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Chapter Q'le

Introduction

'!his chapter describes the purpose and background of this

study of exemplary state and local human service planning.

'!he methodology employed in this assessment is also

explained.

1 - 1



Purpose of the study

The purpose of this study is to report the activities of ten human

service organizations led by individuals who have dared to innovate in

the face of substantial pressure to curtail spending. 'l11ese

organizations have tackled controversial issues head on at a time when

risk avoidance might have been expected. In so doing, these

organizations have aggressively harnessed the energies of those outside

their agencies who have traditionally not been a party to either the

management or delivery of social services. As a result, we believe

these organizations have demonstrably improved the efficiency and

effectiveness of the social services they provide. 'l11e states and

corrmunities these organizations serve are better off because of their

efforts. Perhaps most important, we believe their activities provide

models worthy of emulation.

The common thread running through each of these initiatives is

planning. As we define it·, planning is taking the initiative to change

the future, instead of simply reacting to events that happen. Although

a great many factors are beyond the control of any manager in the human

development services, planning represents a thOUghtful attempt to make

things different than they might otherwise be.

By sharing ten planning initiatives which we consider to be

exemplary, we are attempting to accomplish three things. First, we

desire to recognize excellence, rewarding in a small but significant

way, the outstanding leadership of organizations comprising the network

of America's human development services. second, by documenting and

showcasing exemplary planning activities across a wide range of

agencies, we hope to provide a set of practical (rather than

theoretical) tools for human service managers at all levels to improve

the performance of the programs for which they are responsible.

Finally, we seek to rekindle an enthusiasm for planning in the human

services, an enthusiasm free from the faddish pressure for orthodoxy

which has burdened such efforts in t..'"le past.
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Background

The late 1960's and early 1970's were the heyday of human services

planning. Planning initiatives at the Federal level included MJdel

Cities, Partnership and services Integration 'Iargets of Cpportunity.

Indeed, nearly every Federal grant-in-aid program contained a

requirement for the recipient state or local government to submit a

wplanw detailing the problems to be addressed by the program, the

objectives of the program in relation to those problems, the activities

to be undertaken to meet those objectives, and the measures by which

the effectiveness of the activities could be evaluated.

While each program's planning requirements could perhaps be

defended on their own merits, in aggregate such planning requirements

were not defensible. The multiplicity of categorical grants-in-aid to

a single recipient jurisdiction meant that state and local gover~~ents

were asked to prepare not one, but several plans. MJreover, since

managers of individual -Federal programs developed their planning

requirements in isolation, without reference to one another's efforts,

there was little rhyme or reason to confusing and often contradictory

planning requirements emanating from vashington, D.C. As a result,

planning became a ritual part of the game of "grantsmanship," efforts

by state and local governments to secure additional Federal funds for

the sake of additional Federal funding. In the process, planning was

reduced to little more than an inordinately expensive charade or rote

effort to comply with Federal requirements. As sUd'l, Federal planning

mandates were roundly criticized as "roadblocks" to effective

governance at the state and local level.

An. integral part of ~w Federalism has been the consolidation of

categorical grants-in-aid into block grants and the elimination of most

pre-existing Federal requirements for planning on the part of state and

local governments receiving block grant funding.

Ironically, the planning efforts which are reported in ~~is

monograph have taken place in the vacuum created by :t-€w Federalism.
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Initiatives which serve as the basis for this report have been

undertaken to accomplish substantive results of value to the particular
state or locality. As presented in this report, planning is not a

technocratic activity. Rather, the planning we document in this report

is seen as a vital, central function of the human service organizations

studied.

Methodology

A considerable amount of work has been done concerning human

services planning. we thus began this project by reviewing th~

literature, accessing available data bases such as project SHARE and an

inventory of projects funded by the u.s. Department of Health and Human
Services (HBS), and referring to the project team's own experience.

OUr initial tasks were to develop a working definition of

"planning" and to identify projects that were potentially exemplary.

To do this, we contacted" each of the klrninistrations comprising the

u.s. Office of Human Development services (HDS), all ten HDS Regional

Offices and representatives of r.ational associations representing human

service organizations across the country.

we were pleasantly surprised by the large n~er of planning

activities underway at the state and local level. OUr review process

generated more than one hundred candidate planning activities from

which over thirty potentially exemplary planning processes were
identified.

From these potentially exemplary planning efforts, ten were

selected for in-depth review. '!he ten selected reflect the diversity
of America's human development services network. InclUded are programs

serving the aging, developmentally disabled, children, adolescents, and

the general population. '!he planning activities identified have been

undertaken at both the state and local level. S:>me of the projects

have received special Federal financial support, others have not.

Finally, the planning activities selected are geographically diverse,
scattered across the United States.
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Organization of this DOcument

Chapter TWo briefly presents our analytic framework. It discusses

the tyPes of planning that we are considering in this project. Chapter

'nlree describes each of the ten exemplary planning projects.

Cross-eutting themes are set forth in O1apter Four and suggestions for

the transfer of this technology are contained in Chapter Five.
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Chapter '!Wo

Analytic Framework

'Ibis chapter presents both an overall definition of

"planning" as well as a more detailed taxonomy of the

different types of human service planning. 'Ihe study's

criteria for selecting "exemplary" projects are also

explained.
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What is Planning?

