
inspect establishments based on their risk assessment. This analysis should
be completed by October of 2000.

IIIIJHZCI o;FoodService BaltUJIi8l1menlI1I8peclion Propum. The goal of
the' food service establishment inspection program is to decrease the possibility of
foodbome illness caused by unsafe food preparation practices. The number and nature
ofviolations cited by environmental health specialists are indicators ofhow well estab­
lishments adhere to safety standards. A decrease in the number of critical or non­
critical violations over time would indicate that the food service establishment inspec-
tion program is effectively reducing the risk of foodborne illness. .

Critical violations are violations that pose an immediate health hazard, and
most localities require these violations to be fixed immediately: Non-critical violations
are less of a health hazard and rarely need to be corrected while the specialist is on­
site. Exhibit 5 list examples of critical and non-critical violations.

To assess the impact of the State's food service inspection program., JLARC
staff measured the number and nature of violations from inspection information col­
lected during file reviews. There were 407 establishments that had at least ten inspec­
tions since the first permit was issued to the current owner. For these inspections,
JLARC staff determined whether each inspection had more, fewer, or the same number
of violations as the previous inspection. Those inspections with the same number of
violations as the previous inspection were further broken down into those with zero
violations in both inspections and those with a positive number of violations in both
inspections. If the inspection program is effective, there should be an increase in the
percent of inspections with zero violations.
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r-----------------1:Exhibit 5:1-----------------,
Examples of Critical and Non-Critical Violations

Examples of Critical Violations
• Food is held or cooked at unsafe temperatures.
• There are rodents or insects in the establishment.
• Necessary toxic items are improperly stored or marked.
• Personnel with infections are not restricted.

Examples of Non-Critical Violations
• Thermometer is not provided and is not conspicuous.
• Containers or receptacles for garbage are not covered.
• Food contact surfaces of equipment and utensils are dirty.
• Lighting fixtures are not covered.

Source: Rules and Regulations of the Board of Health Commonwealth of Virginia Governing Restaurants Food Service
Establishrrent Inspection Report

Figure 19 (page 52) shows the result of this analysis for critical violations.
Over time, fewer establishments are cited for critical violations that could endanger
public health. There is a clear increase in the inspections that have zero critical viola­
tions in both the inspection and the previous inspection (white portion of bars).

Figure 20 (page 52) shows the direction of change for non-critical violations.
Unlike for critical violations, there is no clear increase in the percent of inspections
with zero non-critical violations. The lack of an improvement may be due in part to the
adoption of the 1997 FDA Food Code by three of the localities in this sample. In 1998,
the local health departments in these localities began using the 1997 FDA Food Code,
which is more stringent and has more possible violations than State regulations. This
may have caused an increase in non-critical violations cited.

NeedFor CivilFines. Another reason for the lack of improvement in non­
critical violations may be the lack of enforcement power of the local health depart­
ments. Current1~the only way local health departments can enforce food safety regu­
lations is by closing an establishment, irrespective of the nature of the violation. When
an imminent health risk exists, it is reasonable that the health department should
close the establishment immediatel~ But for violations that are not immediate risk.c­
but could become health risks over time, there is no way to enforce compliance unless
the local health director revokes the establishment's permit. As health district direc­
tors reserve what they refer to as the "death penalty" for chronic and egregious viola­
tions of public health, the~ in effect, have no mechanism to effectively sanction opera­
tors that repeatedly violate "non-critical" but nonetheless meaningful provisions of the
food code.
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Figure 19

Direction of Change in Critical Violations as Compared to the
Previous Inspection for Establishments with at Least Ten Inspections

Missing/Could Not Inspect
-H-__.. Same- Positive in Both Inspections

-H-~. Same- Zero in Both Inspections

-+t---tII..- Fewer Violations

More Violations

Second
tnspection

Most Recent
Inspection

Notes: Ten inspections for 407 food service establishments are included n this analysis. The obserVations are
weighted. 5amp6ng errors and statistical tests for these estimates are reported in Appendix B.

Source: JLAFC staff file reviews conducted at 13 bcal health departments.

Figure 20

Direction of Change in Non-eritical Violations as Compared to the
Previous Inspection, for Establishments with at Least Ten Inspections

6Oo;o~·"

OOk .
second

Inspection

~~-..Missing/Could Not Inspect
~ Same- Positive in Both Inspeetions

~Same- Zero in Both Inspections

-t+----I-.Fewer Violations

Most Recent
Inspection

Notes: Ten inspections for 407 food service establishments are induded i'I this analysis. The observations are
weighted. sampling errors and statistical tests for these estimates are reported in Appendix B.

Source: JlARC staff file reviews conducted at 13 bcal health departrrents.

One possible remedy for this problem is to allow inspectors to assess civil
fines for repeated violations of the food code. Alexandria and Virginia Beach each
passed an ordinance allowing civil fines to be assessed for repeated food violations.
Alexandria's ordinance went into effect in September of 1997. The flIst violation in
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Alexandria results in a warning, the second consecutive violation results in a $50 fine,
and each additional consecutive violation results in a $100 fine. The money collected
from fines is deposited into the city's general fund. The city attorney's office handles
the collection of the fine and enforcement of delinquent fines. In FY 1999, Alexandria
issued 208 tickets, adding up to almost $17,000.

The following case example illustrates a scenario in which civil penalties would
have been appropriate:

In March, 199~ a high-risk establishment was citedfor holdingpiz­
zas at unsafe temperatures before serving them to customers. This
was the third such offense in four consecutive inspections. The pizzas
were thrown out while the inspector was on-site. The establishment
also hada history ofleaving the doors open without screens toprotect
the establishment from rodents and insects.

Under State regulations, the only enforcement option for the local health department
would have been to revoke the operator's license, after throwing out the pizzas that
were held at unsafe temperatures. Clearly this would have been a drastic penalty
given the nature of the violations. In Alexandria, fines could be assessed for the re­
peated violations as a penalty for endangering public health.

Imposing civil fines on establishments for repeated violations gives local health
departments a way to enforce regulations that are not egregious enough to require
closure. As with the fines imposed by building inspectors or police officers, owners in
Alexandria can appeal the fine, first to the director ofthe local health department and
then to the circuit court.

Recommendolion (7). The General Assembly may wish to amend the
Code ofYU1{inio by granting local health inspectors the authority to assess
civil fines on establishments for repeated violations of the State's food code.

PromotinK tile Presence 0;Q CertifiedFoodHanOlerDurinI OpeTDI.
inKHolU"tI. Several localities, including those in NorthemVirginia andVirginia Beach,
have passed ordinances requiring a certified food manager to be on duty during an
establishment's operating hours. To become certified, a food manager must complete a
course and pass a test on the proper handling of food. Alexandria contracts with a
company in Northern Virginia to provide training and testing for food manager certifi­
cation. This requirement, which guarantees that establishments will have individuals
who have been trained in food sanitation, can reduce the number ofcode violations thaG
routinely occur because food service staff lack a basic understanding of sanitary prac­
tices.

RecollUlU!lUIDlion (8). The General Assembly may wish to direct that
VDH assess the impact of the certified food mAnager requirement that is con­
tained in some local ordinances. The impact of the ordinances on the man­
agement of establishments of various types and sizes and their inspection
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outcomes should be considered, to help determine the advisability and feasi­
bility of making this a state requirement. The General Assembly may also
wish to direct that VDH develop one or more contracts with training provid­
ers to offer training courses on a regional basis at a minimal or low charge to
establishments who commit to having an individual with such training on­
site during all operating hours.

Local Health Departments Do Not Process Applications
for Septic System Permits in a Timely Manner

The Code o(Virginia grants the State Board of Health the authority to super­
vise and control the "collection, conveyance, transportation, treatment, and disposal of
all sewage..." In addition, to protect aquifers, the General Assembly requires VDH to
ensure the proper construction of private wells. Five staff members in the Division of
Onsite Sewage and Water Services handle the programs at the State level. Located in
the Office of Environmental Health Services, the division's work includes policy devel­
opment, technical evaluations, appeals, enforcement, and review of experimental sys­
tems.

Current regulations state that no septic system or private well can be con­
structed without a permit. Local health departments grant construction permits for
septic systems after local environmental health specialists (or sometimes inspectors
from the private sector) have made a thorough examination of the land's characteris­
tics in a site work-up. Applications for a private well or repairs to existing systems do
not require such a work-up. Important factors that are considered in these assess­
ments include soil permeability, depth from the system to the water table, and land­
scape positioning. A site work-up is really a miniature hydrologic study to evaluate
how water flows from the system. Once the permit is granted and construction is
comple~e,local staff returns to the site to issue an operating permit after ensuring that
the actual installation of the septic system or private well meets established stan­
dards.

VDH processes 30,000 to 40,000 applications each year through its 119 local
health departments. Usually, the department issues around 20,000 permits annually;
the remaining applications result in denials or certification letters. Certification let­
ters can be transferred with the land and a construction permit can be granted from
the letter without an additional site work-up. Most recent1~ the denial rates for per­
mits have dropped because the instruments and techniques used by evaluators from
both the public and private sectors have become more accurate and sites can be better
assessed.

Because of the long-standing concern about the length of time it takes VDH
staff to process permits for septic systems, this section of the report focuses mostly on
the timeliness of the permitting process. To conduct this analysis, JLARe staff col­
lected permitting information for a random sample of applications at 10 local health
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departments. These file reviews were also used to assess whether local health depart­
ments comply with separation distance requirements when issuing permits for septic
systems.

Legislatively B.lalJlislledPerformance Stondard& Within the last few
years, the General Assembly has passed legislation changing the septic system and
well permitting process. The main issues addressed by the legislation are the timeli­
ness of the permitting process and the resulting backlog of applications. For years,
VDH has struggled with complaints about a backlog in the permitting process. Much
ofthe backlog was attributed to requests from customers who have no interest in build­
ing on a site but, for valuation purposes, want to determine if the land is suitable for a
septic system. In such cases, the department would work to approve the site for con­
struction and issue a permit, only to have the permit expire before any construction
was started. Once the land was finally sold, the new landowners would have to reapply
for a permit since permits are not transferable, and department staffwould have to re­
evaluate the land.

To address the problem, the General Assembly passed Senate Bil1415 in 1994,
allowing certification letters to be issued instead ofconstruction permits in some cases
(Section 32.1-164 ofthe Code o/Virginia). Certification letters can be transferred with
the property and a permit can be issued based on the letter as long as there has been no
"substantial, intervening change in the soil or site conditions." Issuing certification
letters reduces the number of applications for which local staff must design and ap­
prove an onsite sewage disposal system.

In addition, the new law established a standard of timeliness for the permit­
ting process by requiring the health department to contract with an authorized on-site
soil evaluator (AOSE) for applications that are not processed within 15 working days
(Section 32.1-163.4 of the Code oj"Virginia). An AOSE is a qualified professional who
has demonstrated the skills necessary to complete soil evaluations and systems de­
signs. The new law charged the health department with developing and implementing
a training and approval system for AOSEs. According to the director of the Division of
Onsite Sewage and Water Services, local health departments are not funded for this
function so AOSEs are rarely used in this capacity:

In 1999, the General Assembly defined a new role for the AOSE in the permit­
ting process. Senate Bill 963 requires the health department to accept the soil evalua­
tion of an AOSE when an applicant submits the evaluation along with an application
for a permit (Section 32.1-163.5 of the Code o/Virginia). The health department is n"t
required to complete a soil evaluation for these applications. A permitJ certification
letter or a written explanation of denial must be issued within 15 working days of
receiving an application with an AOSE evaluation attached (Section 32.1-163.5 of the
Code 0/ Virginia). If the department does not act within 15 working days, the soil
evaluation is considered approved and the permit is issued. When construction is com­
plete, the health department staff still has to inspect the site to issue an operating
permit, after determining that the installation complies with established standards.
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The benefit to the applicant ofhiring an AOSE to complete the soil evaluation
is the time saved, especially for developers who have many lots to be evaluated. Ac­
cording to the division director, the health department would need several months to
complete the soil evaluations for a project involving 50 to 100 lots, each of which will
have a septic system. An AOSE, working consistently on the project, could complete
the work much sooner.

There are two distinct benefits of the new law to local health departments.
First, the liability for the septic system shifts to the private sector when a soil evalua­
tion is accepted from an AOSE. Second, local environmental health specialists do not
have to conduct soil evaluations for applications with anAOSE soil evaluation attached.
This could potentially reduce the workload allowing health department staff to com­
plete other work that has been delayed to process permits in a timely manner.

For example, according to the director of the Division of Onsite Sewage and
Water Services, environmental health staff should more consistently monitor systems
that discharge into State waters. Staff should follow up on more innovative technology
and complete program evaluation. Also, staff should be collecting data on existing
systems to determine how long septic systems last and why.

However, because the program has only been in effect since July of 1999, it is
too early to determine how the use ofAOSE soil evaluations have impacted workload.
Factors that will influence the magnitude of effect are the willingness of applicants to
pay for AOSE soil evaluations and the availability of AOSEs to applicants. As of Sep­
tember 23, 1999, there were only 20 AOSEs registered with the State.

TinuJline•• ol'tAePermillinlProce88. Presently, local health departments
receive applications for new wells and septic systems, as well as for repairs to existing
systems. If the application is being made for a well or a repair to an existing system,
local staff need not conduct a soil evaluation. As shown by the data in Figure 21, 43
percent ofall applications received by the local offices in the JL.ARC study sample were
for septic systems or both septic systems and private wells. A key question is whether
these applications were processed within the time frame established by the General
Assembly.

To address the issue of timeliness, JLARC staff examined the "processing"
time for each application. In this analysis, an application is considered processed if the
local staff issues a construction permit or certification letter, denies the application,
requests information, or declares the application inactive. An application can be de­
clared inactive for a number of reasons including failure by the applicant to meet soil
~valuation appointments.

As shown by Figure 22, 57 percent of septic system applications met the time
requirement. Local staff's inability to process all septic system applications within 15
working days may be due to delays caused by the applicant or staffing issues. The
process for collecting information during file reviews was limited by the lack of uni­
form "tag sheets." Tag sheets indicate when an application was received, when a site
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Purposes of septic and Well Applications
Received by Local Health Departments

Well Only
29%

Septic Only
20%

Septic and Well
23%

Notes: Total number of observations, 738, are 'Neighted. Applications with missing r.fonnation are not included
in the total. Sampling errors and statistical tests for these estimates are reported in Appendix B.

Source: JLAFC staff file reviews at ten local heatth departments.

Figure 22

Percent of Septic System Applications that Were
Processed within 15 Working Days

Total Urban Suburban Rural

Notes: The total number of observations, 429, are 'Neighted. Applications with missing nformation are not r.cluded i1
the total. Sarrpling errors and statistical tests for these estimates are reported in Appendix B. Designation of
local health departments as "urban," "suburban," or "rurar is based on JLARC staff analysis of population
density for the jurisdictions served by those local health departments.

Source: JLARC staff file reviews at ten local health departments.

evaluation was conducted, and the timing of any changes in the status of the applica­
tion. For those health departments that used tag sheets, it was clear why processing for
an application was delayed. It was also clear when local staff simply could not get to
the application within 15 working days. For those health departments that did not use
tag sheets, such determinations could not be made.
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However, based on results from the JLARC survey oflocal health departments,
limited staffing may be a cause for some of the delays observed in processing applica­
tions. At least 28 percent oflocal health departments in urban areas and 54 percent of
local health departments in suburban and rural areas responded that they were un­
able to always meet the 15 working day processing time requirement. In this same
survey; over half of local health departments indicated limited staffing as a barrier to
meeting the mandate while only a quarter listed the applicant delays as the problem.

The new law requiring local health departments to accept soil evaluations
from an AOSE may alleviate some of the staffing problem. Workload will be decreased
if applicants choose to hire an AOSE to complete soil evaluations instead of relying on
health department resources. This would free up local health department staffto com­
plete the remaining soil evaluations that are submitted without a private evaluation.
However, as this law went into effect in July of 1999 and there are currently only 20
registered AOSEs in Virginia, it is too soon to determine whether the acceptance of
AOSE evaluations will reduce the workload enough to eliminate the timeliness prob­
lem in the permitting process. After the law is in effect for a period of time, VDH
should do a workload analysis to determine if the workload decreased and if the time­
liness of conducting evaluations improved due to accepting private evaluations.

RecolllllUUUlalion (9). The Vu-giDia Department ofBealth should com­
plete a workload aDalysis in a year to determine the effect of Section 32.1­
188.5 ofthe Code 0TYU7JiniD on the workload ofenviromnental health staffat
the local health departments. This BDBlysis should be completed by Decem­
berof2000.

Septuution Dia'ltulce. To prevent contamination of ground water, the li"r­
ginia Admin.istrative Code requires a minimum separation distance as a qualification
for a septic system permit. Separation distance is defined as the distance between the
bottom of the trench (dug to lay absorption pipes) and the seasonal water table. The
required separation distance is between 2 and 18 inches depending on the type of soil
in which the trenches are dug. Soil is classified into one offour texture groups. In the
JLARC study sample, all but three septic systems were constructed in soil of texture
types II and III.

While questions have been raised about the adequacy of the separation dis­
tance that has been required by VDH - the Environmental ProtectionAgenc~or EPA,
recommends a minimum separation distance of24 inches for all types of soil in coastal
states - two points should be noted. First, an analysis of soil evaluation records indi­
cates that health departments have helped ensure that the existing separation dis­
tance requirements have been met. JLARC staffanalysis ofthese records found that of
the applications processed, 96 percent complied with the requirements. As summa­
rized in Table 12, the c0tr:lpliance rate applies to all three texture types for which there
were septic system applications. There were no applications for septic systems in soil
of texture type IV: Second, effective October, 1999, the Administrative Codeo/Vi"rginia
requires that all new septic systems have at least 18 inches in separation for all types
of soil.
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-----------~ITable 121-----------­
Separation Distance from Trench Bottom

to Seasonal Water Table

Soil Type Minimum Separation Percent Meeting
Distance Requirement ReQuirement

Texture Group I Sand and Loamy Sand)
2 inches 100%

n=3)
Texture Group II Sandy Loam, Loam and

3 inches 96%
Sandy Clay Loam (n=121)
Texture Group III Silt Loam, Clay Loam, Silty

12 inches 96%
Clay Loam (n=18S)
iTexture Group IV

18 inches --Sandy Clay, Silty Clay, and Clav (n=O)
Notes: The totaJ number of observations, 309, are weighted. The applications with missing information are not included

in the total. sampling errors and statistical tests for these estimates are reported in AppendiX B.

Source: The Virginia Administrative Code (12VAC5-61Q-950). Table 4.5 and JLARC file reviews at ten local health
departments.
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llI. Funding the State's Public Health System

A major issue for VDH concerns the funding of the community health pro­
grams operated through the local health departments. Since 1954, the State and local
governments have agreed to share in the costs of local community health programs. In
1988, JLARC staff developed a formula to address a long-standing concern that the
required local shares were based on the estimated true value of locally taxable real
property, which: (1) by itself, was no longer an accurate measure of local ability to
generate revenues to pay for services, and (2) had been driven up by inflation, so that a
majority of localities were required to pay the maximum local share (45 percent) of the
program budget. The new formula, which was based on the capacity of each locality to
generate revenue rather than the estimated value afloca! personal propert)) was adapted
by a previous administration in the early 1990s and effectively resolved the debate
about the required local shares. It is referred to throughout this chapter as the "VDH
funding formula." In addition, a VDH task force also developed another formula to
assess the needs of local health departments (the costs to be funded).

This chapter examines how the resource allocation process for the cooperative
budget has been implemented. Special attention is given to how the needs for the
system are identified and funded·and whether program. funding has kept pace with the
workload in community public health. If State funding resources are not adequate or
are not equitably distributed, then some Virginia localities may bear a disproportion­
ate cost burden and some local health departments may not receive resources that are
commensurate with their workload.

This analysis revealed several problems with the cooperative budget and re­
source allocation process that have undermined efforts to achieve appropriate .and eq­
uitable funding levels for local community health programs across the State. First,
despite a long-standing objective to establish a needs-based formula that identifies
both the public health needs and associated costs in each localit))VDH has yet to imple­
ment such a system. While the agency has conducted some work towards this goal, it
has stopped short ofcompleting a systematic assessment ofneed for community public
health.

Second, although the VDH funding formula was developed to reduce inequi­
ties in the amount of public health funding that each local health department receives,
the formula was only partially implemented and funded, and the disparity in local
funding for public health services has actually increased. This has-imposed a special
burden on local health departments in urban and rural areas.

Finall)) the process used by district directors to allocate State funds to the
local health departments is largely unsystematic. This, combined with the limits im­
posed on the State funding of community public health, has undermined efforts by
health directors to achieve equity in the allocation ofstaffto the health departments in
their districts. Results from this study indicate that the cost ofcorrecting this particu­
lar aspect of the problem would be more than $7 million.
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VDH'S EFFORTS TO IDENTDiY FUNDING NEEDS OF THE
COMMUNITY HEALTH SYSTEM

In assessing the State's system of funding for local health departments, a key
issue concerns the methods and outcomes ofVDH's effort to identify the resource needs
of community public health. Approximately 12 years ago, the importance of determin­
ing the magnitude of community health needs and the costs associated with meeting
those needs were identified as major priorities of the Commissioner ofVDH.

Since that time, through the use of a Task Force, the agency has identified key
workload measures that could provide the basis for a needs assessment of community
public health services. However, this effort did not incorporate the task of identifying
the resources needed to meet local community public health needs. This means that
local community health budgets are still primarily shaped by distorted historical fund­
ing trends that perpetuate long-standing equity problems in the community health
budget.

VDH Bas Yet to Identify Community Public Health Resource Needs

In 1987, JLARe reviewed the system of funding for the cooperative health
department and concluded that the system lacked objective measures ofneed. Further,
the report indicated that "[a] systematic, rational system which recognizes the costs to
meet the needs for the CHD [community health] program in each locality is essential."
In responding to the 1987 JLARC report, the health commissioner stated that "the
determination ofneed and the subsequent allocation of resources must be made by the
Health Department based on morbidity and mortality data which we already possess
and on the six year plans developed by localities." This section of the chapter examines
the pr~gressVDH has made in this area.

.1b&tIibrceAppoinledtoDeDelopNeeda-BoaedFormulo. Thedepartment's
efforts to identify community public health needs began with the appointment of a 12­
member Task Force in 1996. This Task Force was required by the General Assembly to
recommend a formula for a needs-based" allocation of State funds to local health de­
partments through the cooperative budget process. This task force met five times in
1996 and concluded its work with a series of recommendations concerning the funding
ofpublic heath. Most notably; the Task Force developed a formula that was erroneously
referred to as needs based, and recommended that VDH implement this formula in FY
1998.

To develop this needs-based formula, the Task Force asked district health di­
rectors for an estimate of the portion of funding in FY 1997 that was allocated to envi­
ronmental health services, population based health services, and individual health care
services. Next, and presumably as a proxy for need, the Task Force identified numer­
ous workload indicators in each of these functional areas.
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Based on the district directors' responses, the Task Force determined that 25
percent of the funding would be based on environmental health indicators, 30 percent
would be based on population-based factors, and the remaining 45 percent of funding
would be based on the indicators affecting individual health care services. Allowances
would be made for a 12 percent increase for each Northern Virginia locality to help
cover personnel costs. In addition, the amount a locality spent for facility costs, includ­
ing rent and janitor costs, would be added back in for each localit:y.

However, the needs based allocation would not address the total amount of
funding necessary to support public health in Virginia. Moreover, VDH has not devel­
oped a system to determine the Statewide need and cost of community public health.
Instead, VDH requested additional funding of $9 million for FY 1999 and another $9
million for FY 2000 as part of its 1998 - 2000 Biennium budget submission in 1997,
Finally; the former VDH director of budget services has stated the agency tentatively
plans on requesting additional funding for the local cooperative budgets from DPB this
fall.

Equity.Pro1JlemaCmued6y C1R7Y!nISystem. From the standpoint offund­
ing, the lack of a true, needs-based approach means that the current State and local
shares of community public health costs are still determined using spending data that
are based on historical trends. This poses a number of equity problems for the current
public health system. Most notabl)', as the 1996 Task Force pointed out, the current
funding trends for community health were established many years ago as local health
departments enrolled in the public health system. At that time, significant variation
existed in the types and levels ofpublic health services in local communities. However,
this variation had more to do with local differences in the resources available to fund
public health programs and therefore did not necessarily reflect the needs ofa particu­
lar district or community: As these differences were incorporated in the cooperative
budget process, initial inequities in per capita funding for public health activities be­
gan to emerge. In later years, these original differences were augmented through spe­
cial funds ineluded in the community health budget up until the late 1980's.

Finally, and perhaps the most significant threat to the equitable funding of
local public health programs, was the decision VDH made to reallocate State funds
from localities that could not afford the required match to those that could. Given
these occurrences, VDH will not be able to address inequities in local funding for com­
munity health until the needs and costs ofhealth services are identified on a statewide
basis.

By modifying the workload criteria that the Task Force established for the
major functional areas of public health, VDH could develop staffing standards and
identify the number ofstaffthat would be needed in each locality to meet that workload.
Exhibit 6 illustrates how this methodology could be employed for a fictitious localit:y.
In this example, hypothetical workload amounts and staffing standards are applied to
VDH activities regarding patient healthcare, the regulation of food service establish­
ments, and the implementation of the septic system and private permitting process. As



Pnge64 Chopta 111: Funding the States Public Heolth System

:Exhibit 6:

Illustration of How to Determine Number of Staff Needed
to Meet Community Health Needs of a Locality

ColumnA Column B ColumnC Column D
ColumnF

(eID)

Locality Program Workload Staffing Standard
Total Staff

Needed

County X
Individual

1.065
110 Patients Per 9.68

Healthcare Worker
Food Service

14
200 Establishments

0.07
Establishments Per Worker
Septic Systems

110
100 Applications Per 1.10

And Wells Worker

Total Staff Needed 10.85

Source: JLARC staff example based on potential measures. and hypothetical workload amounts and staffing standards.

Once a stafflevel is determined for each local health department in the State,
this figure could be converted to dollars based on the average salary for the staff pro­
viding services in the respective program area. These figures could then be inflated
periodically to reflect cost-of-living adjustments.

The advantages of this system would be numerous. First, VDH would be able
to base future budget requests on the actual workload of the local health departments
as recognized by the State. Second, the VDH funding formula for determining local
shares could then be applied to the estimate of the total resource needs for the system,
and local health departments would pay their share of the costs of community public
health. Third, local governments would be free to enhance the level of public health
service in the community completely independent of the State funding formula. Fourth,
VDH would be able to pursue State public health policy goals by customizing the
workload standards for local jurisdictions. For example, VDH could decide to exclude
workload measures for non-mandated primary healthcare services in many local juris­
dictions in an effort to reduce the role of public healthcare in the provision of these
services. However, local governments would still be free to fund their own clinics inde­
pendent of the State funding formula. Fifth, cost factors not related to staffing such as
building and equipment costs could be added to the total budget after the staffing costs
have been identified.

Obviously the integrity of this system is greatly dependent upon the proper
identification and use of workload measures and staffing standards. In refining or
building upon the measures identified by the Task Force, VDH should consider the
following guidelines:

• The workload measures selected must have a hypothesized relationship to
staffing that is supported by sound and rational theo~
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• The variables for the factors must not be easily subject to manipulation on
the local level (for example, number of times a staff person inspected a res­
taurant).

• Data for the variables must be objective, easily quantifiable, and available
for each local office.

• Staffing standards should reflect an achievable but efficient level ofresources
relative to the workload to be accomplished.

RecollUlU!ndDIion (10). VJrgiDiaDepartment ofHealth should develop
staffing standards for each major community public health program and
present a prelimjnary estimate of the re&OllI'CeS required to meet statewide
local public health needsbased on these standards. The Department ofHealth
should present this methodology and associated estimate to the House Ap­
propriations and Senate FiJumce committees by October 2000.

FUNDING THE STATE SHARE OF COMMUNITY PUBLIC HEALTH

In 1988, the debate concerning how the cost of public health should be appor­
tioned between the State and localities was resolved by the newly developed VDH fund­
ing formula. However, the expressed objective of this formula - create intergovern­
mental equity in the allocation of public health cost - has yet to be realized. Instead,
the historical local disparities in public health funding have persisted because the for­
mula has not been fully funded. Rather than fund the full amount of the State share
for public health, the General Assembly chose to phase in the use of the new formula
over three years. However, revenue shortfalls in the early 1990's caused the General
Assembly to shelve the plan after the first year and the increased State share was
never appropriated.

Because the formula was never fully implemented, VDH chose not to redis­
tribute funding based on updated local revenue capacity measures. This has created a
disparity between the local funding shares required by the formula and the localities'
actual ability to pay: Equally significant, these funding disparities have undermined
efforts by health directors to achieve equity in the allocation of staff to the health
departments in their districts. As a result, in many local offices within health districts,
there appears to be only a slight relationship between- the workload of the office and
the number of positions that are allocated.

State Funding of Cooperative Agreement Should Be Revisited

The inter-governmental nature of the State's public health program creates
several fundamental expectations about the funding and staffing of this system. While
localities face clear mandates to provide certain services, properly implemented, these
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programs produce benefits that accrue to both local jurisdictions and the State as a
whole. Given this program mandate and the associated program spillover effects, the
public health funding system is expected to embrace the basic concept of equity in
establishing the cost responsibility for the system.

When the General Assembly endorsed the use ofthe VDH funding formula for
public health, the debate about the appropriate State and local funding shares for com­
munity public health was resolved. Presently, each local share ofthe community health
budget is based on the jurisdiction's revenue capacIty rather than the estimated value
of local personal propert~ As a result of the VDH funding formula, the State always
pays the majority share. The local share varies between 18 percent and a maximum or
capped rate of 45 percent. On average, the State pays for six out of every ten dollars
spent on community public health in Virginia, if the formula is fully utilized.

However, as currently implemented, the VDH funding formula is not achiev­
ing its original intentions ofproviding equal access and equity across the State. In fact,
the majority of localities are paying a greater share now than would be required if the
VDH funding formula had been fully implemented. There are several reasons for this
outcome. Most importantly; due to the recession ofthe early 1990s, the General Assem­
bly never fully funded the original formula. As a result of decreasing State revenues,
only about one-third of the funding required to fully implement the funding formula
was provided in FY 1990. Table 13 reveals that as a result of this problem, approxi­
mately 60 percent of the localities in Virginia now pay a larger percentage of commu­
nity health costs than would be recommended if the VDH funding formula were up­
da:ted and fully funded. This excess burden appears to fall disproportionately on rural
and urban localities.

In light of this finding, the following question is raised: How much would it
cost the State to fully implement the funding formula? To answer this question, JLARC
staff applied an updated formula to current funding data. In addition, in keeping with
the General Assembly's original plans to avoid a simple re-allocation of the existing

------------ITable131~----------­

COmparison of Funding Requirements of JLARC Formula
With Local Shares Paid by Local Governments

Locality T~pe of Locality
Funding Status Total Urban Suburban Rural

Locality Pays
Recommended Share 130/0 240/0 31% 1%
Locality Pays More Than
Recommended Share 61% 71% 41% 69%
Locality Pays Less Than
Recommended Share 250/0 5% 280/0 29%
Sources: JLARC staff analvsis of data from the Commission on Local "Government and VDH.



Pnge67 Cltnpter Ill: Funding the Stoles Public Health ~l/stem

budget for community health services, jurisdictions that experienced increases in their
local shares under a fully implemented formula were held harmless for that increase.

As shown by Table 14, if the VDH funding formula were to be fully funded
based upon FY 1997 revenue data and FY 1996 median adjusted gross income data,
there would be no change in the local shares for 18 localities. However, a total of 83
localities would have their local shares reduced necessitating an increase in the State
share for these jurisdictions totaling $7.3 million. In addition, the local shares of 34
localities would increase as part of full implementation of the VDH funding formula.
Therefore, the State would be required to provide more than $400,000 in additional
funding to these localities in order to guarantee the aforementioned hold harmless
provision. Thus, the General Assembly would need to appropriate more than $7 mil­
lion in additional funding for Community Health Services to fully implement the VDH
funding formula. Appendix C presents the impact of updating the formula for each
local government.

It is important to reiterate that the purpose and expected impact of most of
the more than $7 million in increased State funding would be to fully fund the State's
share of existing costs - and thereby reduce the burden upon localities, particularly
those with low ability to pa:y. Aside from the $400,000 in hold harmless funding, the
remaining funding (the $7.3 million) would be provided to lessen the local funding
burden. Therefore, the net funding or resources available to the system would not
increase due to the $7.3 million, unless some of the localities choose to voluntarily
maintain a higher level of support for health department programs than is technically
required by their newly.calculated, lesser local share. A separate funding increase
might therefore be required, if the State wished to enhance the service levels provided
across the local health department system, reduce the workloads borne per staffmem­
ber, and address other resource issues.

Zmpoct 01'LoatRelJe1U6e /To- Patient F._ tuUlPGynu!nb. Historicall:y,
local health departments have delivered a number of mandated and non-mandated
primary healthcare services to both the uninsured and persons who are insured through
Medi~aid. Through. patient's fees and payments from Medicaid, local health depart-

-----------ITable141'-----------­
Fiscal Impact of Updating Funding Formula to Determine State

and Local Shares for Community Public Health Services

Number of
Change In State Shares Localities Total Fundina Amounts

NoChanae 18 $ 0
Increase State Share 83 $ 7,301.514
Increase Local Share (Hold Harmless) 34 $ 414,143

Total 135 $ 7,715,657
Source: JLARC staff analysis of data from the Commission on Local Govemment and VDH.
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ments have been able to generate a significant amount of revenue. As late as 1997,
patient revenues accounted for 15 percent of local health department budgets (Table
15, below). For those health departments in areas defined as "suburban," patient rev­
enues accounted for one-quarter of their total budget.

However, in recent years, patient revenues as a source offunding has declined
due to efforts by local health departments to privatize some of the health care services
they were providing and the growth of managed care for Medicaid recipients. Figure
23 (page 69) illustrates the decline that has occurred in patient revenue as a source of
funding for local health departments. From 1997 to 1999, the percent decline in rev­
enue, as a portion of local health department budgets was just over six percent. For
rural and urban localities, the decline averaged nearly ten percent. The major source of
this drop in patient revenues has been the loss ofMedicaid funds. In "suburban" local
health departments for example, payments from Medicaid as a portion of the local
health department budgets dropped by almost 25 percent. Moreover these declines
have not been offset by increases in State general fund contributions. Some health
directors contend that without additional resources, staff layoffs are inevitable. This,
they suggest, will make it more difficult to keep pace with the workload changes occur­
ring in public health.

An analysis of data on recent trends in workload and staffing patterns for
local health departments appears to validate these claims. To conduct this analysis,
two separate workload measures were developed for FY 1994 and FY 1998. One mea­
sure represented workload for environmental services. This variable was constructed
by adding the total number of applications received by the local office for permits to
build or repair septic systems and private wells, with the total number of restaurants
in the locality: The workload variable for the second measure is based on. the total
number of patients (unduplicated) that receive healthcare-related services through
the loe:u health departments. Both of these workload indicators were divided by the
total number of full-time equivalent positions that were allocated to perform work in
these respective areas for fiscal years 1994 and 1998.

-----------~ITable151-----------­
Portion of Local Health Department Funding Supported
by General Fund Dollars and Patient Revenues in 1997

T fpe of Localitv
Revenue Measures Total Urban Suburban Rural

Patient revenue as a portion of
15% 12% 25% 21%

total fundinQ In 1997
General Funds as a portion of

44% 48% 41% 42°,10
total funding in 1997
Source: Viroinia DeDartment of Health, Office of Budaet Services.
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Figure 23~--------------.

Change in Funding Sources Percentage
as a Portion of Local Health Department Budgets
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Souroe: JLAFC staff analysis of revenue data supplied by VDH.

As shown by the data in Table 16 below, local health departments have experi­
enced modest increases in the amount ofworkload per staff since FY 1994. Statewide,
the median ratios of workload to staff for both environmental services and medical
care have increased by five percent. However, when the results are examined accord­
ing to the population density of the area served by the health departments, the in-

------------ITable161~----------­

Change in Workload to Staff Ratios for Environmental
and Healthcare Services, FY 1994 to FV 1998

Total Urban Suburban Rural
Environmental Services

1994 Median 287.7 80.0 251.6 317.8
1998 Median 304.2 73.9 286.4 347.0
Percent Change +5% -SO.4 +13% +9°04

Primary Healthcare
1994 Median 328.9 267.2 346.0 328.9
1998 Median 344.6 281.1 386.2 344.6
Percent Chanae +5% +5% +11°.4 +40/0

Note: Changes were cak:uJaled from median values because of outtiers in the wortdoad data.

Sources: Local health department staffing data and data on the number of restaurants in each local jurisdiction was
coUected through a JLARC staff survey of 35 heatth district directors. The Virginia HeaJth Department, Office of
Infonnation Management crovided patient data for each tocal health department.
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creases for "suburban" local health departments are more substantial. Obviously any sig­
nificant staff reductions in these local health departments will exacerbate this problem.

Inequities Exist in Allocation of Resources by District Directors

As noted earlier, the cooperative budgets for localities are comprised of State
general funds, local matching funds, and local earned revenue. According to the Associ­
ate Commissioner for Community Health Services, VDH first determines the general
fund allocation to each locality. Localities contribute the required match and, in some
cases, make additional local funding available to support optional community health
problems. Earned revenue is then projected for each 10calit)T. The sum ofthese funding
streams represents the resources available to operate local health departments.

Once this allocation is made, the health directors in those districts with more
than one local health department determine the amount ofState funding each jurisdic­
tion will receive. While VDH encourages the district offices to base their staffing deci­
sions on locality workload, no uniform method is prescribed for doing so. Without a
policy governing the distribution of positions among the various localities, there is a
possibility that staffallocations may not reflect actual workload. Therefore, because of
the direct relationship between the availability of staff and the ability to adequately
carry out the public health functions of the office, a key issue in this study is whether
health directors are making equitable decisions when allocating State positions to the
local offices in their districts.

To examine this issue ofstaffing allocations, JLARe staffsurveyed each direc­
tor of a district with more than one locality regarding his or her perception of the staff
allocation process for their district. In addition, data on staffing and workloads within
the health districts were examined to assess whether allocation decisions appear to be
based on the workload of local offices.