Planning, as we define it, is seldom performed by planners.

Although public human service agencies frequently have professionals

who are called ·planners· who are assigned ·planning· responsibilities,

an examination of the work these professionals do reveals little of

what we would define as planning.

As a result, we find it useful to distinguish between ·plan-making·

and ·planning.· Although many planners and planning units are involved

in making plans, we only include in our definition of planning those

activities which are directly, explicitly, and measurably related to

action by management. 'D1erefore, mum of what we consider planning is

at the core of the work done by managers and other policy-makers.

Operations without planning have no sense of direction. Similarly,

absent planning, there is no benchmark against which the efficiency,

effectiveness, and appropriateness of social services can be evaluated.

'D1ough we clearly feel that planning is an important and integral

part of management, we do not feel that planning is intrinsically

good. In the past, expenditures in support of human services planning

have been largely based upon arguments that planning is, per se, the

Wright· thing to do. In accepting the contributions of planning as an

article of faith, the tangible benefits of sound planning have seldom

been identified.

It should not be surprising, therefore, that planning expenditures

are often viewed as luxuries or frills, extremely vulnerable during

times of budgetary cutbacks. Although understandable, this

vulnerability is also regrettable in that the decisions made during

periods of retrenchment are every bit as important as (we would argue

more important than) decisions made during periods of program

expansion. Despite the importance of planning in making sound cut back

decisions, we have observed human service organizations cutting back on

their planning units during the past several years. we suspect that
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such units were vulnerable because they were engaged in plan-making,

not planning.

In summary, our definition of planning recognizes that planning is

a vital management function that can, indeed, be related in a

measurable way to the appropriateness, efficiency, and effectiveness of

human development services. Public human service agencies can not

afford the "window dressing" that constitutes plan~aking.

COmponents of the Planning Process

Although planning is a part of management and decision-making it is

not synonymous with them. In a general sense, planning usually refers

to the analytic steps involved in making "rational n decisions. 'Ihese

include:

o Defining the Problem - 'Ibe process of defining the
problem involves being very specific about where the
problem (e.g., the homeless, teen pregnancy, or child
abuse and neglect) is more (and less) severe.
Defining the problem involves documentation as to how
many people are (are not) affected, \olhat the
characteristics are of the people affected (in
contrast to those not affected), and whether the
problem is growing or declining.

Good problem definition permits public agencies to
either avoid the costs associated with serving
everyone (inclUding those who do not need the service)
or to derive the greatest benefit from a given amount
of resources.

o Assessing the CUrrent Situation - 'Ibis step involves
a thoughtful description of the current service
network. Assessing the current situation includes
documenting the flow of activities (e.g., how do
people come to the attention of the agency and where
do they go after care?), the relationship among
actors, and the extent of services are actually or
potentially provided by each organization.

Defining the service network, therefore, can enable
public agencies to identify where their unique
contribution will be most appropriate in relation to
the work of others.
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o Developing of GOals and Cbjectives -- Human service
professionals today are more modest than they once
were. 'I11ey recognize that they can not be all things
to all people. 'n1ey recognize that there are some
problems, no matter how compelling, which are better
served by others. Similarly, it is increasingly
recognized that the technology for preventing or
dealing wi th some social problems simply does not
exist.

Thus, we feel strongly that all public programs
require a clear statement of goals and objectives, the
results expected of the service. Sldl statements of
direction, in and of themselves, are powerful
organizers of effort involving large numbers of
people. 'I11ey are also helpful in securing the
cooperation of organizations outside the public human
service agency.

o Developing Implementation strategies -- Ultimately the
planning process must make decisions about a course of
action. Given a statement of a problem and in the
context of partiCUlar goals and objectives, what
should be done? By whom?

The most effective implementation strategies are
specific: they "identify the tasks to be done, the
lead responsibility for each task, and schedule for
their completion. Effective implementation plans are
also specific about wh3t they seek to accomplish and
provide for at least a minimimal capability to monitor
progress and results.

o Allocating Resources -- Planning, as we have defined
it, is not simply an articulation of aspirations. In
addition to setting forth where you want to go,
planning involves the process of identifying the
resources necessary to carry out the plan.

Depending upon the particular agenda of actions,
necessary resources will include staff, funds,
computer services, and other costs. Although it is
legitimate to include a task for obtaining resources
in an implementation plan, without a realistic
expectation that the requisite resources will be
available, planning becomes plan-making.

o Feedback -- The ultimate test of a planning process is
whether something happened - and whether the outcome
was desirable.

MOnitoring and evaluation are vital links to the
planning process. Thnnan service programs almost never
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get implemented the way they were designed.
Similarly, human service programs alIoost always have
unintended effects (some good and some bad). For
these reasons it is important for the earlier stages
of the planning process to be executed in such a way
as to permit for this type of assessment.

As should be evident, sound data collection and analysis are an

irnp:Jrtant part of each of these tasks. Of particular assistance to

decision-makers in the human services is the timely advice of

analysts. Although many decision-makers have no patience for research,

they are extremely interested in what has been tried before and what

has "worked" elsewhere.