Although each ofthe 21 directors with more than one locality in their district
believe the process they use to allocate staff to the local health departments is equi­
table, the survey results indicate that the directors use seven different approaches
when making these decisions (Figure 24). Less than half of the directors rely com­
pletely on workload (48 percent). Nearly one-quarter ofthe directors consider workload
but take into account the localities' willingness and ability to provide funding. Others
rely on historical funding trends (14 percent), consider local need (5 percent), or ac­
count for workload in conjunction with staffmg recommendations from the General
Assembly (9 percent).

The next two tables presented in this analysis provide several illustrations of
discrepancies that appear to exist between the staffing that local health departments
received in FY 1998 and their workloads for that year. The first table reveals some of
the staff allocation problems in the area of environmental health (Table 17).
Charlottesville Health Department had nearly five more staffin this area than Louisa
County despite a minimal difference in the total workload between the two localities.
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.--------------~ Figure 24

Methods Used by Health Directors to Allocate Staff
to Local Health Departments within Their Districts

Workload and General Assembly
Recommendations

Workload
Analysis

Source: JLAFC staff SUNey of district diectors.

Local Need

£>01 __ Workload Req uirements
, ... TI"" Combined with Localities'

Willingness to Pay

Historical Staffing Trends

-----------ITable171-------------­
Comparison of Local Health Departments'

Staffing for Environmental Services

Total Workload-To-
District Locality Workload Total Staff Staff Ratio

Th0t1188 Jefferson Charlottesville 1,246 7.70 161.8
Louisa County 956 2.90 329.7

centrat Virginia Amherst 662 3.30 200.6
Appamatox County 453 1.35 335.6

Cumberland Tazewell County 654 4.22 154.9
Russell County 663 2.78 238.5

Danville Danville 323 4.65 69.5
Pittsvlvania County 1171 4.35 269.2

Mount Rogers Washington County ns 3.25 238.5
Carroll County 857 2.25 380.9

Chesterfield Chesterfield County 1,341 11.42 117.4
Powhatan County 475 2.15 220.9

Source: Workload data represents number of restaurants in locality and number of applicatlons received by local health
departments for wells and septic systems In 1998. This Information, along with the staffing data, was collected
through a survey of district directors.
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Also, Pittsylvania Count)l; which reported nearly four times the workload of Danville,
received roughly the same number of positions to staff its environmental health pro­
grams.

Similar, and in some cases, greater discrepancies between workload to staff
ratios were observed for healthcare-related services (Table 18). For example, the
Frederick-Winchester Health Department received about one less medical staff person
than the Page County Department although they had over three times the workload.
Similarl~ the patient workload for the Southampton County Health Department was
16 percent higher than Isle ofWight, but this office received 45 percent less staff. Ad­
ditionally, the Bristol and Wythe County health departments had medical workloads
that were nearly identical yet Wythe County had more than two times the staff.

Some of the district directors interviewed by JLARe staff indicated that they
would prefer to base staff allocation decisions purely on workload but face constraints
that are beyond their control. Most notable are the differences that exist in the willing­
ness and ability of local governments to meet the State match requirement or secure
special grants. Under such circumstances, directors explain that it is not politically
feasible to shift positions from one locality that funds a significant portion of its public
health cost to those that do not have the resources or interest to pay similar shares.
This problem is clearly magnified when local health departments do not receive the
appropriate State share for the public health costs they face.

If the budget amendment proposed byVDH as part of its 1998 - 2000 Budget
submission had been adopted, the State would have been expected to increase its share
ofthe funding for the cooperative budgets by more than $7 million for two consecutive
years. Fully funding this formula would reallocate the local shares of the coope~ative

-----------~ITable181-----------­
Comparison of Local Health Department Staffing

for Healthcare-Related Services

Total Workload-To-
District locality Workload Total Staff Staff Ratio

Lord Fairfax
Page County 2,975 5.40 550.9
Frederick-Winchester 10,627 6.11 1,739.2

Alleghany
Alleghany-Covington 2,325 10.5 221.4
Roanoke-Salem 5,412 8.7 622.0

West Piedmont
Henry-Martinsville 7,781 20.5 383.9
Franklin County 3,542 4.52 783.7

Mount Rogers
Wythe County 5,839 20.57 283.8
Bristol 5,486 9.50 5n.5

Western Tidewater
tsle of Wight County 3,677 12.33 298.25
Southampton County 4,364 8.83 494.30

Source: Woltdoad data represents an unc:tuplieatecl count of patients served in the local health departments in FY 1998.
The Virginia Department of Heatth, OffICe of Information Management provided this information. The staffing
data was collected throuQh a SUNey of district directors.
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budgets, and consequently the State shares. However, this additional funding will not
address the overall funding needs of the community health services function.

Recommendation (11). The Vuoginia Department ofHealth should de­
velop and implement a policy for allocating the State's share of the coopera­
tive budget. The policy should build upon and extend the needs-based for­
mula aDd staMng standards for use in making allocations of positions and
funds to the local health departments. Stafting standards developed in the
statewide needs assessment should be applied to workload data from the lo­
cal health departments to determine staffing levels and funding. The State
share to meet those costs should be calculated using the VDH fuDding for­
mula, butwith the use ofupdated data for local revenue capacity and median
adjusted income. The Department ofHealth should present this poHcy to the
Board ofHealth prior to September 2000.
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IV. VDH's Performance of Central Office
Regulatory and Health Service Functions

In addition to the community public health programs provided at the local
level, VDH provides certain regulatory functions and public health services from· its
central office and through satellite or field offices. The regulatory functions include
oversight of the shellfish industry; long-term care facilities, managed care health insur­
ance programs, emergency medical services, and drinking water. In terms of specific
program services, VDH is responsible for the staffing and operation of the Chief Medi­
cal Examiner's Office, the State's Newborn Screening Program, the Office of Emer­
gency Medical services, the Division ofShellfish Sanitation, and the Center for Quality
Health Care Services and Consumer Protection.

This chapter presents the results ofJLARe's staff review of several key regu­
latory programs and public health activities that are organized at the State level. There
are three major findings from this review. First, regulatory activity in both shellfish
sanitation and long-term care bas slowed in recent years. These lags have begun to
surface because of a combination of staffing shortages which were created through
stafflosses as a result of the Workforce Transition Act, and the growing workload faced
by the remaining staff in these programs.

Second t with the exception ofthe Newbom Screening Program, the public health
programs that are centrally organized are experiencing problems. The problems are
most severe for the Chief Medical Examiner's office. Due to VDH's inattention to the
staffing and workload trends in this office, there has been a sharp drop in the number
of autopsies performed and the office has suffered a loss of professional staff.

Third t VDH appears to have implemented the new requirements for the certi­
fication of the quality of care provided by managed care organizations. However, the
agency needs to implement a number of activities to improve its oversight of these
organizations and assume a greater role in educating consumers about their rights
under newly developed State regulations.

PERFORMANCE OF CENTRALLY LOCATED REGULATORY AND
PUBLIC HEALTH PROGRAMS

As a part of its broad scope of activities, VDH regulates certain industries to
protect the health of the public, operates the ChiefMedical Examiner's office, and coor­
dinates, delivers, and regulates emergency medical services. Following the implemen­
tation of the Workforce Transition Act in 1995, VDH's leadership made a conscious
effort to preserve health services at the local level by reducing management and other
central office staff positions.
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In recent years, some concern has been expressed about the impact of this
strategy on the regulatory and public health programs that are centrally located. Nearly
70 percent of the division directors in the State office indicate that their divisions are
not appropriately funded or staffed to meet primary functions. Performance data from
several of the VDH's regulatory programs seem to confirm their position. In shellfish
sanitation, there have been sharp declines in laboratory analysis work and in the over­
sight of production plants, shoreline surveys, and shellstock. Additional1~ staffing re­
ductions have delayed federally-required inspections for both nursing homes and to a
lesser extent acute care facilities.

In terms of services, both the Chief Medical Examiner's Office and the Office
ofEmergency Medical Services'have problems meeting workload requirements. In the
case of the Chief Exam;ner's Office, long-standing staffing shortages have caused the
State Medical Examiner's Office to refuse to accept some autopsy requests from local
medical examiners who believed the cause ofdeath in these cases warranted investiga­
tion.

Problems Esist With Several Key State Beplatory FuDctiODS

The offices and divisions organized in VDH's central office primarily provide
guidance, technical assistance, and information to the districts and localities. How­
ever, there are a number of activities performed directly by office and division staff.
Exhibit 7 indicates some of the functions performed by centrally located office or divi­
sion staffat VDH and whether they have satellite offices. As noted, although the office
or division is organized at the central office level, it may still operate field offices to
perform. its functions. For example, the Division ofShellfish Sanitation has three field
offices located along the Chesapeake Bay inAccomack, Norfolk., and White Stone. Fur­
thermore, there are three satellite medical examiner's offices around the State, which
perform. all autopsies in the Commonwealth.

By providing these services from a centralized or regional locations, VDH is
often able to produce a more efficient use of resources than if the services were pro­
vided from the districts or localities. For example, rather thail require each local health
department to have a State Medical Examiner on site to perform autopsies, the State
can produce significant economies by requiring local medical examiners to forward
requests for autopsies to a regional or satellite offiee. This section ofthe chapter exam­
ines some ofthe issues surrounding State-level regulatory and public health programs.

CoIICeI7I AIJoIdF1uuIinIQIU/Slal/inlProIJIem8. In light of the staffing
ehanges that have occurred at VDH over the last five years, JLARC staffsurveyed each
division director to determine their perceptions of whether they were appropriately
funded and staffed to perform the primary functions of their units. As illustrated in
Table 19, a significant percentage of directors indicated their divisions were neither
funded nor staffed appropriately: In addition, among the directors indicating that their
division had less funding than necess8ljr, over 83 percent stated they would provide
additional public health services if provided more funds.



Poge?? CltPpter IV: VOHs PerformnnceofCmfrnl OjjiceRegulatory andHealth Service Functions

:Exhibit 7:

Selected Regulatory Functions Provided by
VDH Central Office Personnel

Number
of Field

Office or Division Regulatory Functions Offices
Chief Medical Examiner Responsible for the investigation of violent, suspicious, or

unnatural deaths. 3
Division of Shellfish Performs classification of shelJfish growing areas for
Sanitation harvesting and ensures molluscan shellfish and crustacea 3

processina facUities meet sanitation standards.
Office of Emergency Responsible for planning and implementing a Statewide
Medical Services emergency medical care system as well as the licensing None

of providers of emeraency medical services.
Division of Long Term Responsible for State licensure and federal certification of
Care Services nursing homes and home health agencies. None
Division of Acute Care Responsible for State licensure and federal certification of
Services acute care facUities, including hospitals and outpatient None

suraicar hospitals.
Division of Women's Responsible for administering the Newborn Screening
and Infants' Health Proaram. None
Source: Infonnation SUDDtied bv VOH.

-------------lITable19t----------­
Division Directors' Perceptions of the Appropriateness

of Funding and Staffing for their Divisions

Survey Response
Survey Question Ve. No

Is the division appropriately funded to perform its primary
functions? (n=19) 32°k 68%
Is the division appropriately staffed to perform its primary
functions? (n=19) 32% 68%
Source: JLARC staff $urvev of VOH division directors.

Given these perceptions, a key question for this study was whether the staff­
ing changes in the central office had any impact on the regulatory or public health
functions provided through the central and field offices. Because of the broad scope of
the agency's functions, JLARe staff focused its research activities on only those pro­
grams or services that VDH staffcontends have been impacted by resource shortages.
These included thedivisioDS ofshellfish sanitation, long term care, acute care services,
and the Chief Medical Examiner's Office.

DiD.ion o,S1I611/llA Stlllitalioll. The shellfish sanitation program is de­
signed to protect public health by ensuring shellfish and crabmeat products are safe
for consumption. Since 1997, DSS has operated with a maximum employment level of
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31 and has been level funded for the last several biennia. The division had three va­
cancies during FY 1999, which reportedly took two to three months to fill.

For the Division of Shellfish Sanitation (DSS), workload measures were de­
veloped identifying a number of the division's primary activities performed in FY 1995
and FY 1999. As indicated in Table 20, the Division of Shellfish Sanitation has experi­
enced substantial decreases in a number of the key regulatory activities performed by
the shellfish specialists. For example, inspections for plant sanitation, during which
potable water samples are taken and product samples are collected when present, have
dropped by 31 percent. There has been a 58 percent decline in technical service sup­
port and double-digit decreases in all of the laboratory inspection activit~

Document reviews and interviews with the director of the Division of Shell­
fish Sanitation indicate that the imposition of additional, but unfunded federal re­
quirements for the National Shellfish Sanitation Program (NSSP) has forced the divi­
sion to reduce its workload to accommodate the new changes. The federal Food and
Drug Administration (FDA) has revised the requirements governing the sanitation
activities ofprocessing plants and entered into an agreement with the DSS to have the
division provide certain inspections. As a result of the new federal requirements, the
time that is required for DSS staffto perform an inspection has increased. In addition,
DSS staff are now required to obtain special training and certification in the new pro­
cess.

-------------IITable2ol~----------­

Number of Activities Performed by Shellfish Sanitation
Specialists, FY 1995 and FY 1999

Percent

Activities FY 1995 FY 1999
Change

FY95-FY99·
Plant Sanitation Activities

Inspections 2,548 1,768 -31%
Enforcement 83 44 -47%
Plans 42 19 -55%
Technical Services 201 84 -58%

Growing Area Classification Activities
Shoreline Surveys 6,981 5,763 -17%
Shetlstock (metals, pesticides) 30 17 -43%
Shellstock (biotoxins) 0 0 No change
Phytoplankton 0 0 No chanoe

Laboratory Activities
Seawater AnaJysis 24,834 22,427 -10%
Drinking Water Analysis 3,956 3,239 -18%
Meat Analysis 2,169 1,592 -27%

Note: Figures for plant sanitation activities and laboratory activities include functions related to shellfish and crustacea
functions. Figures for growing area classifications include activities related to shellfish functions only.

Sdurce: VDH Office of Water Programs.
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Documents prepared by the office and division highlight the tradeoffs DSS
has made in its sanitation program to meet the new federal requirements. For ex­
ample, the Office of Water Program's work plan for fiscal year 2000 states that the
"shoreline survey is the backbone ofthe [federal program promulgating regulations for
shellfish sanitation)." (This activity involves the inspection ofproperties located on the
watershed of shellfish growing areas that are not serviced by sewerage systems; sani­
tary and other waste disposal facilities are inspected and failing systems are reported
to local health departments for corrections, and other types of pollution sources are
noted as well.) The draft work plan for the division states that in response to shrinking
resources, the division is:

redesigning the shoreline survey protocQI to eliminate portions of the
growing area watersheds from study areas and increasing the length
of time between surveys for selected areas. Though the revised pro­
tocol meets minimum federal requirements, it does sacrifice the rou­
tine blanket coverage we were able to provide in the past.

To account for this change, specialists performing shoreline surveys have had to in­
crease the amount of time between site visits from every five years to between six and
eight years in an attempt to realize efficiencies.

According to the division's work plan, normal activities will still be carried out
under current conditions. However, the director of the Office of Water Programs and
the director of the Division of Shellfish Sanitation, have both indicated that increases
in State salaries and the rising maintenance costs ofthe division's laboratory and other
equipment is greatly impacting the division's ability to provide those services. The
director of the Division of Shellfish Sanitation indicated that if additional funds were
provided, they would be primarily used to cover salaries and the purchase of additional
equipment such as boats, trailers, and laboratory instruments.

.Lo",re,.. CtuY! t:UUlAcule CtuY! SertJiee.. In 1950, the General Assembly
established an inspection program for hospitals and nursing homes. The objective of
this legislation with the supporting regulations was to establish a set of minimum
standards to protect the health and safety of nursing home residents and hospital
patients. The Division of Long Term Care Services issues licenses to nursing homes on
an annual basis and conducts inspections on a biennial basis. The Division of Acute
Care Services provides onsite inspections and complaint investigations of the State's
managed care organizations and acute care medical facilities.

The director of the Division of Long Term Care Services indicated to JLARe
staff that funding and staffmg issues have impacted the ability of that division to ad­
equately perform inspections of the State's long term care facilities. As a result of
enhanced federal requirements that took effect in August 1998, medical facilities in­
spectors in the division can no longer waive revisits to a facility if there is a complaint
of actual harm, as they were able to previously do. This has increased the number of
revisits made by staffwhile limiting the number of times inspection visits can be made
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at other facilities. According to the director, the Division ofLong Term. Care was unable
to conduct the biannual State licensure inspections for eight nursing homes within the
appropriate time frame during 1997 and 1998.

In addition, several other enhanced federal regulations took effect in July 1999
that require inspectors to spend significantly more time at each long term care facility:
For example, an additional survey task was added which the federal Health Care Fi­
nancing Administration (HCFA) predicted would require additional time to the length
of a survey beyond the 40 Percent increase in survey time since 1995. Staff in the
Division of Long Term Care are finding the new survey process takes approximately
six to eight hours to complete.

In evaluating staffing and workload trends for the Division ofLong Term Care,
JLARC staff developed workload measures based on the number offacility inspections
performed for each inspector during fiscal years 1997 and 1999. Although the number
of medical facilities inspectors remained constant from FY 1997 to FY 1999, the num­
ber of facilities visited per inspector decreased by about eight percent. These results
suggests that the increased federal requirements combined with the divisions' stable
staffing levels, may have impacted the number of facility inspections that are being
conducted. A recent report completed by a consultant for VDH also found that long
term care staffing may be inadequate. The consultant reported that:

Consideration should be given to hiring additional surveyor, clerical,
and supervisory staff, particularly in the Long Term Care Division,
and to increasing internal staff capabilities in policy development
and analysis.

It is important to note that these programs are largely driven by federal re­
quirements governing the certification of medical care providers for Medicare, Medic­
aid, and Clinical Laboratory Improvement programs. According to the business man­
ager for the Center for Quality Health Care Services and Consumer Protection
(CQHCSCP), HCFA funds approximately 65 percent of the both of these divisions. The
State provides matching grants for activities related to Medicaid certification, but not
Medicare certification activities.

In recent years, the federal requirements for certification have increased the
amount oftime necessary to complete an inspection, according_to CQHCSCP staff. For
example, as part of new regulations, inspectors will have to investigate complaints
against a facility within 10 days of the complaint. Previously; inspectors had between
10 to 45 days to perform those inspections depending on the seriousness of the allega­
tions. Both division directors have raised concerns about the adequacy of the staffing
they have available to meet these new requirements.

As part ofHCFKs participation in the certification process, the State's respon­
sibilities are specified, including survey frequency: To ensure that these timeframes
are met, the federal government can enact a financial penalty against the State.
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In addition, it appears the Division of Acute Care Services has also been im­
pacted by staffing and workload trends. Although the division has added four new
positions since FY1997, it is not evident that these positions are available to perform
acute care facility inspection and certification activities. Instead, these positions ap­
pear dedicated to the provision of services for the managed care health insurance pro­
grams (MCHIPS). According to the division director, the current level of staffing is
insufficient to properly investigate the number of complaints against acute care facili­
ties the division receives. Also, staffmg for managed care plans may still be inad­
equate, as CQHCSCP has developed a budget submission to be included in the agency's
2000 - 2002 biennium. budget addressing the need for additional investigative staff in
the managed care regulatory program.

VDH Appears to Have Implemented New Requirements
for Certification of Quality Care

The mandate for this review ofVDH (HJR 137, 1999) directed JLARe staff to
include a "study of the monitoring and oversight responsibilities of the Department of
Health's Center for Quality Health Care Services and Consumer Protection in health
care provided quality assurance." The 1998 General Assembly also directed VDH to
hire a consultant to complete a study of the quality assurance oversight responsibili­
ties for managed care, as well as the contractual obligations of VDH and the Health
Care Financing Administration (HCFA) for implementation ofMedicarelMedicaid cer·
tification. These two reviews were concurrent with VDH's efforts to implement its new
responsibilities to regulate managed health care insurance plans.

Replolion 01"NfIIUIIIId Care M'tUIdoIed in 1998. In recent years the
growth of managed care (such as HMOs) has resulted in significant changes to the
health care system, both inVirginia and nationall~ Concerns about the quality ofcare
provided by managed care plans have been raised by consumers, health care profes­
sionals, and health care regulators. In response to these concerns, the General Assem­
bly implemented new requirements for the regulation of managed care providers in
1998 (SB 712). The Board of Health is required under this new legislation to promul­
gate'regulations related to the quality of care provided to covered persons by managed
care plans by December 1, 1999.

All managed care health insurance plans must be licensed by the sec Bureau
of Insurance (BOI). In addition, sections 32.1-137.1 through 137.17 of the Code of
Virginia require managed health care insurance plans to obtain a certificate of quality
assurance from VDH by July of2000 in order to be licensed by BOr. BOI has identified
approximately 100 insurers as operating managed health care insurance plans.

The VDH Center for Quality Health Care Services and Consumer Protection
administers the Certificate of Quality Assurance program. The quality assurance pro­
gram consists of the initial issuance of the certificate to managed care plans, biennial
renewals ofcertificates, investigations of complaints by consumers, and enforcement of
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managed care regulations. A comprehensive, on-site examination of each managed
care plan is to be conducted at least once every three years, or when deemed necessary
byVDH.

To receive a certificate of quality assurance, managed care plans must meet
10 criteria for quality as set out in § 32.1-137.2 of the Code ofVirginia. The criteria are
related to areas such as the handling of complaints, access to care, preventive services,
credentialing of providers, confidentiality of patient records, and utilization revievv.

DeDelopmenl ol'NI!U1 ReplaHolUIa Nearing Completion. Development
of the Board of Health regulations for the quality of care provided by managed care
plans has been the responsibility of the Center for Quality Health Care Services and
Consumer Protection. To help it prepare the draft regulations, the Center established
an advisory committee composed of provider, consumer, and advocate representatives.
Draft regulations written by Center staff were reviewed and revised by the advisory
committee in several open sessions. The Board of Health approved the proposed regu­
lations for initiation of the APA process in April 1999. The proposed regulations were
mailed to 300 interested parties, and public hearings were held in August 1999. The
public comment period for the proposed regulations ended October 15, 1999. Twenty­
six comments were received, and the Center is now making revisions to the proposed
regulations in preparation for final approval by the Board of Health. Center staff
expect fmal approval by the board by Decembez; as required by SB 712.

In addition to managing the regulatory process, the Center has hired staff to
investigate complaints and to conduct surveys of the managed care plans. It also has
begun to certify Private Review Agents and hired a consultant to develop interpretive
guidelines to assist managed care plans in complying with the regulations. The Center
has also conducted outreach activities with consumer groups.

Coruultonl IdentifiedNeed/br Improvemenl8 in Mantlled Care ODe,..
'WA/. As directed by SJR 95 (1998), the Center hired a consultant to review its con­
tractual relationships with HCFA relative to Medicare and Medicaid certification ac­
tivities, and its oversight of managed care plans. As noted earlier in this report, the
consultant found that the Center should consider hiring additional staff; particularly
in the Long Term Care Division. Based on its review of the Center's oversight ofman­
aged care quality assurance, the consultant also made several recommendations for
expansion of the Center's role in ensuring quality among managed care plans.

According to the consultant, "VDH could assume a greater role in educating
consumers about managed care in general and about their rights under new state regu­
lations." The consultant's report cites research indicating that consumers lack a basic
understanding of managed care and are unprepared to make informed choices. The
efforts in selected other states are outlined in the consultant report, including public
release ofhealth plan performance data, or so called "HMO report cards." The consult·
ant also points to the VDH web site as a cost-effective mechanism for dissemination of
managed care information.



Page 83 Chop!er IV- VDH's Performance ofCentrnl Office Regulntorynnd Health Service Functions

In a second area of concern, the consultant noted that VDH requires submis­
sion of various reports and plans, but "it is not clear how this information is used by
VDH...." According to the consultant,VDH could make more effective use ofits report­
ing requirements.

In addition, the consultant recommended that VDH "explore ways to finance
anticipated increases in operational expenses." The strategies used in several other
states are outlined in the consultant report, and a more detailed study of state fees and
financing mechanisms is suggested. Some states use application fees, recovery of staff
costs related to the review and approval process, and monetary penalties for filing
reports late.

Finally, the consultant recommends that VDH "encourage interagency com­
munication and public-private collaboration." Among the possibilities here are ex­
panded roles for accreditation entities, consumer advocacy groups, and trade associa­
tions.

Recommendatio" (LB). The VJrgiDia DepartmentofBealth should pre­
pare a written plan to address the areas ofDeeded improvement identified by
a coDSUltant in the report "Senate Study of the Center for Quality Health
Care Services and Consumer Protection." The DepartmeDt should present
its plan to the Joint Commjuion on Health Care by July 1, 2000.

VDB's Newborn ScreeDing Programs Works Well,
But Workload Problems Have WeakeDed the ChiefMedical Examiner's
Office and the Office ofEmergency Medical Services

In addition to oversight or regulatory functions,VDH also provides public health
services for the State's Newbom Screening Program, operates the Office of the State
Medical Examiner's, and plans and coordinates the State's emergency medical care
system. This section of the chapter focuses on the performance of these programs and
services.

NeUJlJorn Scree"intI Propum. According to §32.1-65 of the Code of Vlr­
ginia, VDH is required to screen every infant born in the Commonwealth for a series of
seven genetic traits and inborn elTors of metabolism. So that these screenings can be
completed, a blood sample is taken at the time of the infant's birth by the attending
physician and sent to the State's Division ofConsolidated Laboratory Services for screen­
ing. If no abnormality is found, no action is taken. However, if an abnormality is
detected, the results ofthese screenings are then forwarded to the Division ofWomen's
and Infants' Health and also the physician or nurse in attendance at that birth. This
division is required to follow-up on the case to confirm the diagnosis and determine if
the infant is being treated for the defect.

As indicated by Table 21, it appears that both the screening and the follow-up
processes are being performed consistently for all infants with an abnormality: In
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-----------~ITable 211-----------­
Percentage of Infants Identified with
Abnormalities Receiving Follow-up

Activity Time Period
October to December 1998

Total number of babies bom in Virginia 23,933

Percent of babies screened 1000/0

Number of abnormal results 1,781

Percentage of abnormal cases receiving follow-up 100%

Notes: JLARC staff sampled 320 records of instances where an abnonnal result was detected.

Source: Virginia Department of Hearth. Division of Women's' and Infant's Health.

terms of the screening, the results show that 100 percent of all infants born during the
last quarter of 1998 were screened for genetic defects. Depending on the type of abnor­
mality found, the division tries to determine whether a retest of the infant has been
performed and puts the physician in touch with metabolic consultants located at UVA
and MCV to assist the doctor in diagnosis. The data in Table 21 reveal that follow.up
activity of this nature was conducted for all infants in the study sample that were
found to have an abnormalit:y. In conclusion, based on the JLARC staff analysis, it
appears that VDH follow-up on infants determined to have an abnormality is being
performed consistent with the State requirements.

O/lice ortAe ClderMedicolEstunine,; The office of the ChiefMedical Ex­
aminer is established by sections 32.1-277 • 32.1-288 afthe Code o/Virginia. The Code
mandates four primary activities:

• the investigation of violent, suspicious, or non·attended deaths, as well as
those deaths occurring in a prison, j ail, or police custody;

• educational services to institutions of higher learning;

• administration of the State anatomical services program; and

• administration of the child fatality team.

The office of the Chief Medical Examiner is organized into four regional of­
fices (Richmond, Fairfax, Norfolk, and Roanoke), with nine pathologists, including two
Board certified forensic pathologists in each regional office plus the Chief Medical Ex­
aminer: Among other activities, the forensic pathologists are responsible for perform­
ing autopsies of those deaths described by the Code of Virginia. In addition to the
regional offices, a physician in each locality serves as the local medical examiner who
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acts as the first point of contact after a death has been established. The local medical
examiner also collects the medical histol")r, talks with the attending authorities, and
examines the body: As ofAugust 1999, there were over 5,400 investigations performed
by local medical examiners and more than 2,500 autopsies perlormed by the forensic
pathologists for the year.

Each locality's medical examiner has the authority to order an official post­
mortem examination when an autopsy is, in his opinion, advisable to determine the
cause of death and is in the public interest. However, according to the chief medical
examiner (CME), local medical examiners have been urged not to accept apparently
non-violent deaths as medical examiner cases and not to request an autopsy for a
sudden or unexpected death unless there are clear signs that the death was the result
of a violent act. The office has taken this position, the CME stated, as a result of
budgetary constraints and pathologists workload. According to the CME, rather than
enforcing a policy which violates the discretionary authority that the Code ofVirginia
grants medical examiners, some local medical examiners have resigned.

Based on this information, it appears that legislative intent requiring that
autopsies be performed on sudden or unexpected deaths is not being carried out prima­
rilyas a result of an extremely high caseload and associated costs. This increased
workload for the State's nine forensic pathologists has been fueled by two factors: (1)
an inadequate number of established positions for forensic pathologists and support
staff; and (2) inadequate funding for activities such as salaries, transportation of bod­
ies, and reimbursement for local medical examiners.

To further examine this issue, JLARC staffcalculated a workload measure for
the office of the Chief Medical Examiner based on the number of investigations per­
formed by the local medical examiners and the number of autopsies performed per
pathologists for 1994 and 1998. As indicated in Table 22, the average number ofautop­
sies performed per pathologist decreased by ten percent for this time period. This
decline represents the decision by the State Medical Examiner to limit the number of
autopsy requests by the local medical examiners. In addition, because the State medi­
cal e~ners are refusing to accept certain autopsy requests from local examiners, the
state medical examiner is unable to document the actual number of deaths that may
have required review.

FtmdiIw /'or CJDl. Funding for the Office of Chief Medical Examiner has
been a problem since 1991. As a result ofthe shortfall in budget revenues, the office cut
ten percent, or $70,000, from its budget by eliminating payments for travel and cars for
the doctors and decreased caseload to reduce the cost of medical examiner fees, trans..
portation costs, and autopsy supplies. According to the chief medical examiner, the
office often ends the fiscal year over budget and has to rely on VDH to transfer funds
from other functions to cover their costs.

The former director ofVDH's office of budget services stated that funding for
the chiefmedical examiner's office is problematic because of the high salaries required
to hire and maintain the pathologists. For example, the office attempts to hire candi-
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------------1Table22!l-----------­

Average Caseload of Local Medical Examiners
and State Pathologists

1994 1998
Average number of investigations performed per local
medical examiner 14 12
Average number of autopsies performed per
pathologist 319 286
Notes: Number of forensic pathologists includes the chief medical examiner who performs activities other than those

related to autopsies.

Source: Information Drovided bv the office of the chief medical examiner.

dates who are Board certified in anatomical patholoIDT, clinical patholog)T, and forensic
pathology: Persons with these credentials can command a higher salaIy in other states.
The former director added that since the General,Assembly originally funded positions
for medical investigators to assist in cases, the Department of Personnel and Training
(DPT) established the new classes for these positions and determined the compensa­
tion level be set at grade 14. These four positions were filled as of October of this year.

Stol/inl I.811e.. Staffing has also caused problems for the office. For ex­
ample, in May 1999, the chiefmedical examiner sent an electronic message to the State
health commissioner concerning the staffing situation at that time in the Roanoke
ofijce. The message reads in part:

[T]he autopsy tech staffing situation in Roanoke has gone from bad
to worse. The office recently endured several days when the one full
time autopsy technician was absent for illness... Roanoke performed
638 autopsies in 1998. In order to alleviate the full·time [autopsy
technician position] afternoon/per week shortage I can shut the office
down on Saturdays but this will not resolve the problem of cases
being delayed because of the restricted hours of the [part·time posi·
tion] nor will it resolve the problems precipitated by the full-timer's
annual leave and sick leave absences. Closing the office on [8]aturdays
means that all cases arriving after 12 noon on Friday will be held
over until Monda~

Moreover, as a result of serious illnesses, the regional offices in Roanoke and
Northern Virginia each operated with only one pathologist from March 1999 to Sep­
tember 1999. This required the remaining pathologists to deny accepting certain au­
topsy requests because of caseload, according to the chief medical examiner.

In addition to the amount oftime forensic pathologists spend on each autops)T,
which may average two to five hours per case, a significant portion of their time is
spent away from the office performing other activities, such as testifying in court pro­
ceedings. According to the chiefmedical examiner, in 1998, the two pathologists in the
Western regional office spent a total of 307 hours (almost eight weeks) in the courts.
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Finally; the pathologists are also required to serve as educational resources at the State's
medical colleges.

Current staffing standards established by the National Association of Medi­
cal Examiners (NAME) appear to indicate that Virginia's Office of the Chief Medical
Examiner is understaffed in certain functions. Based on minimum personnel require­
ments, the four CME regional offices are all staffed below standards for the positions of
Assistant Chief Medical Examiner, Autopsy Technician, and Medical Photographers.
For example, the CME's Eastern Regional Office is understaffed according to national
standards by one Assistant Chief Medical Examiner, two Autopsy Technicians and one
Medical Photographer.

VDH should move quickly to resolve these problems and reaffirm the autho:F­
ity of the local medical examiners to perform investigations and to request autopsies at
the State level.

Ret!oIlUlU!lldatio" (La). The Departmeut of Health should conduct a
workload analysis to identify the staffing levels Deeded in the Office of the
ChiefMedical Examiner to meet the autopsy requirements in the Code orYir­
,miD.

.rAeO//ice0;.8IIIeFlentJyHedicolSenict!8. Currently; the Office of Emer­
gency Medical Services (OEMS) is responsible for planning and developing a State­
wide comprehensive, coordinated emergency medical care system. This system incor­
porates facilities, transportation, manpower, communications, and other components
as integral parts of a unified system designed to improve the delivery of emergency
medical services in the State. In addition, OEMS provides regulatory services includ­
ing certification of emergency medical personnel, permitting ofemergency medical ve­
hicles, and the licensing of emergency medical services agencies. Fina1l~ OEMS pro­
vides technical assistance to the emergency medical services communit~

Among OEMS' duties are responsibilities for developing a plan and for regu­
latins providers ofair medical evacuation (medevac) services. The air medevac system
is supposed to deliver a high level of medical care to the site of an accident or medical
emergency; and rapidly transport (fly) seriously ill and injured patients to higher levels
of medical care. A separate review by JLARC staff of air medevac services in Virginia
found that OEMS performance in plan development and regulating providers has been
weak. For example, although there is a statutory requirement that the statewide Emer­
gency Medical Services plan be revised every three years, the existing plan has not
been revised for 16 years. The JLARC review concluded that OEMS needs to playa
stronger role in the planning and coordination of air medevac services in Virginia.

For this study of VDH, a different type of issue was identified regarding an­
other OEMS responsibility - patient transportation services, commonly referred to as
wheelchair transportation services. There are indications that this responsibility is
misplaced. Wheelchair transportation services involve non-emergency transportation
of patients to and from their homes to doctor's offices, hospitals, or other facilities for
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regular appointments. In fact, according to 12 VAC 5-30-200 E.1.b of the Virginia Ad­
ministrative Code, wheelchair transportation services are not to be used for emergen­
cies or the transportation of patients who require any level of medical care. OEMS
staff have stated that having to regulate wheelchair transportation services interferes
with OEMS' ability to deal with the other emergency related activities they are re­
quired to perform.

In addition, there are two other agencies involved with the regulation ofwheel­
chair transportation services. The Department of Motor Vehicles (DMV) is responsible
for determining how the vehicles are to be registered. The Department of Medical
Assistance Services (DMAS) provides reimbursement to the transportation services
provide~s based on the number of trips made. As indicated in Table 23, the number of
agencies providing wheelchair transportation services has increased by 157 percent
since 1996. This is the largest percentage increase of all agencies regulated by OEMS.
In addition, the percentage of vehicles permitted for wheelchair transportation ser­
vices has increased by more than 300 percent over this same time. According to OEMS
staff, operators ofwheelchair transportation services are often unprepared to meet the
criteria required for licensing. A position paper prepared by the office in April 1999
states:

Unlike the vast majority ofEMS agencies, wheelchair transportation
services applying for licenses typically require multiple inspections
before successfully complying with minimum basic requirements.
Frequently; this inefficiency is due to the owner/representative's in­
ability to understand basic concepts inherent in the standard prac­
tices of medical transportation.

------------ITable231~-----------­

Number of Agencies Permitted by the
Office of Emergency Medical Services

Calendar Year
Type of Service 1996 1997 1998 1999

Emergency Ground Transport - Advanced Ufe Support
331 352 384 422

(Cardiac/Paramedic)
Emergency Ground Tr~nsport - Advanced Life Support (Shock 50 54 43 34Trauma)

Emergency Ground Transport - Basic Life Support 64 75 57 42

Fixed Wing Transport 2 4 4 4

Wheelchair Transport Services 46 62 67 118

Total 493 547 555 620

Note: Data for 1999 is through October. 1996 data may be incomplete.

Source: Information provided bv VDH's office of emeraencv medical services.
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In fact, OEMS inspectors have to return to these operations more frequently
because the agency vehicles do not pass the inspections. The office's position paper
continues, "[allthough these agencies comprise only 14% of the total number of agen­
cies licensed.. They account for as much as 50% of the time and effort of licensure staff"

Recommendation (14). The Department ofHealth and the Department
ofMedical Assistance Services shouldjointly develop a fOrDlula for reimburs­
ing the Office ofEmergencyMedical Services for the inspection and licensing
of wheelchair traDsportatiOD services agencies.

Conclusion: Stefting Issues Require Attenti()D

Across the divisions of shellfish sanitation, long-term care services, and the
Office of the Chief Medical Exam;ner, there are concerns regarding the adequacy of
existing resources to meet program expectations. In the divisions of shellfish sanita­
tion and long-term. care, the demands of federal requirements are making it difficult
for staff to meet previous workload levels. In order to manage workload, the Office of
the Chief Medical Examiner is not accepting certain types of cases authorized by the
local medical examiners pursuant to legislative intent. The Department of Health
needs to address the resource needs of these activities.

~,;(.16). The Virginia Department ofBealth should de­
termine whether current staffing levels for its regulatory programs are ad­
equate to meet program requirements. VDH should identify the resources
needed to adequately carry out the regulatory functions and pre&eJlt its find­
ings to the Bouse Appropriations and SeDate Finance Committee by Septem­
ber 2000.
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v. State-Level Management of the
Virginia Department of Health

In 1995, the Commissioner of Public Health charted a new and ambitious
course for public health that was later articulated in the agency's 1997 strategic plan.
Two years later, under a new administration and acting commissioner, VDH submitted
a slightly modified version of this plan to the Secretary ofHealth and Human Services.
In part, this plan outlines the agency's future strategies for addressing critical weak­
nesses in the system, ranging from eliminating disparities in local funding to changing
the health department's role as a healthcare provider of last resort.