Different TYPes of Planning

Since planning serves a variety of purposes and plans are developed

for different reasons, a lot of different activities are legitimately

included under the label of "planning. 1I

For the purposes

consisting of five

allocative, remedial,

discussed below.

of this study we

planning types:

and plan-for-a-plan.

adopted a categorization

comprehensive, strategic,

Each of these types is

o COmprehensive Planning: Comprehensive planning is a
formal process which typically incorporates all of the
step; that are conventionally considered part of the
planning process (e.g., defining problems, developing
goals and objectives, formUlating implementation
strategies, allocating resources, and evaluating
outcomes) •

COrrprehensive plans tend to be routine, relatively
stable, long-term and encompass the full range of
organizational resources towards a common goal. A
comprehens i ve plan may address an agency or a uni t
within an agency. Whatever their scope, such plans
are complete in the sense that they address the full
range of resources, activities and goals of that
operating unit.

In a sense one could say that comprehensive plans are
"optimizing" plans - they consider all of the costs
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and benefits of every alternative or option available
to management.

A good example of a comprehensive plan is the consolidated
service Plan of the New York State D:partrnent of SOcial
services. 'ntis is a three year plan that is updated
annually, sets statewide and local goals and priorities,
and forms a base for local operations assessment of
progress and state monitoring.

o Strategic Planning: Until rather recently, it was
commonly believed that the only "good" planning was
comprehensive planning. It is increasingly recognized
that there is a role for more selective, issue-focused
planning.

At their core, strategic plans are opportunistic.
They are situational in that they are sensitive to the
political context which surrounds a partcular issue or
program. 'ntey are also ad hoc, and need not be
undertaken according to a regular schedule or routine.

O1ange is an important component of strategic plans.
Unlike comprehensive plans, strategic plans deal with
"suboptimization" - consideration is limited to those
alternatives which are directly relevant to the issue
at hand.

In South carolina, the Developmental Disabilities councill
uses strategic planning to affect the environment in which
services are delivered to persons with developtlental i

disabilities, thrOUgh legislative change and brokering with
service prOVider agencies.

o Allocative planning: Slch· plans
distribution of resources among
populations, problems or programs.
allocative plans "divide the pie."

involve the
alternative

Essentially,

Since there always seems to be a legitimate demand for
more resources that are available to the human
services, allocative planning is the process by which
competing services are assessed and compared and
priorities are established.
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Deliberate, differential funding decisions - increases
or decreases - are the result of allocative planning
processes. we do not consider across-the-board,
formula or other rote allocations of resources to be
planning.

~nnecticut uses a Negotiated Investment strategy through
~hich state, local, and private service providers, with the
~elp of a professional mediator, jointly determine
priorities and allocate SOcial service Block Grant funds.

o Remedial Planning: Remedial plans involve "problem
fixing" and can be relatively independent of the
external environment. '!hey may deal only with
symptoms and seldom question underlying assumptions or
basic premises.

Remedial planning is extremely pragmatic (i.e., "If
it's broke, fix it ••• If it isn't, don't.").

While much remedial planning is internal and extremely
specific (far more narrow than other forms of
planning), opportunistic planners can parlay the
existence of a problem into creative strategies for
program development (strategic planning) or longer
term comprehensive planning.

Wisconsin sought to reduce the number of residents in
nursing homes and institutions through a Community
cptions Program that encourages each county to develop
alternative home based service programs.

o Plan-for-a-Plan: 'll1is type of planning is perhaps the
least understood and appreciated form of planning.
Nevertheless, we believe that few plans (whatever
their type) will be su~cessful without first
developing a plan-for-a-plan.

planning-for-a-plan includes those activities which
are involved in designing and developing a planning
process appropriate to the needs of the organization
or problem at hand. It is, in a sense, the "getting
organized" prerequisite step to any planning effort.

Planning-for-a-plan involves carefully thinking
through the ~rocess by which the plan will be
developed. 'nus would include considering who should
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be involved, what the issue agenda or mandate to the
planning process should be, and when the product is
expected.

'!he Governor of z.aryland appointed a Task Force on Teen
Pregnancy which has undertaken to analyze factors which
~ontribute to the high rate of teen pregnancy in Baltimore
City and develop an agenda for the State in reducing the
!extent of the problem. In so doing, he had a clear sense
of who was to be involved and communicated what he expected
of the Task Force.

It should be pointed out that we have eliminated a sixth category,

COmpliance planning, which many others have included in their analytic

frameworks. Although much of what has been called planning at the

state and local level has been, in fact, mere compliance with external

requirements, at best such efforts might be more accurately called

reporting than planning.

Given our definition of what constitutes planning, its component

parts and many forms, the important issue then becomes, when is

planning truly exemplary? Which state and local agencies are

conducting their planning activities in such a way that they are

producing better results, are getting more of their programs

implemented, and are better able to achieve their objectives. in

controversial or budget tightening situations? Simply stated, which

agencies have planning processes that others can learn from?

In the next section we present our answers to these questions.

selection Criteria

Much of our sense of what constitutes "exemplary" planning is

derived from our special definition of what constitutes "planning."

Specifically, we feel that there are four distinctive features of

exemplary planning:
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1. Exemplary Planning is Demonstrably Effective -- Planning is a
means to an end and not an end in itself. '!he ultimate test of

ex~~plary planning is when the effort not only informs decision~king,

but produces results which justify the investment in planning.

stated differently, good planning is planning that works.