The responsibility for successful implementation of this plan rests with the
agency's current commissioner and her team of senior managers. However, because of
a series of problems associated with the management of this agency; there is some
concern about the ability ofVDH to carry out its strategic plan. The impetus for these
concerns has been instability in the commissioner's office, high staff turnover among
senior management, and problems the agency has experienced with the implementa­
tion of its new integrated online network or data system. This chapter presents find·
ings from JLARC staff's examination of the State-level management ofVDH.

The data examined for this review indicate that the management ofVDH has
been adversely impacted by a number offactors. Paramount among these has been the
frequent turnover among health commissioners. Since 1991, there have been five health
commissioners at VDH. Furthermore, the fact that the current commissioner is still
consIdered "acting" has fostered an atmosphere of instability among central office staff
and raised questions in the field about the consistency and clarity ofVDH's mission for
public health.

More damaging, the fluid nature of the leadership in the commissioner's office
appears to have contributed to unusually high turnover among senior managers at
VDH. This has severely weakened the internal planning process and may have per­
petuated funding problems for a number of the agency's divisions. These organiza­
tional problems have been especially harmful to the operation of the Office of Informa­
tion Management (OIM) and its plans to modernize the agency's computer system.
Unless these problems are addressed, it is unlikely that the agency will achieve many
of the goals outlined in its 1999 strategic plan.

THE IMPACT OF CHANGING LEADERSHIP

To carry out its wide and diversified range of public health activities, VDH
employs a large professional staff, headed by a Commissioner of Public Health. Ap­
proximately one quarter of VDH staff work in the central office or at a satellite or
regional facilit~ Since the majority of the public health services are provided through
the local health departments, management staff at the VDH central office are respon-
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sible for setting the course for public health through planning and policy development.
Other staff at the State office function primarily as a source of technical assistance for
the health districts and local health departments.

To guide the work of the system, over the last five years, VDH has established
a strategic plan that identifies 14 goals for public health, nearly 50 objectives, and
more than 200 strategies that must be implemented to meet those objectives. While it
is still too early to assess the agency's performance for such a long-term plan, there are
a several major problems within the organization which have adversely impacted VDH's
initial efforts to implement this plan.

Specificall)T, this study found that change and instability have marked the
operations at VDH. Since 1991, five different commissioners have been appointed to
VDH, serving an average term of less than two years. Among senior managers, there
have been seven deputy commissioners of public health in three years, three directors
of the Office of Epidemiology in two years, and four directors of the Office of Informa­
tion Management since December 1997.

This instabilityhas impacted the agency's ability to obtain the resources needed
to address numerous issues. Despite the funding shortages documented in previous
chapters for community public health services, the public health regulatory function,
and basic public services such as performing autopsies, the agency has not had a con­
sistent voice to advocate for needed resources. As a result, VDH has been slow to put
forth plans to remedy these problems.

Equally important has been the impact of these staffchanges on the agency's
internal planning process. Without consistent leadership, development of the articu­
lated vision for the agency and its role in the health policy arena has been weakened.
Most notably, a major initiative undertaken in 1995 to redirect public health resources
away from the provision ofprimary healthcare has since lost momentum. This has left
local health departments uncertain as to VDH's future goals for public health, espe­
cially as it relates to their role in the provision of healthcare services to the indigent
population.

Vacuum in Agency Leadership Has Produced a Host ofProblems

As the central management unit for the Commonwealth's vast program of
public health, senior managers at VDH face a number of responsibilities related to
management of this system. Through the articulation of a clear mission and a sound
strategic plan, management is responsible for outlining the course of public health
statewide. Senior staff are expected to accurately assess the needs of the system and
implement a plan to ensure that those needs are met. Also, the central office is ex­
pected to provide the required technical assistance and training to improve the opera­
tion and effectiveness of public health services across the State.
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This section of the chapter documents the magnitude of staff turnover in se­
nior VDH management positions and discusses the impact of these changes at a broad
level. Then, some specific consequences of this turnover are discussed, including a lack
of progress by VDH on its strategic plans, inadequate attention to funding central of­
fice functions, and a lack of clarity as to VDH's role with regard to the provision of
primary healthcare services.

YDHMDnOIement StaffTuI7lODer and ita BroadImpact on llu! Han­
qenumt 0;PII1Ilic Het:JlIA. Since 1996, frequent turnover and the use of 'acting'
rather than permanent replacements have marked VDH senior management positions,
including the State Health Commissioner. In fact, the average length of tenure for the
commissioner has been less than a year and a halfsince 1994. Table 24 illustrates this
turnover. As indicated, there have been five commissioners since December 1991.
Moreover, ofthose five, three have served as acting commissioners, including the present
commissioner who has served in that capacity since December 1998.

Since the health commissioner sets policy for the entire agen~ the impor­
tance ofconsistent and stable leadership, especially in a large agenC)r,·cannot be under­
estimated. As part ofVDH's 1996 - 1998 budget submission to the Secretary of Health
and Human Resources, the commissioner described the importance of stable leader­
ship in an agency with a large set of functional responsibilities such as VDH in this
way:

As an agency with myriad programs and locations, having central
leadership to establish the overall themes and policy direction for
health care service provision and related issues which are then tai-

-------------iITable241f------------­
Tenures for Commissioners of Public Health

.Commissioner Length of Service Permanent or Acting

Dr. E. Anne Peterson 11/99 - Present Permanent

Dr. E. Anne Peterson 12/98 - 11/99 Acting

Dr. William Nelson 8198 -12/98 Acting

Dr. Randy Gordon 11/95 - Bl98 Permanent

Dr. Donald Stem 6/94-11/95 Acting

Dr. Robert Stroube 12/91 - 6/94 Permanent

Dr. Robert Stroube 9/91 -12/91 Acting

Dr. C. M. B. Buttery 7/86 -9/91 Permanent

Source: Document Drovided bv VDH.
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lored to local conditions in their implementation at the district I local
health department level is essential for quality assurance, unity of
purpose, and consistency of operations.

VDH has also experienced significant turnover among senior management
positions since 1996 (Table 25). For example, the position of deputy commissioner for
public health has turned over seven times since July 1997. In addition, the director­
ship ofVDH's Office of Information Management has changed hands four times since
November 1994, and the Office of Epidemiology has had three directors since Septem­
ber 1997.

Even though these management positions are not responsible for any direct
provision of public health services, they perform critical functions. For example, new
State initiatives or policies regarding family health, epidemiological services, or envi­
ronmental health, must flow through the office of the Deputy Commissioner of Public

-----------~ITable251-----------­

Tenures for Senior Managers at the
Virginia Department of Health

Employees Serving Acting or
Position In the Position Permanent Dates

Deputy Commissioner Dr. Bob Stroube Acting 9/1/99 - Present
for Public Health Dr. Clydette Powell Acting 12/23198 -8131/99

Dr. E. Anne Peterson Acting 11/16198 - 12/22198
Dr. Curtis Thorpe Acting 10/5/98 - 11/15/98
Dr. Grayson Miller Acting 8/24/98 - 10/2198
Dr. William Nelson Acting 4/25/98 - 8/4/98
Dr. carl Armstrong Acting 7/10/97 - 4/24/98
Dr. Donald Stem Actina 11/1/95 -7/10/97

Deputy Commissioner 10/19198 - Present
for Health Policy and Dr. Clydette Powell Permanent (Position did not exist
Health Care Deliverv prior to 10/19/98)

Deputy Commissioner Helen Tarantino Permanent 11/16/96 - Present
for Administration Helen Tarantino Acting 3/11/96 - 11/15/96

Associate
Commissioner for Jeffrey Lake Permanent 12/1/96 - Present
Community Health

Services

Office of Dr. Robert Stroube Permanent 10/1/98 - Present

Epidemiology Dr. Suzanne Jenkins Acting 9/10/97 - 1011198
Dr. Grayson Miller Permanent 10/1/86 - 9/10/97

Office of Family Dr. Donald Stem Permanent 7/10/97 - Present
Health Services Margaret Tate Acting 4/1/96 -7/10/97

Mark Neidinger Consultant 6/23/99 - Present
Data Processing EJetta Heath-Hansen Acting 8/10/98 - 5/9/99

Director Dr. Jared Florance Acting 12/16/97 - 7/21/98
Gary Blankenbecler Permanent 11/14194 - 12101/97

Source: DocU'Tlent Drovidecl by VDH.
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Health. More importantly; with such frequent turnover the effectiveness of manage­
ment is perceived by other VDH staff to be sharply limited. As one VDH office director
stated regarding VDH senior management:

[t]here is a tendency not to do anything significant. No one is in the
deputy's or commissioner's positions long enough to learn the sys­
tem. It's not that they don't want to do anything, but no one is there
long enough to make informed decisions.

The Code ofVirginia states that the protection, improvement, and preserva­
tion of public health are essential to the general welfare. To foster VDH's mission, the
agency has a state-appropriated budget in FY 2000 of over $400 million and has over
3,700 authorized positions. The agency needs greater continuity in leadership to effec­
tively guide the department into the future and ensure the most effective use of re­
sources.

Rt!co-.e1Uiotion (.16). A permanent commissioner for the Vu-giDia
Department of Health should be appointed. (Note: The acting commissioner's
appointment was made permanent shortly before this report went to press.)

AlJiliIyo,YDHto Bseclde Stndelic P10Iu HQII Been in .Do1dJt In 1997,
after an extensive planning process, the Commissioner of Public Health submitted an
aggressive strategic plan for VDH. A key part of this plan involved attacking the major
weaknesses in the State's public health system. These included the following:

• lack of funding to implement the JLARC funding formula and inequities in
the cooperative budget,

• the evolution ofthe local health departments as the providers of last resort,

• increased dependence of the health department on revenue from the
healthcare services provided to the indigent population, and

• insufficient resources devoted to program assessment, data analysis and
strategic planning.

Mer some initial activity following the 1997 strategic planning process, little
was done to implement many of the identified activities. Senior management staff
were able to initiate the work required to quantify inequities in the cooperative budget
and document the declining revenue base of local health departments. In fact, as a
result of the frequent turnover in the State Health Commissioner's position, work on
implementation of much of the strategic plan appears to have been held in abeyance
until the current commissioner was appointed.

Since then, it seems the strategic planning process has been re-started using
the 1997 plan as a baseline, including giving the district directors the opportunity to
identify and address issues in their districts. This plan re-stated many of the weak-
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nesses of the system while reiterating the plans to move public health in a different
direction. However, as the current commissioner's comments included in the agency's
1999 strategic plan indicate, the agency has not devoted a sufficient amount of time to
the effort:

...the compressed time frame in which we carried out this important
activity since arriving late last year and the subsequent heavy Gen­
eral Assembly session have not allowed us to spend as much time as
is appropriate and as I would have liked for such a critical part of
shaping this agency's future.

Unless greater continuity is brought to the management of the department, the ability
of the department to execute any strategic plan elements that require a long-term
commitment is in doubt.

InodetpudeAltenlionHaaBeen CiDen toFundinlCentrrzlOJ1iceFunc­
tiona. A number of the division directors interviewed by JLARC staff traced problems
with the funding of public health functions at the State level to turnover among the
commissioner and senior managers. In fact, only eleven percent of these directors
stated that this turnover had no effect on their divisions. Most noted that due to turn­
over and lack of communication between senior managers and the division directors, a
proactive approach to determining the needs and priorities oftheir functional areas no
longer exists. Previousl)T, senior management would request each program office to
submit a budget request and then management would decide whether or not to include
that request in VDH's overall budget, according to a current office director. Now, while
VDH offices are not prohibited from submitting a request, management no longer so­
licits specific budget requests.

As a consequence, 13 of the 19 division directors (almost 70 percent) that re­
sponded to a JLARe survey regarding the operation of their division indicated that
their units were not appropriately funded. Yet, only three of these directors actually
requested additional funding through the VDH budget process. According to some di­
rectors, the decision not to submit requests was based on the constant changes in agency
leadership, the internal breakdown in the process for assessing resource needs, and the
perceived absence of an effective voice at the commissioner's level to advocate for addi­
tional funding.

In the absence ofadditional funding, the majority ofthe 19 VDH divisions rely
heavily on non-general fund dollars to provide public health functions in Virginia. For
example, survey data reveal that over 69 percent of all division funds were received
from sources other than the State general fund in FY 1999 (Figure 25). This amounted
to approximately $62 million for that year. Non-general fund revenue sources include
grants from the federal government as well as philanthropic organizations. In addi­
tion, some divisions receive funding from user's fees. Still, these dollars have not been
sufficient to adequately support key regulatory functions at VDH, the Chief Medical
Examiner's Office, and the division of HIVISTD.
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The need for additional funding has impacted the divisions' ability to provide
their core functions. Ten of the 19 division directors indicated on a JLARC survey that
the core services they provide were most impacted by the current level of funding. For
example, both directors of the division of Tuberculosis Control and HIV/STD stated
that funding has impacted their ability to purchase and provide medications to those
in need. In the case ofTuberculosis Control, little attention appears to have been paid
by semor managers to the need for providing TB medication free ofcharge to the unin­
sured despite the implications of non-compliance with this program.. The division di­
rector ofTuberculosis Control explained that:

...currently there is no provision to provide anti-TB medications for
treatment ofdisease and preventive therapy for patients free ofcharge.
These drugs are expensive and must be taken over long periods of
time. The cost may create barriers to adherence to drug regimens
which may lead to drug resistance.

Given the contagious nature of the disease, the benefits of responsibly ad­
dressing these therapy needs extends beyond those who actually receive the treat­
ment, and meets public health standards.
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VDH Po/icy Direction and Guidance fOr Healtll Di8tricta Regtll"din6
tileProvision ol'.PrimaryHealtllcare Seroice8BaaBeen Unc/em: When manage­
ment at VDH began work on the strategic plan in the mid 1990s, there was a growing
sentiment among many in the public health field that health departments have moved
away from the basic purpose of public health to become more involved in the provision
of primary healthcare services for the indigent population. This shift, it was argued,
has led to an emphasis on medical care and movement away from the original goals of
the system. This, some contend, has weakened prevention activities and resulted in an
erosion of the basic health infrastructure, making it difficult. to focus on controlling
diseases stemming from activities such as poor food handling.

According to a number of senior members of VDH and several district direc­
tors, the department established a clear course to move public healthcare services away
from primary healthcare to the poor and towards more population-based services in
1995. This approach was also in keeping with the department's plan to reduce the
public's reliance on local health departments as a provider of last resort.

As a part ofthis plan, the agency applied for and received in 1997 a grant from
the WK Kellogg and Robert Wood Johnson foundations for the Turning Point program..
The program provides VDH with the resources and opportunity to consider and plan
for organizational and programmatic changes necessary to strengthen VDH's capacity
to provide essential public health services in the upcoming century: Among the many
issues being addressed through Turning Point is the roles and responsibilities of local
health departments related to the delivery ofprimary health care services. Concurrent
with the statewide activit:y; each ofthree local public health partnerships have received
approximately $60,000 to support local planning and implementation.

Since that time, turnover in the commissioner's office, according to some staff,
has "crippled" the agency's ability to articulate the public health mission. As a result of
this, local health departments are confused about the State's plans in this critical area.
One local director stated:

We used to understand the mission of the agency and where the de­
partment was moving on key public health issues; now we simply
have no clue.

Another health policy expert agreed that Turning Point is a "strong initiative" but stated
that the efforts ofVDH staff to bring about the shift away from primary care are being
made in a "vacuum of leadership."

The following statement from one senior manager who shared this view high­
lights the problems this has created for the system:

After initially proposing that VDH would get out of primary care,
there has been no movement to actually do it, because there is no
clear plan. [In the meantime,] the fiscal bases of the local health
departments are crumbling as a result of the decreasing revenues.
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Formerly; a local health department had three main sources of rev­
enue: 1) the State, 2) the local governments, and 3) revenue sources
(of which the big contributor was home health services). Since home
health services has been privatized to a large extent, a third of their
funding sources are gone. Meanwhile the State has made no adjust­
ment to compensate for that loss. In fact, locals are now getting hit
by inflation and things such as salary increases.

Survey data examined by JLARC staff seem to support this statement. These
data show that there has been no significant shift in the number of local offices that
provide non-mandated healthcare over the last eight years. In 1990,99 percent oflocal
health departments were in the business of primary healthcare. Eight years later, 95
percent of local health departments were still providing these services. Furthermore,
nearly 90 percent of the health departments in the State indicated that they plan to
provide these types of services in the future. These health departments remain in the
business because they need the revenue (even if it has begun to decline) and because
some of their clients have no other options for services (usually in rural areas).

Through a survey of local health departments, information was collected on
the types of services provided by these offices in 1990 and 1998 (Table 26). These data
begin to reveal certain trends in local service delive~ While the number oflocal health
departments that provide gynecological services, blood lead level testing, and baby care
services increased, the most substantial trends were negative. For services such as
sick child care, home health care, personal care, and adult dental care, the number of
local health departments that no longer provide these services dropped by at least 30
percent. For home health care, a major revenue source for the local offices, the decline
was steepest at 59 percent.

Nonetheless, this has not been an organized retreat from primary care service
for the local health departments. \Vhile many local offices have developed referral
agreements with other providers, 30 percent have not. Among rural localities this
percentage is nearly 40 percent. For many of the local health departments, there was
an expectation that the revenues lost to privatization would be replaced by the State
because these funds were used to support the basic infrastructure of the mandated
public health programs.

However, since the position was established, the burden of many administra­
tive support duties previously carried out by the regional office structure have fallen to
the Associate Commissioner, particularly since staffing levels for VDH central admin­
istrative offices have decreased in the last five years. In addition to the expected man­
agement responsibility associated with supervising the district directors and serving
as the main point of contact with local governments, the Associate Commissioner has,
until very recentl~been the second or third step manager in grievances for 2,900 em­
ployees in local health departments. The workload associated with such grievances
has reduced the opportunities the Associate Commissioner has had to set policy direc­
tion for and communicate with health district management and their staffs.
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------------ITable26(-----------­

Trends in the Type of Non-Mandated Primary Healthcare Services
Provided by Local Health Departments

Percent
Type of Healthcare Service Provided 1990 1998 Change

Babvcare services 72% 860/0 +19
Sick childcare 19% 13% -31
Blood lead level testing 68% 82% +17
School health services 47% 44°,/0 -6
Treatment and referral for gynecoloaical problems 61% 700/0 +15
Home health services 74% 30% -59
Personal care services 40% 250/0 -38
Pharmacy services 30% 30°,/0 0
Hypertension screenina. referral, and counseling 92% 800/0 -13
Dental services - children and adolescents 66% 71% +8
Dental services - adults 27% 19°k -30
Indigent care - children and adolescents 63% 520/0 -17
Indigent care - adults 29% 23% -20
Well women1s care services 57% 57% 0
Notes: A total of 117 of the 119 local heatth departments responded to the JLARC survey.

Source: JLARC staff survey of local health department staff.

. The Associate Commissioner for Community Health Services is the agency's
primary point of contact between the directors in the district health departments and
the State, and hence the central office's advocate for Turning Point. As such, the Asso­
ciate Commissioner is responsible for keeping the districts and localities apprised of
policy decisions made by the central office. Howevez; the position ofAssociate Commis­
sioner has evolved into a more managerial position as time has passed. Currentl~the
Associa.te Commissioner has direct responsibility for all 35 district directors, including
performance evaluations, is the second step in the grievance process for 2,900 agency
employees, and monitors and maintains the agency's relationship with the local gov­
ernments. Therefore, the Associate Commissioner has fewer opportunities to shape
policy direction to the districts.

Recommendolion (.17). The Virginia Department ofHealth should re­
duce the admjnistrative duties of the Associate Commissioner to allow this
position to fOCWJ on broader issues of policy direction and eommUDication.

C1uu¥finI RefJuiremenU /br tile Commisaioners Position. One factor
that significantly impacts the process for appointing commissioners is the position
qualifications that are codified in State statute. Although the commissioner is ap­
pointed by and serves a concurrent term with the Governor, statute requires that the
commissioner be a licensed physician in Virginia and also:

...certified by the American Board ofPreventive Medicine, experienced
in public health duties, sanitary science and environmental health,
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and otherwise qualified to execute the duties incumbent upon him by
law.

Questions have been raised about the appropriateness of requiring the State's
health commissioner to be certified by the American Board of Preventive Medicine
(ABPM). In 1996, less than one percent of all physicians nationwide met this criteria.
While this may not explain the excessive turnover that Virginia has experienced in
that position, this requirement may be overly restrictive upon the pool of available
candidates. In fact, some physicians who have served as the United State's Surgeon
General would not qualify to be Virginia's health commissioner. The 1999 General As­
sembly considered two legislative attempts to expand the commissioner's qualifica~

tions to allow certification byABPM or"a recognized board in a primary care specialt:y."
Both of these bills were defeated.

.Recollll1lendalioll (18). The General Assembly may wish to consider
revising §32.1·17 ofthe CodeofYirginis to broaden the requirements for State
Health Commjssioner to include membership in any recognized board in a
primary care specialty.

VDB'S MANAGEMENT OF VISION AND YK ISSUES

One ofVDH's major projects during the last three years has been the work
conducted on the development ofa new, complex computer system. The objective of the
agency in designing this system was to integrate the many different data systems that
VDH was operating into an online network. Referred to as the Virginia Information
System Online Integrated Network MSION), the agency hoped the new system would
reduce the inefficient uses of resources, create a public health information warehouse
accessible to all appropriate public health decision makers, and serve as the agency's
vehicle for Year 2000 compliance (Y2K).

. However, many of the factors that have plagued the operation and manage­
ment of VDH' central office functions - absence of leadership, staff turnover, poor
project management, and inadequate funding - have undercut work on VISION as
well. As a result, the project development process has been protracted and the Office of
Information Management (OIM) has not been able to establish a completion date for
the system. This has created considerable tension between OIM and the other divi­
sions within the agency and prompted the Century Date Change Initiative Project
Office (eDCn to take over the day to day operations of VDH's Office of Information
Management.

To ensure that VDH achieves Y2K compliance in a timely manner, CDCI has
relied heavily on contract employees. Moreover, CDCI has provided VDH with sub­
stantial funding during FY 1999 and FY 2000 that has been used for both Y2K issues
and to work on the development ofVISION. However, CDCI completed its Y2K work in
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September 1999. Unless VDH secures additional funding, the agency may not have the
resources to continue development ofVISION.

Development of New Computer System Hampered by Poor Plannjng,

Inadequate Project Management, and StaffTurnover

VDH has been developing a computer system since 1996 to integrate all of the
public health data collected by its functional programs into a central location that is
accessible by appropriate public health officials. This system, known as VISION, is a
software application system designed to run in a Windows 95 clientJserver environ­
ment. When fully implemented, the day to day maintenance of the system is planned
to occur from the VDH's central office. Because much of the public health information
kept on the system is confidential, the encrypted data will travel within VDH's secure
Wide Area Network. The system is being designed to provide access to the agency's
data for the State's public health offi.cials at the central, district, and local levels.

VISION was originally conceived as a means for the agency to achieve Year
2000 compliance while also creating uniformity among the different information sys­
tems functioning within the agency at the time. A report by the Auditor of Public
Accounts (APA) examining the project management for VISION in FY 1997 stated that
the agency was operating approximately 65 separate systems to administer an ex­
tremely broad and diverse scope of services from health clinics and disease prevention
to food inspections. Furthermore, these systems had been developed individually for
each specific division or program. Therefore, while much of the data collected through
the systems were the same, communication between systems was impossible.

Integrating the department's computer systems was believed to be a primary
benefit ofVISION because of the opportunities it presented. According to VDH:

...the goal ofthe VISION project is to integrate all disparate informa­
tion systems within VDH. This will ensure timely access to compre­
hensive information for decision support and to avoid redundancy in
data collection. The data element, which is needed by multiple users,
is collected only one time. Aggregate data is then stored in a data
warehouse, and becomes available to any user with the appropriate
security access.

In addition, the department views VISION as an entire enterprise system
that will also affect its business actions, vendor relationships, and other activities. In
recognition of this substantial change, the VISION system consists of an established
hardware and software infrastructure, a supporting engineering staff, a data adminis­
tration staff (including quality assurance and security), an array of applications and
supporting development staff, and an operations staff (including other quality assur­
ance and security).
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Planning tile DeDe/opment oI'YISION: As a precursor to initiating work
on a project of this magnitude, a considerable amount of formal planning is needed. To
ensure that the planned project will be developed on time and within the funding con­
straints faced by the agency; managers need to assess the financial, technical, and
strategic risks before proceeding. Moreover, documenting the specific products that
will be produced by the project and the timeframe for their production are essential
elements of the planning process. It is equally important to assess whether there is
sufficient staff expertise to carry out the project tasks and to determine whether ~he

required amount of funding is available to meet identified project deadlines.

Based on document reviews and interviews with agency staff, JLARC staff
found that these critical elements ofthe process appear to have been largely neglected
by OIM managers when VISION was initiated in 1996. Specificall:r, DIM did not pro­
duce the planning documentation necessary to realistically complete a project the size
and scope ofVISION. For example, there was no formal needs-assessment completed
to determine whether sufficient expertise existed within the agency to develop the
software applications to ron VISION and to perform. quality assurance and configura­
tion management. In addition, DIM did not initially produce a project plan that could
have served as a roadmap for the future project development.

Finally, and perhaps most damaging, OIM did not develop a budget document
indicating the amount of funding that would be required to develop and implement
VISION and what the source of that funding would be. According to VDH staft the
initial development and planning for VISION occurred during a period of austerity in
State funding stemming first from decreasing budget revenues and second from a gen­
eral downsizing of State government employees. At the time, VDH and OIM manage­
ment staff acknowledged that they would be unable to ask for a general fund appro­
priation to fund a new, large information system within that environment. Therefore,
no formal budget was ever developed for a project that the Auditor of Public Accounts
(APA) estimates will cost over $9 million to complete. VDH staff stated that the OIM
director in 1997 was mostly responsible for the project planning at the time, including
formulating a budget, but his work was never documented. This was an especially
signipcant problem for the agency as this director left the VDH in December 1997.

FluuJiIIIPrrJIJItI"" /br VISION In order to pay for VISION, VDH pursued
two funding sources. The first was through non-general revenue funds such as federal
grants. In fact, the telecommunications infrastructure and part of the hardware and
software were obtained through the use of federal grants for the immunization and
WIC programs. However, as the APA pointed out in its review of the agencys work on
VISION, these are conditional short-term funding sources that changed the agencfs
priority for systems development in ways that were not conducive to completing the
project. For example, if a public health program such as immunization had funding
available, OIM work on that module would become a priorit)r. However, as that funding
dried up and another program, like WIe, had available funds, additional work on the
immunization module would be held in abeyance, while staff worked on the module
supported by WIe funds.
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For the second source of funding, VDH decided to use its system of standard­
ized cost recoveries. Like many large agencies, VDH funds a portion of the cost of its
OIM by charging other divisions in the agency for the computer services they receive.
According to OIM, standard cost recoveries are assessed against each program activity's
budget and are intended to support the provision of information management services
that all units use or can be expected to use.

Prior to the initiation ofVISION, the cost recovery charges for the functional
areas within VDH averaged $44,320 for FY 1995. However, as Table 27 reveals, follow­
ing the start-up for VISION, these charges increased sharply for FY 1997. In six of the
eight divisions selected, the increase in the amount for cost recoveries or charge backs
was more than 30 percent and was over 100 percent for two more.

The use ofstandard cost recoveries in this way has created a substantial amount
of intra-agency tension at VDH. A number of division directors interviewed for this
study expressed anger over the VISION project and OIM's administration oithe project.
For example, one manager cited an instance in which aIM collected "a substantial
amount offunding" from their program area but produced no final, working products to
show for it. Another director stated:

...the charge backs have no rhyme or reason to them. Two years ago,
[the office] called the help desk at aIM for one issue. When they got
the bill, the office had been charged $54,000. One year [the office] got
a $75,000 grant. All that money went to DIM and they got nothing to
show for it.

These perceptions about the inappropriateness of the cost recovery charges
and lingering questions about the fmal product has engendered a loss of confidence in

-----------~'TabJe271~----------­

Percentage Change of Selected Division Budgets Spent on
Cost Recoveries for the Office of Information Management

Percentage Change of Division's
Cost Recovery Charges

Percent Change
Division FY 1995 FY 1997 FY 1995 - FY 1997

Division of Women's and Infants' Health $75.880 $80.793 6.47
Division of Child and Adolescent Health $20.825 $38,088 82.90
Division of Dental Health $ 1 181 $ 2,432 105.93
Division of STD I AIDS $57.642 $77,425 34.32
Division of Immunization $21,882 $67,226 207.22
Division of Tuberculosis Control $ 9.098 $14,113 55.12
Division of Water Supply Engineering $42,025 $40,239 -4.25
Division of Shellfish Sanitation $ 7.639 $10,173 33.17
Note: The STD and AIDS programs were charged separately for cost recoveries in FY 1995.

Source: JLARC studY team analvsis of data orovided bv VDH.
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OIM by the division directors at VDH and raised doubts about the future efficacy of
VISION. Table 28 summarizes the division responses to a list of statements concern­
ing OIM and VISION.

ImpactorStaffCon/liclandTurnover: Two other key factors that have
impeded progress in the development of VISION have been conflict among staff and
the subsequent turnover that followed. During the early phases of the project, the
State Health Commissioner at the time requested the Council on Information Manage­
ment (elM) to conduct a management review ofVISION to identify any areas of con­
cern within OIM that had the potential to adversely impact the timely completion of
VISION.

eIM's November 1997 report identified several issues but singled out per­
sonal conflicts within aIM as "a far more significant threat to the success ofthe VI­
sIoN project than the collective impact of the other issues addressed in our review."
Accordingly; a number of recommendations were made in the elM report. These rec­
ommendations focused on the project's development, methodology; staffing, and project
management. However, the report specifically did not provide recommendations for
the personal conflicts it identified.

According to VDH staff, these conflicts, which hampered communications within
OIM, developed as a result ofsenior OIM management's inability to produce deliverables

----------~ITable2slf------------­
Perception of Division Directors on the Reliability and Quality
of Support Provided by the Office of Information Management

Statement Strongly Agree Disagree
Strongly

Agree Disagree
This division relies heavily on DIM for
information and data management. 11°,10 110/0 530/0 26°,10
(n=19)
DIM provides this division with adequate
information management and support. 0 210/0 470/0 320/0
(n=19)
DIM is timely in responding to this
division's information management needs. 0 160/0 580/0 260/0
(n=19)
OIM has been helpful in developing
information systems to track and report

0 11°,10 500/0 39%
public health activities for this division.
(n=18)
The VISION system will help this division
perform its mandated requirements. 170/0 17% 39% 28°,10
(n=18)
OIM has stated that this division's
computer system will be Year 2000 220/0 67% 60/0 60/0
compliant by the end of 1999. (n=18)

Source: JLARC mail survey of VOH division directors.
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from the VISION project. In addition to the elM report, the Auditor of Public Accounts
in its FY 1997 audit report, identified the VISION project as being nine months behind
schedule. When confronted with these factors, the aIM director chose to leave VDH,
precipitating a loss ofkey OIM staff. Specificall~within one year following the release
of the report, seven key senior staff involved with the project had resigned. The posi­
tions they held included the following: OIM director, VISION project manager, man­
ager of applications development, manager of engineering and support, and systems
engineer. Because these individuals failed to properly plan and develop planning docu­
ments and project roadmaps for VISION, their departures, in the words of one staff
member, were "devastating."

CDCI Bas Taken Control of the OIM Unit to Address Y2K Issues

It is the responsibility of the Century Date Change Initiative Project Office
(CDCn to ensure that the State's computer systems are brought into compliance with
Y2K before the end of the 1999. Because VDH viewed VISION as the vehicle through
which the agency would achieve this compliance, the project delays with VISION pro­
vided the impetus for CDCI to assume responsibility for VISION and eventually the
management and operation of the entire OIM unit.

Current Stotua 01' VDH'a }em- 2000 Compliance B/liJrb. The Depart­
ment of Health has been identified by the Governor as one of the agencies for which
Y2K compliance must be assured. As a result of the agency's many different functions
and multiple locations, VDH maintains a large variety of equipment and relationships
that may be affected by Y2K issues. For example, more than 3,900 pieces of equipment
and 900 software packages had to be analyzed for Year 2000 compliance, along with 82
custom applications and 29 associated data exchanges. Moreovet; Year 2000 compli~

ance also requires an identification ofpossible disruptions in business activities. There­
fore, VDH has had to also ascertain the degree of compliance among 300 mission criti~

cal vendors with whom it does business.

In May 1999, after VDH failed to provide CDCI with documentation to miti­
gate staff concerns about VDH's possible lack of progress in addressing the Y2K prob~

lem, CDCI assumed all responsibility for the agency's Y2K compliance activities. This
escalation followed an initial limited involvement by the project office beginning in
June 1998, which involved non-VISION activities. According to CDCI and VDH staff,
this takeover was caused largely by OIM's inability to provide a detailed plan indicat­
ing how the department would achieve Y2K compliance within the required timeframes.

When CDCI initiated work on VDH's computer problems, one of its first ac­
tions was to reprioritize the agency's activities towards achieving Y2K compliance. The
aIM director at that time focused the office's work on completing and implementing
VISION in time to allow for any necessary Y2K remediation activities. However, as
part of its authority, CDCI required each State agency to produce a detailed plan iden­
tifying project milestones and indicating how the agency planned to meet those mile­
stones. Despite DIM's attempts to implement VISION, CDCI was concerned with the
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agency's inattention to its plan requirements and therefore, decided to escalate their
involvement with the project.

As a part of this escalation, CDCI focused on remediating the agency's legacy
computer systems that were separate from VISION in order to be able to implement,
test, and correct any problems that may occur with these products prior to the end of
the year. Therefore, aside from those VISION modules that were implemented and still
working as part of the Phase I development of the system (which at that time were
Registration, Immunization, Encounter, Community Events, and EMS Trauma Regis­
try), no more VISION modules would be added to the system before 2000. Originally;
Phase II ofVISION (comprising the environmental services modules) was scheduled to
be implemented and operating in time for 2000. However, after evaluating the likeli­
hood of implementing all ofPhase II, CDCI decided to divide the project into two parts
- Y2K compliance and VISION development - and focus its resources on compliance.
This means that the following modules will not be added to VISION in the foreseeable
future: Sewage and Water Services, Food and General Environmental Services (includ­
ing restaurant inspections), Rabies, Complaints, and Activities.

VDH created an advisory committee in January 1998 to oversee the agency's
information management projects. The Agency Information Management Advisory
Committee (AIMAC) is comprised of approximately ten members drawn from staff
among the VDH central office and district offices. AIMAC was originally tasked with
recommending priorities and funding mechanisms for the department's information
management needs and also providing oversight of on-going information projects and
initiatives. In this role the committee is briefed on agency projects, including VISION,
and occasionally provides recommendations to the State Health Commissioner. De­
spite this relationship with information management projects, AIMAC has not pre­
scribed any timetable concerning when the remaining VISION modules should be com­
pleted.

CDCIUae oTConl1'YzctPoaitioll8. As a result of its involvement with DIM,
the project office has increased the number of contract positions working on VISION
and ~he department's Y2K issues. This decision was spurred by reports from two con­
sulting groups that provided assessments of DIM's activities. The resulting reports
concluded that OIM was not adequately staffed to provide the necessary amount of
attention a project the size and scope ofVISION required. CDCI has primarily relied
upon these contract employees to perform many of the tasks previously performed by
DIM staff and also to fill the additional positions recommended by two consulting re­
ports. CDCI has maintained a monthly average of approximately 33 contract staff to
work in the DIM area, peaking at more than 45 positions during the summer of 1999.

Overall CDCI spent more than $3 million of almost $7 million in funding
available from Item 548 in the 1999 Virginia Acts of Assembly on VISION and Y2K
work for VDH in FY 1999. CDCI's total expenditures for contract staffin FY 1999 were
more than $600,000. Given the staff resignations at VDH and CDCI's heavy reliance
on contract staff to complete its work, there are concerns that OIM will not have the
technical expertise or resources needed to continue the VISION project when CDCI
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withdraws its resources by the end of the year. These concerns are heightened when
the appropriations and expenditure history for VDH's aIM unit are examined. The
funding amounts appropriated to aIM have been decreasing since FY 1993 while ex­
penditures for those activities have increased (Table 29). For example, VDH has re­
ceived an average computer services appropriation of approximately $615,000 annu­
ally beginning in FY 1993 through FY 2000. However, from FY 1993 to FY 1998, the
agency's average expenditures were more than $4 million per year, creating a funding
gap of more than $3.5 million.

For FY 1999 and FY 2000, CDCI has spent almost $9 million for the express
purpose of completing VDH's Year 2000 compliance activities. Of that total, CDCI has
transferred almost $7 million for FY 1999 from the project office's available funds and
more than $1 million for FY 2000. Both agencies expended a total of almost $3.5 mil­
lion in FY 1999 for VDH Y2K compliance activities. As a result of the unexpended
funds that carried over into FY 2000, VDH now has more than $4 million to complete
its Y2K activities. However, CDCI reported to the Secretary of Health and Human
Services in July 1999 that actual costs would be more than $6 million, producing a
shortfall of approximately $2 million.

.Reco1llllU!lUltdio" (.19)" The Oftice ofInlormatioD Management in the
Virginia Department ofHealth should develop a detailed project plan for the
remajning modules of VISION. This project plan should include a detailed.
budget plan, stafFing requirements, and scheduled completion dates for each
module. The Department of Health should present the VISION project plan
to the Senate FiDance and Bouse Appropriations Committees by February 1,
2000"

-----------~ITable291"-----------­
VDH's Computer Services Appropriations and Expenditures

FY 1993 - FY 2000

Fiscal Year Computer Services Appropriat;on Total OIM Expenditure
1993 $ 709,782 $2,267,454
1994 $ 709,782 $ 2,601,468
1995 $ 586,288 $ 3,055,194
1996 $ 588,106 $ 3,570,431
1997 $445,506 $ 5,409,809
1998 $ 445,506 $ 8,086,017
1999 $ 493,698 NA
2000 $ 510,526 NA

Note: "Computer services" refers to the amount appropriated for the OIM program. "OIM expenditures"
refers to the amount of funding required by OIM to operate the offtee, including intra-agency
transfers known as charge backs.