'!his does not mean that the sole purpose of exemplary planning is

to save money. In addition to reduced costs, worthwhile results could

include:

o More or better services for the same expenditure

o Increased efficiency (i.e., lower unit costs)

o Specific program policy changes, or

o Preferred client outcomes.

'!he link between p1:anning activities, however exemplary, and

outcomes is not always obvious. We suspect that the past inability to

link analytic efforts with results has accounted for substantial

disinvestment in planning. In times of scarce resources, exemplary

planning is a necessity, not a luxury.

2. Exemplary Planning is utilized and Integrated into M:magement

Functions and Utilized -- \ole see planning as an integral part of
management. Exemplary planning is central, not tangential, to the key

decisions made by organizations. Exemplary planning is not "window

dressing," (Le., processes adopted to look good, but neither useful
nor used in the decision making process).

In order to increase the likelihood of utilization, planning must

be timely. Decision-makers must have the information they need when
then need it in order to make their decisions. Since (all too often,

unfortunately) decisions must be made within a defined time frame with
or without planning input, it is incumbent upon the planner or planning

function to produce their input within extremely short deadlines.
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Cbviously managers can assist the work of planners by articulating

their needs as far in advance as possible. Similarly, planners can

help themselves help managers by anticipating the data needs of the

decision;naking process and making those data available when needed,

whether requested or not.

Improving the flow of timely, relevant, and credible data to

decision;nakers in human service agencies is generally a matter of

demand, rather than supply. ~en planners know that their data are in

demand by management and will be used in decision~king, we have

invariably observed that the quality of those data improve.

Exemplary planning is relevant to priority problems. Planning

efforts should address questions that decision~kers care about.

Planning efforts which are continually irrelevant to the "gut"

decisions being made are misplaced.

Given the unstable environment in which planning occurs in the

human services, planning processes should be dynamic - that is, they

should be capable of being changed and adapted to ever-arising crises

and issues. Unduly elaborate, cumbersome, and rigid planning processes

do not last long in the human services. 'Iherefore, one way of

determining whether planning processes are dynamic or not is to

determine whether they have established a track record. Repetition is

a related characteristic of good planning. Presumably something must

be working if a process is performed repeatedly.

some\vhat

exemplary

political

underscored

We also felt that exemplary planning should be

institutionalized. Beyond simple rePetition, we felt that

processes should be able to survive changes in

administrations. Interestingly, however, our investigation

the importance of leadership in exemplary planning.

3. Exemplary

Boundaries At

planning must be

Planning Establishes Reasonable, but Ambitious,

a m1n1mum, and it almost apPears self-evident,

cognizant of resources, authority and boundaries.
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This does not mean that the planning must be unnecessarily (or

unimaginatively) constrained by these resources, authority and

boundaries. However, plans must be cognizant of the !imits faced by
the decisi6n-makers and participating organizations for implementation.

Good plann~ng can not be accused of being ·pie-in-the-sky"

daydreaming. Ybere it is thought desirable to exceed established

resources, boundary, and authority limits; such boundary-stretching is

done in a deliberate, explicit, and strategic manner.

we undertook this project with some preconceived notions as to wha~

might make a planning process exemplary. We thought that the planning

should involve energetic efforts to go beyond the boundaries of a
particular organization by networking (e.g., establishing new linkages

with other agencies, private sector bodies, and interest groups not

normally associated with decision~king in public human service

agencies) •

Ex~~les which demonstrated such networking efforts were of

particular interest to us. In [act, as we discuss later, we found that

even our understanding of networking was based upon traditional notions

of boundaries which were far too static. '!he exemplary processes we

observed tended to take the initiative and reformulate boundaries based

on individual problem definitions.

4. Exemplary Planning is Grounded in Sound Data and Analysis -­
The analytic techniques used to support good planning should be
technically sound. 'Ihey must be defensible and appropriate for the

audience. Even if the strategies proPosed are defensible, the analytic

techniques and data should be beyond reproach so as not to lessen the

credibility of the ultimate plans. The central issue here is

appropriateness of the analytic technique to the problem and audience

at hand. We do not, therefore, equate soFhistication with technical

soundness. complicated econometric IOOdels might be useful in

formulating a strategy but inappropriate in a legislative process.
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Elcemplary planning produces products that are user friendly in

addi tion to being sound and credible. Increasingly, the way in which

data are presented to management affects their acceptance. Recent

developnents in computer graphics are one example. Although we did

tend to find extremely attractive publications in several sites,

surprisingly there were not many examples of computer applications or

other "flashy" techniques.

Innovative analytic techniques are likely to be a component of

exemplary planning. Of particular interest were creative approac~es to

data collection and analysis new ways of approaching needs

assessment, of defining problems, of collecting data. Another

characteristic of exemplary planning is that it is anticipatory rather

than reactive, helping the decison-maker to stay on top of emerging

situations •

. Finally, planning involves a reasonable level of

investment commensurate to the importance of the decisions

Tbken investments in planning are hardly worth the effort.

expensive planning processes ace luxuries that few state

human service agencies can afford.

effort, an

being made.

Similarly,

and local

The ten planning processes which we identified as best meeing these

criteria are identified in Figure 1. As shown, they run the gamut from

state to regional and local agencies, they represent a mix of planning

types, and deal wi th the full range of human development programs.