Source: VDH's 1999 BudQet Submission, amendment number 304.
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Appendix A:

House Joint Resolution No. 137
1998 Session

Directing the Joint Legislative Audit and Review Commission to study the functional
area ofHealth and Human Resources.

WHEREAS, the Joint Legislative Audit and Review Commission is empowered by Chap­
ter 7 (§30-58.1 et seq.) of Title 30 of the Code ofVirginia to study operations of state
agencies to ascertain that such agencies are expending appropriated funds in an effi­
cient, economical, and effective manner; and

WHEREAS, no comprehensive review of the functional area of Health and Human Re­
sources has been undertaken by the Commission since its studies of the individual and
family services budget function, pursuant to Senate Joint Resolution No. 133 (1979);
and

WHEREAS, the Virginia Department of Health's Center for Quality Health Care Ser­
vices and Consumer Protection is responsible for ensuring that federally certified health
care providers comply with state and federal laws regarding quality of care; and

WHEREAS, the Commissioner ofHealth will conduct a study ofthe contractual obliga­
tions of the Virginia Department of Health with the federal Health Care Financing
Administration (HFCA) for the implementation of MedicareIMedicaid certification ac·
tivities, the state facility licensing program resources, and the quality assurance over­
sight responsibilities for managed care health insurance plans; and

WHEREAS, the area of Health and Human Resources encompasses over 17,000 em·
ployees and expenditures exceeding $4.7 billion a year, and the magnitude of govem·
mental services in this area makes it incumbent that the Commonwealth provide such
services in the most efficient, economical, and effective manner possible; now, there­
fore, be it

RESOLVED by the House ofDelegates, the Senate concurring, That the Joint Legisla­
tive Audit and Review Commission be directed to study the functional area of Health
and Human Resources; and be it

REBOLVED FURTHER, That the review and evaluation of this area include an opera­
tions and management study of the agencies of the Secretariat of Health and Human
Resources, including, but not limited to, the Departments of Health, Medical Assis­
tance Services, Social Services, Rehabilitative Services, and Mental Health, Mental
Retardation and Substance Abuse Services. Such studies shall include reviews of the
potential for overlap or duplication of services, unnecessary expenditures, and appro­
priate coordination with local agencies; and, be it

RESOLVED FURTHER, That the review of and the evaluation ofthis area include the
study of the monitoring and oversight responsibilities of the Department of Health's

A-1



Center for Quality Health Care Services and Consumer Protection in health care pro­
vided quality assurance; and, be it

RESOLVED FURTHER, That the review and evaluation ofthe functional area ofHealth
and Human Resources be initiated by the Commission in 1998 and be conducted as
sufficient Commission resources are designated for these studies. The Commission
shall coordinate its review efforts with the House and Senate standing committees of
purview and with existing legislative studies in the relevant areas. The Commission
shall provide a copy ofits interim. and fmal reports to the Joint Commission on Health
Care; and be it

RESOLVED FINALLY, That the Commission submit an interim report to the Gover­
nor and the 1999 Session of the General Assembly and submit its final report to the
Governor and the 2000 Session of the General Assembly as provided in the procedures
ofthe Division ofLegislative Automated Systems for the processing of legislative docu­
ments.

Item 16 L - 1999 Appropriation Act

Cross-Cutting or Client-Based Issues

Pursuant to House Joint Resolution 137 from the 1998 Regular Session, the Joint Leg­
islative Audit and Review Commission shall examine (i) cross-cutting or client·based
issues within the Health and Human Resources Secretariat and (ii) the organization,
management and performance of the Department of Health, including a review of the
Department's monitoring of health maintenance organizations. The review of cross­
cutting or client·based issues shall address study resolutions directed to the Joint Leg­
islative Audit and Review Commission by the 1999 General Assembly that relate to
services provided by agencies of the Health and Human Resources Secretariat. As
resources are available, the review of cross-cutting or client-based issues shall also
include issues that are relevant to multiple agencies in the secretariat, such as
potential overlap or duplication of services. The Commission shall complete its work
and submit its findings to the Governor and the General Assembly no later than the
2001 Session.
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AppendixB

Sampling ElTors and Results of Significance Testing for
Data Tables Presented in This Report

This appendix provides the sampling error for each of the estimates used
in Chapter II of this study. When working with sample proportions, a key issue is
how precise the statistic is an estimate of the population proportion. Sampling
errors define the level of precision around the sample proportion and they are based
on the size of the sample from which the proportion is calculated. The lower the
sampling error, the closer is the true population parameter to the sample proportion.

Reasons for Visit to Food Service
Establishments

Routine Inspection
Follow-up Inspection
Complaint Investigation
Hazard Analysis & Critical Control Point
Foodservice Critical Procedures Report
Other
Reason Not Specified

B-1

Percentage

750/0
60/0
6%

1%

1%
30/0
90/0

Sampling Error

1%
1%
1%

0.2%

0.2%
0.4%
1%



Priority Class of Establishments
No PHFs
Low Priority Class
Medium Priority Class
High Priority Class

Percentage
20/0

260/0
380/0
34°k

Sampling Error
1°J'o
30/0
30/0
3%

Establishments with the Recommended Inspections Per Year
As Sampling Not As

Recommended Error Recommended
Sampling

Error

No PHFs 990/0 1% 1% 10/0
, Low Priority Class 74% 30/0 26% 3%

Medium Priority Class 590/0 30/0 41 % 3%
Hi h Priori Class 360/0 30/0 64% 3%

Note: Between group differences in percentages and means are statistically significant at the foUowing levels:
*the .01 Level
**the .05 Level

***the .10 Level
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Insp Sampling I,nso Sampling I,nsp Sampling I,nsp Sampling I Insp
#2 Error #3 Error #4 Error #5 Error #6

Direction of Change for
Critical Violations

Missing/Could Not Inspect 5% 2% 6% 2% 6% 2% 6% 2% 5% 2%
Same Violations - Positive 7% 30/0 4% 2% 6% 2% 5% 2% 11% 3%
Same Violations - Zero 33% 5% 350/0 5% 35% 5% 36% 5% 42% 5%
Fewer Violations 26% 4% 26% 4% 30% 50/0 27% 4% 29% 4%
More Violations 29% 4% 29% 4% 24% 4% 26% 4% 14% 3%

CD
t

(JJ I
I Insp Sampling Insp Sampling Insp Sampling Insp Samplina

#7 Error #8 Error #9 Error #10 Error

Missing/Could Not Inspect 3% 2% 4% 2% 5% 2% 6% 2%
Same Violations - Positive 7% 3% 6% 2% 8% 3% 9% 3%
Same Violations - Zero 50% 5% 46% 5% 45% 50/0 52% 5%
Fewer Violations 23% 4% 23% 4% 22% 40/0 18% 4%
More Violations 19% 4% 20% 4% 20% 4% 16% 4%



Insp Sampling Iinso Sampling I lnsp
#4 Error #5 Error #6

Direction of Change for Non-
Critical Violations

Missing/Could Not Inspect 5% 2% 5% 2% 5% 2% 5% 2% 3% 2%
Same Violations - Positive 6% 2% 5% 2% 5% 2% 5% 2% 4% 2%
Same Violations - Zero 27% 4% 28% 4% 27% 4% 28% 4% 29% 4°10
Fewer Violations 29% 4% 29% 4% 37% 5% 33% 5% 35% 5%
More Violations 34°/0 5% 33% 5% 27% 4% 30% 5% 29% 4%

Insp Samoling InSo Sampling Inso Sampling Inso Samplina
#7 Error #8 Error #9 Error lllil Error

Missing/Could Not Inspect 2°/0 1% 4°/0 2°/0 5% 20/0 5% 2%
Same Violations - Positive 8% 3% 6% 2% 6% 2% 7% 3%

OJ I Same Violations - Zero 29% 4% 27% 4% 27% 4% 27% 4%•
~ Fewer Violations 32% 5% 33% 5% 29% 4% 30% 5%

More Violations 28% 4% 29% 4% 33% 5% 30% 5%



OJ
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Purpose for Applications Received by Local
Health Departments

Well Only
Septic Only
Septic and Well
Repair Only

Percentage

29%

20%
23%

28%

Sampling Error

3%
30/0
3%
30/0

Applications Processed In
a Timely Manner

Processed within 15
Working Days **
Not Processed within 15
Workina Davs ..

Total

57%

43%

5%

5%

Urban

34%

66%

4%

4%

Suburban

65%

350/0

4%

4%

Rural

56%

44%

~i~;~~:
~~'¥i\'

> ~\\?
~;::..z::~;:;;.;,:;:..:.".,.,

Sampling
Error

5%

5%

Note: Between group differences in percentages and means are statistically significant at the following levels:
*the .01 Level

**the .05 Level
""-the .10 Level



Separation Distance
Meets Minimum
Separation Requirement
Does Not Meet Minimum
Seoaration Reauirement

!.Y.Q!U

1000/0

Sampling
Error

0%

!.VmllI

96%

4%

Sampling
Error

40/0

4%

Type III

96%

4%

Sampling
Error

3%

3%

Type IV Sampling
Error

(l)
Ien

Note: Between group differences in percentages and means are statistically significant at the following levets:
-the .01 Level
**the .05 Level

··*Ihe .10 Level



AppendixC

Fiscal Impact of Updating VDH Funding Formula
for Cooperative Health Budgets

JLARC
Projected

Shares Using
Local Revenue

FY 1999 FY 1999 Actual capacity with Projected
Actual Locat Actual State FY 1999 Actual State and Local Income State Share Projected Local

Share Percent Share Local Share Shares Adjustment UsingVDH Share Using
Locality E!.1!2! Budgeted Budgeted Budgeted B!!!Q Formula VDH Formula

Accomack County 0.3757 $529,568 $318,664 $848,232 0.2266 $656.007 $192,225
Albemarle County 0.4500 $467,900 $382,827 $850,727 0.4500 $467.900 $382.827
Alleghany County 0.3230 $150,619 $71,861 $222,480 0.4215 $128,695 $93,785
Amelia County 0.2976 $200,834 $85,087 $285,921 0.3601 $182,954 $102,967
Amherst County 0.4000 $356,838 $237,932 $594,nO 0.3071 $412,145 $182,625
Appomattox County 0.3091 $205,258 $91,843 $297,101 O.30n $205,694 $91,407
Arlington County 0.4500 $2.430,850 $1,988,8n $4,419,727 0.4500 $2,430,850 $1,988,8n
Augusta County 0.4278 $456,132 $340,967 $797,099 0.4480 $439,978 $357,121
Bath County 0.3828 $93,354 $57,888 $151,242 0.3726 $94,886 $56,356
Bedford County 0.4392 $435,824 $341,365 $777,189 0.4500 $427,454 $349,735
Bland County 0.2224 $112,319 $32,122 $144,441 0.2n7 $104,335 $40,106
Botetourt County 0.4311 $309,569 $234,604 $544,173 0.4500 $299,295 $244,878
Brunswick County 0.3038 $225,798 $98,536 $324,334 0.2070 $257,207 $67,127
Buchanan County O.39n $304,999 $201,408 $506,407 0.2417 $384,005 $122,402
Buckingham County 0.3105 $145,646 $65,594 $211,240 0.2346 $161,684 $49,556
campbell County 0.4115 $434,390 $303,791 $738,181 0.3366 $489,694 $248,487
Caroline County 0.3973 $302,789 $199,574 $502,363 0.3409 $331,125 $171,238
Carroll County 0.3371 $260,247 $132,312 $392,559 0.2493 $294,697 $97,862
Charles City County 0.2691 $197,725 $72,n9 $270,504 0.4094 $159,769 $110,735
Charlotte County 0.2911 $187,146 $76,853 $263,999 0.2398 $200,694 $63,305
Chesterfield County 0.4500 $1,666,967 $1,363,882 $3,030,849 0.4500 $1,666,967 $1,363,882
Clarke County 0.3961 $160,195 $105,090 $265,285 0.4426 $147,871 $117,414
Craig County 0.2404 $112,589 $35,634 $148,223 0.3618 $94,596 $53,627
Culpeper County 0.4352 $309,773 $238,673 $548,446 0.4248 $315,450 $232,996
Cumberland County 0.2574 $200,043 $69,346 $269,389 0.2777 $194,587 $74,802
Dickenson County 0.3936 $215,620 $139,954 $355,574 0.2166 $278,564 $n,010
Dinwiddie County 0.3928 $261,610 $169,258 $430,868 0.3133 $295,872 $134,996
Essex County 0.3432 $175,578 $91,749 $267,327 0.3280 $179,633 $87,694
Fairfax County 0.4500 $7,252,856 $5,934,155 $13,187,011 0.4500 $6,890,391 $5,934,155
Fauquier County 0.4500 $421,463 $344,833 $766,296 0.4500 $421,463 $344,833
Floyd County 0.3316 $165,685 $82,205 $247,890 0.3275 $166,718 $81,172
Fluvanna County 0.3898 $181,000 $115,609 $296,609 0.4433 $165,114 $131,495
Franklin County 0.4060 $327,453 $223,805 $551,258 0.3627 $351,331 $199,927
Frederick County 0.4426 $308,437 $244,873 $553,310 0.4500 $304,321 $248,990
Giles County 0.3809 $171,261 $105,346 $276,607 0.3189 $188,402 $88,205
Gloucester County 0.4500 $318,152 $260,306 $578,458 0.3976 $348.443 $230,015
Goochland County 0.4496 $173.993 $142,122 $316,115 0.4500 $173,863 $142,252
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AppendixC
(Continued)

Fiscal Impact of Updating VDH Funding Formula
for Cooperative Health Budgets

JLARC
Projected

Shares Using
Local Revenue

FY 1999 FY 1999 Actual capacity with
Actual Local Actual State FY 1999 Actua' State and Local Income projected State Projected Local

Share Percent Share Local Share Shares Adjustment Share Using Share Using
Locality EL.l.m Budgeted Budgeted Budgeted Ratio VDH Formula VDHFonnuia

Grayson County 0.3039 $167,124 $72,955 $240,079 0.2143 $188,623 $51,456

Greene County 0.2978 $183,000 $n,591 $260,591 0.3979 $156,909 $103,682

Greensville County 0.2713 $161,140 $60,000 $221,140 0.1867 $179,850 $41,290

Halifax County 0.3769 $370,603 $224,208 $594,811 0.3148 $407,573 $187,238

Hanover County 0.4500 $536,551 $438,996 $975,547 0.4500 $536,551 $438,996

Henrico County 0.4500 $1,335,237 $1,092,467 $2.427,704 0.4500 $1,335,237 $1,092,467

Henry County 0.3992 $367,899 $244,399 $612,298 0.2713 $446,173 $166,125

Highland County 02663 $113,098 $41,056 $154,154 0.3189 $104,997 $49,157

Isle of Wight County 0.4457 $418,901 $336,801 $755,702 0.4408 $422,575 $333,127

James City County 0.4500 $176,235 $144,192 $320,427 0.4500 $176,235 $144,192

King and Queen 0.2n6 $132,091 $49,500 $181,591 0.3522 $117,643 $63,948
County
King George County 0.3446 $134,573 $70,741 $205,314 0.4500 $112,923 $92,391

King William County 0.3765 $122,552 $74,000 $196,552 0.4500 $108,104 $88,448

Lancaster County 0.4175 $199,410 $142,901 $342,311 0.3251 $231,014 $111,297

Lee County 0.3095 $395,785 $1n,401 $573,186 0.1800 $470,013 $103,173

Loudoun County 0.4500 $866,694 $709,113 $1,575,807 0.4500 $866,694 $709,113

louisa County 0.4500 $272,000 $222,545 $494,545 0.3892 $302,049 $192,496

lunenburg County 0.2671 $207,740 $75,713 $283,453 0.1853 $230.917 $52,536

Madison County 0.3637 $187,223 $107,000 $294,223 0.3720 $184,784 $109,439

Mathews County 0.3739 $149,888 $89,500 $239,388 0.3828 $147,753 $91,635

Mecklenburg 0.3837 $349,480 $217,545 $567,025 0.2674 $415,423 $151,602
County
Middlesex County 0.3858 $187,038 $117,500 $304,538 0.3475 $198,697 $105,841

Montgomery County 0.3831 $561,646 $348,816 $910,462 0.2627 $671,268 $239,194

Nelson County 0.3912 $181,000 $116,282 $297,282 0.3674 $188,051 $109,231

New Kent County 0.3620 $185,181 $105,090 $290,271 0.4500 $159,649 $130,622

Northampton 0.2758 $673,389 $256,488 $929,8n 0.2221 $723,350 $206,527
County
Northumberland 0.3268 $229,719 $111,500 $341,219 0.3307 $228,381 $112,838
County
Nottoway County 0.2875 $183,090 $73,882 $256,972 0.2014 $205,208 $51,764

Orange County 0.4328 $293,165 $223,717 $516,882 0.4033 $308,444 $208,438

Page County 0.3893 $255,233 $162,682 $417,915 0.2855 $298,597 $119,318

Patrick County 0.3631 $175,909 $100,278 $276,187 0.2660 $202,718 $73,469

Pittsylvania County 0.3797 $712,339 $436,039 $1,148,378 0.2849 $821,261 $327,117

Powhatan County 0.3768 $181,119 $109,504 $290,623 0.4500 $159,843 $130,780

Prince Edward 0.3082 $255,664 $113,889 $369,553 0.2316 $283,974 $85,579
County
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Fiscal Impact of Updating VDH Funding Formula
for Cooperative Health Budgets

JLARC
Projected

Shares Using
Local Revenue

FV 1999 FY 1999 Actual Capacity with
Actual Local Actual State FY 1999 Actual State and Local Income Projected State Projected Local

Share Percent Share Local Share Shares Adjustment Share Using Share Using
Locality E!..:!m Budgeted Budgeted Budgeted ~ VOH Formula VOH Formula

Prince George 0.3609 $299,171 $168,949 $468,120 0.3682 $295,751 $172,369
County
Prince William 0.4500 $1,629,367 $1,333,118 $2,962,485 0.4500 $1,629,367 $1,333,118
County
Pulaski County 0.4014 $318,164 $213,358 $531,522 0.2878 $378,549 $152,973
Rappahannock 0.3534 $140,917 $n,022 $217,939 0.4387 $122,328 $95,611
County
Richmond County 0.2889 $226,438 $92,000 $318,438 0.2855 $227,508 $90,930
Roanoke County 0.4500 $412,097 $337,170 $749.267 0.4500 $412,097 $337.170
Rockbridge County 0.4054 $217.729 $148,424 $366,153 0.3612 $233,906 $132,247
Rockingham County 0.4150 $474,941 $336,882 $811,823 0.3818 $501,872 $309,951
Russell County 0.3822 $417,764 $258,405 $676,169 0.2246 $524,277 $151,892
Scott County 0.2683 $534,993 $196,211 $731,204 0.2382 $557,043 $174,161
Shenandoah 0.4197 $284,943 $206,076 $491,019 0.3654 $311,619 $179,400
County
Smyth County 0.3733 $544,316 $324,158 $868,474 0.2310 $661,872 $200,602
Southampton 0.4094 $344,519 $238,799 $583,318 0.2969 $410.154 $173,164
County
Spolslvania County 0.4500 $504,648 $412,894 $917,542 0.4500 $504,648 $412,894
Stafford County 0.4500 $386,897 $316,552 $703,449 0.4500 $386,897 $316,552
Surry County 0.4500 $187,946 $153,n4 $341,720 0.3582 $219,309 $122,411
Sussex County 0.3437 $245,On $128,368 $373,445 0.2570 $2n,452 $95,993
Tazewell County 0.3896 $409,244 $261,252 $670,496 0.2524 $501,289 $169,207
Warren County 0.4277 $243,670 $182,073 $425,743 0.4192 $247,255 $178,488
Washington County 0.3868 $534,863 $337,400 $872,263 0.3138 $598,542 $273,721
Westmoreland 0.3357 $329,419 $166,500 $495,919 0.3088 $342,756 $153,163
County
Wise County 0.3955 $571,510 $373,853 $945,363 0.2237 $733,924 $211,439
Wythe County 0.3830 $391,452 $242,951 $634,403 0.2806 $456,362 $178,041

York County 0.4500 $364,726 $298,412 $663,138 0.4500 $364,726 $298,412
AJexandria City 0.4500 $2,604,985 $2,131,351 $4,736,336 0.4500 $2,604,985 $2,131,351
Bedford City

Bristol City 0.3700 $391,005 $229,608 $620,613 0.2780 $448,090 $172,523

Buena Vista City 0.2060 $136,392 $35,384 $171,n6 0.2360 $131,235 $40,541
Charlottesville City 0.4056 $525,702 $358,708 $884,410 0.3201 $601,295 $283,115

Chesapeake City 0.4422 $1,318,498 $1.045,079 $2,363,5n 0.4500 $1,299,967 $1,063,610
Clifton Forge City 0.1964 $109,916 $26,863 $136,n9 0.1800 $112,159 $24,620
Colonial Heights 0.3619 $110,667 $62,n1 $173,438 0.4316 $98.580 $74,858
City
Covington City 0.2929 $156,848 $64,983 $221,831 0.2512 $166,098 $55,733
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Fiscal Impact of Updating VDH Funding
Formula for Cooperative Health Budgets

JlARC
Projected

Shares Using
LocaJRevenue

FY 1999 FY 1999 Actual Capacity with
Actual Local Actual State FY 1999 Actual State and Local Income Projected State Projected Local

Share Percent Share Local Share Shares Adjustment Share Using Share Using
Locality FY 1999 Budgeted BUdgeted BUdgeted B!!L2 VDH Formula VDHFonnuia

Danville City 0.3877 $763,111 $483,212 $1,246,323 0.2337 $955,034 $291,289
Emporia City 0.2848 $113,700 $45,272 $158,972 0.2154 $124,727 $34,245
Fairfax City

Falls Church City

Franklin City 0.2427 $272,509 $87,320 $359,829 0.2625 $265,387 $94,442
Fredericksburg City 0.3796 $353,253 $216,170 $569,423 0.3742 $356,347 $213,076
Galax City 0.2473 $168,187 $55,261 $223,448 0.2559 $166,264 $57,184
Hampton City 0.4165 $1,556,135 $1,110,900 $2,667,035 0.2855 $1,905,661 $761,374
Harrisonburg City 0.3783 $255.n9 $155,613 $411,392 0.3131 $282,597 $128,795
Hopewell City 0.3784 $231,698 $141,071 $372,769 0.2583 $276,467 $96,302
Lexington City 0.2257 $129,173 $37,646 $166,819 0.2352 $127,584 $39,235
Lynchburg City 0.4082 $957,075 $660,015 $1,617,090 0.2898 $1,148,397 $468,693
Manassas City 0.4468 $192,689 $155,641 $348.330 0.4500 $191,582 $156,749

Manassas Park City 0.2349 $54,338 $16,680 $71,018 0.4500 $39,060 $31,958
Martinsville City 0.3566 $253,070 $140,232 $393,302 0.2559 $292,673 $100,629
Newport News City 0.4147 $2,608,879 $1,848,457 $4,457,336 0.2676 $3,264,483 $1,192,853
Norfolk City 0.3790 $4,689,143 $2,861,447 $7,550.590 0.1981 $6,054,788 $1,495,802
Norton City 0.3970 $62,448 $41,111 $103,559 0.2881 $73,728 $29,831
Petersburg City 0.3762 $819,792 $494,483 $1,314,275 0.1800 $l,On,7OS 5236,570
Poquoson City 0.3255 $83,571 $40,320 $123,891 0.4500 $68,140 $55,751
Portsmouth City 0.3871 $1,503,037 $949,219 $2,452,256 0.1989 $1,964,523 $487,733
Radford City 0.2687 $159,471 $58,600 $218,071 0.2031 $173,782 $44,289
Richmond City 0.4036 $3,227,030 $2,183,818 $5,410,848 0.3227 $3,664,969 $1,745,879
Roanoke City 0.4036 $1,399,172 $946,858 $2,346,030 0.2858 $1,675,475 $670,555
Salem City 0.4385 $196,512 $153,484 $349,996 0.4040 $208,607 $141,389
Staunton City 0.3914 $306,415 $197,027 $503,442 0.2957 $354,599 $148,843
Suffolk City 0.4063 $761,041 $520,799 $1,281,840 0.3324 $855,705 $426,135
Virginia Beach City 0.4500 $2,125,447 $1,739,002 $3,864,449 0.3874 $2,367,364 $1,497,085
Waynesboro City 0.4061 $200,018 $136,752 $336,770 0.3247 $227,414 $109,356
Williamsburg City 0.3957 $131,342 $86,000 $217,342 0.3089 $150,213 $67,129
Winchester City 0.4304 $209,752 $158,505 $368,257 0.3363 $244,398 $123,859

Note: Figures and dollar amounts for Bedford City are included in those for Bedford
County. Figures and dollar amounts for Fairfax City and the City of Falls Church
are included in those for Fairfax County.
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AppendixD

Agency Response

As part of an extensive data validation process, State agencies involved in a
JLARe assessment effort are given the opportunity to comment OD an exposure draft
ofthe report. Appropriate technical corrections resulting from written comments have
been made in this version of the report. Page references in the agency response relate
to an earlier exposure draft and may not correspond to page numbers in this version.

This appendix contains the response from the Virginia Department ofHealth.
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COMMONWEALTH of VIRGINIA
Department of BetJ1lh

POBOX 2448
RICHMOND. VA 23218

November 5, 1999

MEMORANDUM

TO: Philip A. Leone, Director
Joint Legislative Audit and Review ~'folJ~i

FROM:t:. Anne Peterson" I
. State Health Co~~·S1·b(ll"'"~

SUBJE : Comments on Exposure Draft Report Review Qfthe Perfonnance
and MIDKement ofthe Vi_, Departmep.t ofHealth

TOO 1-800-828-1120

Thank you for the opportunity to comment on the Exposure Draft ofthe JLARC
report Review of the Performance ,00 Manaeemeut of the Virginia DejJartment of
Health. We appreciated meeting with the study team on November 2 and being provided
clarification OD items that were unclear to us.

As we indicated at the meeting, we have conceInS about the comments in the
repo~ relating to VDH leadership and local health department funding. We disagree with
the conclusion that current fimdjng challenges experienced by VDH are due solely or
even primarily to turnover in the commJS$ioner position. There was consistent leadership
(Randy Gordon) on board through the key budgeting and strategic planning efforts over
the past two biennia. The only time there was an acting commjssioner was during an off
budget year when only small adjustment requests to the budget were submitted (4 months
in the fall 1998). We are requesting fairer representation of the stability ofdirector level
staffnot just a focus on executive management turnover.

The current funding challenges we face reflect the neg~ve impact offeclcral
policy changes in home health reimbursement and the implications for local health
department funding ofthe continuing changes in the health care marketplace aroUlld the
provision ofpersonal health services. Despite these challenges and the areas ofunmet

flDH=='
~ ....._....,,,,.......

WWW.Vd...5t.ate.ViI.US
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need, we believe it is essential that disparities in ability to pay be conected before
investina additional general funds in local health departments. We concur with your
recommendation that such an investment should be based on sound caseload standards
and that it is critical to preserve our ability to consider local circumstances and community
need as we make funding decisions.

We acknowledge that we have not initiated a stateWide, systematic plan to address
the role oflocal health departments as safety net providers. A number ofcircumstances,
none ofwhich have been related to leadership~ have chaneed. Agressively implementing
such a poliey change absent a more complete understanding of the changes in the
marketplace would have been unwise and may have had a negative impact on wlnerable
members ofour communities. Among the issues we need to more fully explore are
incentives for the private sector to care for the persons we currently serve and to identify
ways to achieve the goals ofVCMSIP. No universal coverage health plan is on the
horizon and we need to be thoughtful and cautious about how we transition from safety
net health care providers to more traditional public health programs. The solution will
vary around the state. In some areas, we have identified other providers for the safety net
and have moved away from providing primary care. In other districts. we have not yet
assured that the private sector has the capacity to provide this care. It is unethical for us to
abandon these patients without an alternative source ofcare. A statewide policy on our
role in the safety net is imponant, but it is a complex issue. We have addressed this in oW'
strategic plan and budget request to study thoroughly before we reset our direction in this
arena.

For the OIM and VISION section, we ask for acknowledgement in the report of
senior management's very active involvement during the last year as VDH's attempt to
prevent previous problems from recurring.

A list offactual errors in the report was sent to your office. Also being sent to
your office today is the electronic version of the report in which we have inserted
suggested revised worclin&. Edits on the electronic version were not possible for pages i­
xiii and 114·140. These suggested edits wue included in those already faxed to you. The
narrative on page IS was updated to reflect the current Appropriations Act; the pie chart
on that page also needs to be updated. Provided below are our comments on the report's
twenty recommendations.
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Performtmee OuIcomes (or Stqle-Mandatedand Locally QrIerated Public Health
Program'

Recommendation (1). The r-uginia Depanmenl 0/Health should collect the necessary
data to contrQSt the demof"aphics ofpersons who complete preventive drug therapy with
those who do not. As a ptUt ofthis effort, the depat'l'fIUnJlhcn.dd delermine the patient's
r,asonsfor failing to complete the therapy tmdtau the appropriate QctiOM to address
this problem. .

yPHComment

VDB concurs with this recommendation.

Recommendation (2). The Virginia DepartmentofHealth should require that local offices
which do not sample Ichoolncords or directly contactparents/guardians ofnon­
immunized children prepare an action plan 10 conduct fMse act1vttlu, and begin
implementation,l'IO later than July~ 2000.

VDH CODCurs with this recommendation.

Recommendation (3). To Increase the efficiency tmd eJJecttveness ofthe State ~$

immunizationprogram, the General Assembly may wish to consider mandating that
private doctors enter Immunization data for all chllmen that they vaccinate onto the
Vi.,.ginia Health Department's online network when that system is completed. This
requi7tlMnt should include the necesSQT)Ilegalprotectionsfor physiciansfrom Qr9'
lawsuits that might arisefrom their participation in this programJ but also clearly state
,118 V~ginia Department ofHealth Js responsibility 10 e1Lhlre the integrityand
confidentiality oflhe network information.

yPH Comment

VDH concurs with this recommendation

Recommendation (4). To improve privarephysicians J awareness a/the Slate's reporting
requirements for communicable diseases. the Virginia DepartmentofHealth should
initiate Q statewide public awareness campaign. This camp4ign should stress the
importance o/timely reportingjor communicable diseas,sl outline lhe statutory
requirements for such reporttng and identify the possible penaltiesfor non-compliQnce.
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VDH regularly reminds physicians of their obligation to report. We do this whenever we
work with individual physicians in the course ofdisease investigations. In addition, the
monthly 'Virginia Epidemiology Bu/letitl compiled by the Office ofEpidcmiology is
disttibuted to more than 10,000 licensed physiciaas in the Commonwealth, and we
frequently include remjnders ofthe importance ofreportin&. We do not believe that
empbasi%ing the penalties for non-compliancc (class six misdemeauor) will improve
reporting and may indeed negatively affect the wiI1iDgness ofsome providers to
cooperate.

Recommendation (5). The GeneralAssembly may wish to am-ru:lSection 35.1·22 ofthe
Code ofJlirginia to /ink the number ofannual inspections ofafood service establishment
to the riskprofile o/the establishment. The number ofannual visits requiredshould
reflect the recommendations made in the 1997 FDA Food Code.

YDHComment

VDH concurs with this concept, but we believe that regulation is the better way to address
ttUs rather than statutory changes.

Recommendation (6). The VirginiD Departmsn, 01Health shoulddo a worlcload analysis
to assess the needfor addttioN11 environmental health stQjJin the local health
departments. Staffing levels should reflect the need to inspect establishments based on
their risk assessment.

VDHComment

VDH concurs with the need for this study.

Recommendation (7). The Genera/Assembly may wish to amend the Code o/Virginia by
granting local health Inspectors the authority to assess civilfines on establishments fo,
repeated violations ofthe State Js food code.

VDH C9JPn:J.ent

VDH concurs with this concept

Recommendotion (8). The General Assembly may wtsh to dt"ect tMt YDH assess the
impact ofthe certifiedfood tnQnager requirement that is contai-",d in some local
ordinances. The impact ofthe ordinances on the management ofestablishments 01
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various types and sizes and tneb- inspection outcomes should be considered. to help
determine the advisability andfeasibility ofma1dng this a state requirement. The General
Assembly mQ)' also wish to dlrect that J'DHdevelop ons or more contracts with training
provitkrs to offer training courses 011 Q regto1lQl bans at a minimal or low charge to
establishments who commit 10 having an individual with such training on-site during all
operQling hOJ8s.

VDHComment

VDH has experience with the food manager certification in some of its health districts and
can 8D8lyze the impact ofthese. Ifthe General Assembly directs VDH to contract for
training courses on a regional basis. additional fuudiDg to support this is n~sary. In
some localities these courses are provided by community colleges or private orpnizations
and fees charged participants support them.

RectJmmtl'ldation (9). The Y"wginiIJ Depmtment ofHealth ~hou1d complete Q workload
Q1'lfJlysis in a year to determine the effect o/Sectlon 32.1-163.S a/the Code a/Virginia on
the workload ofenvtronmsntal health stq{fat the local health departments. This anoIysis
should be completed by August 012001.

WH Cgpunent

VDH will conduct a workload analysis as recommended.

Fundinf the State's Public H,{l/,t'h System

Recommendation (10). The VIrginia Department ofHealth shoulddevelop stajJlng
stand'!Tt:Ufor eQch major communitypublic health program cmdpresent apreliminary
estimaze ofthe resources required to meer slatewide local public health need based on
these standards. The Depa111nent ofHealth shouldFeSenllhis melhodDlogy and
Cl3sociated e~timate to the House A.ppropriations andSenate Finance committees by
October 2000.

VDHComment

We concur, but we believe that the development oftbese standards should be contracted to
a private sector firm with considerable experience in health and governmental staffing
studies. We also believe strongly that funding requests based on such staffing standards
should be tied to eliminating the inequities that DOW exist in ability to pay. As noted by
JLARC, nearly nvo-.thiIds ofthe Virginia's cities and counties currently pay more than
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the recommended local share. These localities include some ofthe most fiscally stressed
in the state.

Recommendation (l J). The Virginia Department ofHealth should develop and implement
a policyfor allOCQling the Slate's share o/the coopel'attve budget. The policy should
build upon and extend the needs-basedformula and staffing standardsfor use in "",king
allocations ofpositiOns tmdfunds to 1M local health departments. Staffing standards
developed in the statewide needs assessment should be applied to workload datafrom the
local health departments to determine staffing 1611el1 andjimding. The Slate shIHe 10 meet
those costs should be calculated using the VDHfutJing fOrmula, but with the use of
updated datafor local revenue capacity andmeditln adjusted income. The Department of
Health shouldpresent this policy to the BoardofHealth prior to September 2000.

yPHComment

VDH concurs with this recom.mcndation. No shift in the allocation ofstate funds should
take place without addressing the inequities in the current local matehina shareS.

YD.H's Perf9rm411ce ofCentral Office ReplalDry and Health Semee Functions

Recommendation (12). The Yi1-ginia Department ofHealth shouldprepare a wrlnen plan
to address the meas ofneeded improvement identified hy Q consultant in the report
"Senate Study o/the Centerfor Quality Health Care Services and Consumer Protection. 11

The Department shouldpresent its plan to the Joint Commission on Health Care by July
1.2000.

VPHComment

VDH concurs with this recommendation.

Recommendation (13). The Department0/Health shouldconduct Q workload analysis to
identify the $laffing levels needed in the Office oflhe ChiefMedical &amine,. to meel the
autopsy I'equ;rements In the Code 0/Virginia.

VDHComment

VDH concurs with this recommendation.

Recommendation (J4). The Department ofHealth and the Department ofMedictil
Assistance Services shouldjointly develop a formula/or reimbwling the Office of
Emergency Medical Servicesfor 1M inspection and licensing ofwheelchair transportation
services agencies.
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Recommendation (15). The YlrginkJ Department ofHealth should determine whether
current staffing levels for its regulatory programs Qre adequate 10 meelprogram
requirements. VDH should idsnlify ,he resoUl'ces neetkd to adequately carry out the
regulatoryfunctions ondp,.esent Its findings to the House Appropriations andSe1U1te
Finance Committee by September 2000.

YDHComment

VDH CODCUrS with this recommendation.

State-Level MaTItlfemmt ofthe Yirfinfa Dgpartment q,fHealth

Recommendation (16). A per11ltJnenf commissionerfor the Virginia Department ofHealth
should be appointed

VDHCpmment

Governor Gilmore has appointed me to the position ofState Health Commissioner, and I
will be swom in on November 8, 1999.

Recommendation (17). The Virginia Department ofHealth should reduce the
administrative duties ofthe Associate Commissioner to allow this position to focus on
broader issues ofpolicy direction andcommunication.

VDHComment

VDH cODcurs with this ~mmcndation and agrees with JLARC that there is a need for
more emphasis on policy direction and communication. VDH will study these areas to
identify ways to better support the Associate Commissioner in policy direction and
communication.

Recommendation (18), The General Assembly may wish to consider J&evising §32.1-17 of
the Code o/Virginia to broaden tlw 1'equireme1'ZlSfor SttJle HeCllth Commissionsr to
include membership in any recognized board in a prima", care specialty_
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VDHCommen1

We strongly support this recommendation and are pleased to see that ~ARC has endorsed
the Governor's longstanding position on this matter.

Recommendation (19). The Office ofInformation Management in the Virginia
Department ofHeallh should develop a detailedprojectplan/or tM remaining modules of
VISION. This projectplan should include a detailed budgetplan. stQ,/fing I'equit-eme1fJs,
and schsdu1ed completion dates/or each module- The Department ofHealth should
present the VISIONproject plan 10 the SelflJte Finance andHouse A.ppropriations
Committees by February 11 2000.

VDHComment

The remaining modules have been prioritized by Agency Infonnation Management
Advisory Committee and Office ofInformation Management Those modules that arc
highest priority and are due to be addressed in the next 12-18 months have detailed project
plans under development and close to ~mpletion. Overall budget for staffing,
mai.n.tenance and module development has been addressed during the strategic planning
and budget d<:vclopmart. We should be able to update and present to the Senate Finance
and House Appropriations Committees by February 1, 2000 as requested.

Should additional information be needed, please contact me.
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