Chapter Three describes each the ten state and local planning

processes identified as exemplary as a part of this study.
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Figure 1

Characteristics of Ten Exemplary Planning Processes

Organizacion Geograohic Area

Iowa ~9drtxent of Human Services State

New York State Department of
SOcial services St~te

Denver Regiol1.:t1 Council of
Governnencs Regional

Plannin~ & Development District,
Yankton, SOuth Dakota Regional

SOuth carolina Developmental
Disaoilities Council and
Administering Agency State

Minn~sot:.::\, Governor's Planning
Council on Developmental Disabilities State

Conneccicu~ Ne~otiated Invesc;~~~

Strategj State

Pueolo H.:alth and Hu.1lall ServicE:!s
Committee, Colorado tDcal

Wisconsin community Options Program State

Governor's T".:tSK Force on Teen
pregnancy, i·larylallJ State
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Type of Planning

COmprehensive

COllprehensive

Comprenensive

comprehensive

Strategic

Strategic

AllocativE:!

Allocative

Bemedial

Plan-for-a-Plan

Program SCope

All Human Services

SOCial Services, incl.
O1ild Helfare

Aging

Conmunity Developnent,
Day care, Head Start

Developmental Disabilities

Developmental Disabilities

SOcial Services Block Grar

Revenue Sharing and Local
Funds

Aging, Developnental
Disabilities

Adolescent pregnancy



Chapter 'three

Ten Exemplary Planning Efforts

'this chapter briefly describes each of the ten

exemplary state and local planning efforts selected by

project staff. COntacts for each case are found in

~ndix A at the end of this volume.
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'!he Q:>mprehensive Planning Process of the
Iowa D§parEmenE of Human servJ.ces

Medical care for indigent populations has been a long standing

problem in Iowa. A situation where all indigent care was provided by

the thiversity of Iowa was creating problems for rural residents and

was also contributing to a t~o-tiered medical system based on income.

In response to this problem, the state Legislature sought a system

that would better serve residents who did not live near the

thiversity. '!he Q:>vernor, recognizing serious financial implications

opposed adoption of a potentially expensive statewide program for

medically indigent individuals. Unable to resolve this impasse, the

issue was referred to the Iowa Leadership Roundtable.

Background

'!he indigent care issue - and th~ problem of prOViding quality

hu.rnan services in an era of reduced Federal funding - is typical of the

controversial issues which are referred to the State and local human

services forums, the outgrowth of -networking- and participatory

planning activities initiated by the Iowa Department of Human

services. Involvement of business and corranunity leaders grew out of

DHS management's concerns about reductions in Federal funds and the

rlsJ.ng costs of particular services. This involvement has been

institutionalized in the form of Local Human service Planning councils

and HUman service Forums. '!hese COuncils typically include

representatives from area agencies and organizations inclUding the

United vay, Junior League, Chambers of COrranerce, colleges, religious

oganizations as well as government. '!he Forums have been held on the

statewide level as well as for regional audiences and tend to reflect

local issues.
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The Department of HUman services unified planning system combines a

top- down and bottom-up approach emphasizing discussion and

participation in all affected management areas within the Department as

well as those external to the Department. Formal feedback loops and.

negotiation are stressed in all planning processes as a means to aid in

the transfer of information and reaching a consensus.

DHS' planning consists of four functions:

and strategic planning, compliance planning,

planning, and special issue planning.

long-range forecasting

two year prograrn/budget

DHS employs needs assessment, research, evaluation and innovative

analytic techniques in connection with its planning. Significantly,

each of these components are linked in a comprehensive planning process

which is the central human service policy process of the State.

DHS has involved the broader community, particularly business

leadership, in developing meaningful public-private partnerships.

'Ihrough IDeal Hunan services Planning COuncils and Statewide and

Regional HUman services Forums, DHS has encouraged extensive cormnunity

participation in the planning process.

The IDeal Human service Planning COuncils were initiated in 1981

and now operate in forty-four communities. These Councils act as a

mechanism to draw together persons and groups concerned about social

needs. '!hese groups have worked to expand the available services in

response to specific community needs.

Human service Forwns have been a means for prominent citizens to

focus attention on issues in human service. Statewide forums have been

held to discuss broad needs and specific issues. Importantly, both the

Governor and legislature assign important, controversial issues to this

process for analysis and recommendation - the indigent medieal care

issue being an example of one such issue.
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At the substate level, nine :regional annan services Forums have

been held on specific topics. community leaders and literally thousands

of interested members of the general public have participated in these

Forums.

Criteria

Demonstrably Effective

As a result of the readership lbundtable's work, beginning January

1, 1986, medically indigent Iowans will be served by a limited health·

care program partially funded by a tax on Blue Cross/Blue Sheild

premiums.

'!he leadership lbundtable has also tackled such issues as organ

transplants and children in jeopardy. '!he latter initiative resulted

in the enactment of 15 pieces of legislation by the state legislature.

'!his legislation is designed to improve the coordination of efforts to

protect Iowa's children from abuse, neglect, and abduction.

Although data on specific client outcomes are limited, there is no

question that there are specific policy and program changes that can be

directly attributed to the Ellman services Forums and COuncils. In

vlapello County, local council ment>ers worked with officials at the John

D:ere COmpany to asssist laid-off employees with community services.

In the Haterloo District, council members designed a model surplus

corrrnodity distribution program which was subsequently adopted by DHS

for use on a statewide basis. In Polk county (DeS M:>ines) the Human

services coordinating 9:>ard (HSCB) has been involved in housing

assistance, food distribution, domestic violence, the paratransit

system and job training. Just recently, the HSCB has p.lt forward a

plan to become the oversight organization for coordinating child care

in the Des Moines area.
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Integrated into Management FUnctions and Utilized

'Jl1ere is considerable evidence that the councils and forums are

integrated into management. '!Wo pieces of evidence are predominant.

First of all, the Governor and the Legislature routinely refer

(difficult) issues to the Forums for consideration. second, state

officials are participants in both council and forum processes. DHS

district administrators serve as staff coordinators for the ~gional

Human services Forums. In this way they participate in the decisions

that are being made - and they benefit from the discussion that takes

place with community representatives.

Participatory/Networking

clearly Iowa has developed a process that is participatory and

which builds upon the cooperation of both public and private sector

players. '!he councils include representatives from area agencies and

organizations that provide and pay for human services. In addition

representatives of the Uhited \~y, Junior League, Chambers of Commerce,

religious organizations, colleges, local public agences and elected

officials participate. 'Jl1e initial statewide Human services Forum had

tvlO prominent business executives as co-chairs. Elected officials and

goverrunent agencies were well represented but 60% of the participants

were from business and industry. At the ~gional Human services Forums

a total of 700-800 leaders participated.

Grounded in rata and 9:>und lInalysis

'!he Department's planning system is grounded in data generated by

program operations and basic services reporting systems. 'Ihese data

are supplemented by periodic needs assessments and special studies.

The assessment of the indigent care issue was supported by an outside

contractor.

contact

Michael Reagen, Ph.D., state of IOvla Department of Human services

(515) 281-6028.
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The Cbnsolidated services Plan of the
New York State Department of SOcial services

The Cbnsolidated services Plan of the New York State Department of

SOcial services, a three year plan administered by the Department, is

actually a compendium of plans prepared by the State's 58 districts

(county departments of social services) according to guidelines and

through a process specified by the Department. The plan replaced four'

separate child and adult social services plans which had been prepared

annually until 1981. The Cbnsolidated servies Planning process

integrates the planning of a number of services for which planning had

been done independently; expands the boundaries of traditional planning

by requiring the cooperation of State and local agencies to make the

plan work; is longer in range than an annual plan and is repetitive

rather; and is integrated into management through cyclical plan

preparation and regular monitoring.

'Ibis process has undergone some ch~ges since its inception after

districts and the State mutually recognized the inflexibility of the

State-identified issues process in the first three year planning

cycle. For the second planning cycle, the Department designed a

ftconsultation process ft by Which districts could challenge the relevance

or significance of any issue cited by the Department. Under this

provision, a district's plan need not address a challenged issue if the

district convinces the Department that the data which gave rise to the

issue are misleading and that it is thus invalid or that the issue is

less significant than the Department previously thought. In this case,

the district may choose to substitute its own issues for those dropped

by the State, but it is not required to do so as long as each major

program area has at least one priority. 01 the other hand, if the

Department does not agree with the district's objection to the issue,

the district must address it for the plan to be approved by the

Department. Districts were required to submit any exceptions to the
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proposed State-identified issues by May 1, 1984.

Background

The COnsolidated services Plan of the New York state Department of

s::>cial services is the result of State legislation enacted in 1981

which provided for the integration of four separate annual services

plans (Family and O1ildren services plan, Protective services for

Children Plan, Protective services for Adults Plan, and the

comprehensive Annual SOcial -services Program Plan) into one three year

consolidated plan. 'fue plan is the first mUlti-year statewide plan­

which incorporates all services for children, families, and adults

which are funded through federal SOcial security Act Titles IV-B and,

xx, as well as through State and local sources including mandated and

non-mandated preventive services, Teenage Pregnancy and Domestic

Violence programs, 50/50 State/local funds and 100% local funding. The

purpose of the plan is to provide a three-year framework for the use of

over $600 million of Federal, State, and local funds at the local level

to meet service needs.

Although the plan is prepared triennially, implementation reports

are required from the districts for the second and third years of the

plan cycle. The first Consolidated services Plan was for April 1982 ­

september 1984. '!he planning cycle has since been changed to a

calendar year basis and the current plan covers January 1985 - December

1987.

The planning process which culminated with the current consolidated

services Plan that took effect in January 1985 actually began about two

years before then. In the winter of 1982-83, staff of the Bureau of

Policy Planning (BPP) began "first cut" discussions among themselves

and with representatives of certain offices outside their Division such

as the Office of Program Planning, lInalyis and Davelopnent (OPPAD). At

this point, discussions concerned the framework of the plan and how it

could be improved, rather than the specific goals for each district and

service. By the spring of 1983 BPP staff began discussions to
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translate their understanding into a consensus on the content of the

guidelines for plan preparation which the Department would be sending

to the districts in draft form approximately nine months later, in

January 1984. 'lhese discussions on the guidelines emtilasized

simplification of the plan preparation process for the districts.

Discussants at this point were a group of about ten people including

BPP central office staff, OPPAD staff, representatives of the Division

of Mult services, and the directors of the Division's four regional

offices. In mid-summer 1983 the draft guidelines were circulated for

corrrnents to the three units· involved in the discussions and the staff

of each of the regional offices.

In the fourth quarter of 1983 the ~partment began the process by

which it identifies district-specific issues to be addressed in each

district's plan. 'Ihis is perhaFS the most significant role the State

plays in the consolidated planning process because these issues become

some of the goals (priorities) to improve service delivery in each

district's plan. Based on statistical reports for each district

generated by OPPAD and BPP and on the input of regional office staff,

the same parties that were involved in the previous planning

discussions began to apply the ~partment's overall service goals to

what they knew of each district's conditions and apparent problems to

arrive at the issues that the districts would be required to address in

preparing the plan.

criteria

Demonstrably Effective

Wring the last planning cycle, one county Department's goal (as

stated in the first COnsolidated services Plan) was to increase the

number of children over the age of six receiving ray care services.

'!he reason for this goal was to permit continued employment for the

parents. FOr 1983-1984, in real numbers, the objective was to increase

the number of children served from 89 to 129 (representing 14% of the

total caseload). As of June, 1984, 108 children over the age of 6 were
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being served. Although somewhat short of the original target, this

represented real success. By the end of JUne 1984, six additional

Family ray care Homes had been certified and an addi tional two were

expected shortly.

In another county, independent living for adolescents in foster

care was a priority identified in the plan. This occurred because it

was found that about half of the children in foster care in the county

were between 14 and 17 years old, and half of these had a goal. of

independent living. '!he goals identified in the plan were that a

checklist should be developed for caseworkers to use to determine.

whether a foster child might be in need of the program. 'Ibis was

done. Mother goal was to review the caseload in order to gauge the

need for a program which would enhance the success of independent

living arrangements. After this was done, the ~partment hired a

contractor to develop a curriculum for foster children whose goal is

independent living and for foster parents of such children. The

reSUlting materials were used with five sets of foster parents and

about twelve foster children and proved successful. '!he program now is

used with 20 adolescents who will soon be leaving foster care and are

being instructed on such topics as how ·to use a checking account, hoW

to bUy food and horne appliances, and how to search for a job. 'lt1ese

and other skills should ease the transition for these teens from their

foster families to ·the outside world.·

Integrated into Management FUnctions and Utilized

QIce submitted, the plans were reviewed by panels of the regional

staff Who dhecked for compliance with the guidelines by using a
"completeness Review· form. 'D:> complete this 25 page form, reviewers

had to check blanks for ·yes· or ·no· regarding the presence of a

required plan element and then rate how well each section of the plan

complied with the guidelines by checking a blank such as ·very well,·

"adequate,· or "acceptable with reservations.· While the Division's

regional office staff reviewed all district plans, the central office

staff review the plans of the ·big six· districts and the staff of
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OPPAD help review a sample of three year plans. Olce the Department

reviews the plans, it notifies the districts by letter as to how their

plan was rated. If the district plans have serious problems with

guideline compliance, regional staff meet with the district staff to

discuss the changes needed before the plan the District resubmits the

plan. <hce approved, the plans (swrrnarized and consolidated into one

document by the Department) took effect January 1, 1985.

'!he district plans will be updated for 1986 and 1987 in the form of

Annual Implementation Rep:>rts (AIR IS) which are less detailed than the

COnsolidated Plan itself. 'Ihe Department now issues guidelines for AIR.

preparation only once per three year cycle, instead of annually as was

done in the 1982-84 cycle, and they are brief in comparison to the

three year plan guidelines.

ParticipatoryjNetworking

In the fall of 1983 an Ad-hoc Planning Committee was formed as a

collaborative effort of the State and district staff to respond to ~~e

last three year plan and prop:>se how the next one should be changed.

Districts throughout the state voted to select which of their members

vlOuld represent them on the COmmittee. Membership consisted of about

nine district administrators or planners (many from the "big six"

districts), the four regional office directors, and six or so central

office staff. '!he decisions of this COmmittee were reflected in the

final guidelines that were issued to the districts. '!he fact the

COmmittee was formed shows the flexibility of the process and its

bilateral nature.

In June the Department sent the districts Title XX expenditure data

and the districts submitted for their first and only time letters

declaring their intent to solicit public participation in the plan

preparation process. In July 1984 the Department notified the

districts of the final disposition of disputed State-identified

issues. Districts whose challenges of State-identified issues were

sustained by the Department had the option of formulating and inclUding
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in the plan their own priorities. According to, district staff

interviewed, these district priorities were the product of a process

less formal and distinct than the Department's, based on the local

planner's observations of the district's day-to-day operations and on

public input and discussions with other community agencies which

provide related services. All districts are required by the guidelnes

to solici t public participation in their plan preparation process.

Through public meetings and other methods, districts consult with three

sectors of the ·public,· as identified by the State: service

prOViders, service clients,· and the general public. Districts were

required to submit completed plan by september 30, 1984.

Grounded in rata and s:>und Analysis

'Ihe data required to help inform the Department and the districts

in their planning are a significant resource, although obtaining them

is relatively inexpensive because none of the data used at either level

are collected especially for the planning process. Father, all the

data on district characteristics collected by the State and any service

data that districts collect themselves are originally generated either

by other agencies (e.g. census data), 0r as part of normal management

and monitoring functions of the dis tricts or the Department. tb

automated data systems were added by the Department.

COntact

Christina Hay (518) 474-9574
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The COmprehensive Planning Process of the Denver
Reg10nal councl.I of Q>vernments Area Agency on Aging

'!he Denver COuncil of Q:>vernments (DRCOO) Area Agency on Aging is

faced with the annual problem of making difficult resource allocation

decisions. 'Ihese decisions concern which organizations they will use

to provide services to the population of older persons in their region

as well as which ~nior centers (existing and proposed) they will

support. As with any public organization DRCOG is beseiged with

requests by special interest groups and many of DRCOG's decisions are

controversial. '!he need to make difficult decisions in an era of

limited resources - and moreover - the need to defend these decisions

before the comrmmity at large, necessitated the develo};II\ent of a

planning system which was sound, objective, and defensible. MJre than

any other example, the practices of the DRCOO Area Agency on Aging are

characterized by sound data and analysis and a committment to data

based management.

Background

'!he Denver Regional Council of Q>vernments serves as the Area

Agency on Aging and as such is responsible for developing a

comprehensive plan of services to the aging and allocating funds in

accordance with the plan. '!he DRCOG planning process relies heavily on

the Aging Advisory committee which. acts as additional staff for the

agency. '!he agency has put a great deal of effort into the development

of this group as a staff resource. '!he process also relies heavily on

a well documented system and an objective and carefully assembled data

base. Relying on this data base, DRCOG been able to use its monitoring

program to provide technical assistance to service providers. In this

way it has developed good working relationships with local agencies and

has improved their operations.
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'Ihe planning process used by DRCOO has four parts. 'nley are a

needs assessment using the Cri tical Incident 'Iedmique, analysis of

population projections, an analysis of the demand for senior centers

throughout the Region, and Mvisory COrrmittee hearings. Funds are

allocated to service providers in a competitive process whereby

potential providers submit proposals in response to an REP.

criteria

Demonstrably Effective

'nlrough the use of good data and documentation of the planning

process, DRCCX:; has been able to make and defend highly controversial

decisions shifting funds from one provider to another. By devoting

staff time to developing the Advisory COrrmittee, DRCOO has

significantly increased its resources for planning and program

development. Although there is no concrete evidence of the effects of

the planning process on specific client outcomes, there is no doubt

that DRCO:; has changed earlier funding decisions based on data it now

collects. FUrther, DROOG officials maintain that monitoring data

collected in recent years uphold the wisQom of these funding changes.

Integrated into l£nagement FUnctions and Utilized

'!he DRCCX:; philosophy that monitoring is a technical assistance

activity has substantially improved relationships within the

corrrnunity. l>Dnitoring is done on a regular basis, formally, and is

well documented. As part of the monitoring process, DRCOO staff make

suggestions and work with individual grantees. The monitoring data are

used explicitly in decision making.

There is no question that the practices are integrated into

management functons and utilized. The triannual study of senior Centers

most definitely forms the basis of decisions regarding which centers

will receive DRCa:; support. 'Ihese decisions are supported by

population projections whidl document the need for services thoughout

the legion.
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An objective, quantitative scoring system is used in the selection

of service providers. '!he monitoring data is also referred to (where a

service provider has been used in the past) in supporting difficult

decisions.

Participato;y/Networking

DRCCG relies heavily upon its Aging Advisory comnittee. '!his

Committee is composed of 24 retired senior citizens and is divided into

functional (nutrition, transportation, for example) subcormnittees of

about 5 individuals each. A great deal of effort has gone into the

development of this group as a staff resource.

rurther, DRCCX; has relied on outside consultants to conduct both

its Needs Assessment (Critical Incident Technique) and its senior

center Study. 'It> finance these studies, funds were solicited from

State agencies as well as from private organizations in the community

at large.

Finally, DRCOO's attitude toward monitoring - that it is a form of

technical assistance - has contributed to a positive feeling on the

part of service providers and to the delivery of better services.

Public Hearings which are held during the planning process are

considered a useful source of input into the process. '!hese hearings

are typically well attended, and the findings are surranarized by the

Staff.

Grounded in D3. ta and Sound Analysis

The Needs Assessment is a survey of senior citizens conducted using

a critical Incident Technique. This survey involved interviews with

600 senior citizens who were asked to describe problems which they

face, the sources of assistance they receive and reactions to specific

DRCOO programs. ~fOC)graJ;:hic data was collected about each respondent
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as well. '!he target population from which the sample was drawn was the

population 60 and over, not in nursing homes. '!he sample was drawm

from the member counties in proportion to the target popultion of each

county. Within each county the sample was further divided between the

elderly living in cluster living arrangements and the remainder of the

county elderly. Random starting locations were given to interviewers.

'!he analysis of population projections is done in-house. DRCOG is

a repository for Census data and the staff manipulates the data making

projections of county population trends through the year 2000. '!he

data is projected by sex and age categories (in five year intervals) .

for each of DRCOG' s member counties.

The senior Center Study assesses the current composition and

utilization of services provided in senior centers, assesses physical

characteristics of each center, projects service and capital needs to

~~e year 2000, and develops funding suggestions to meet high priority

services and capital needs for the next two years. It was initiated in

response to problems the Division' faced in the previous planning cycle

where the limited resources made it· impossible for them to respond

positively to all of the funding requests.

contact

SUsan COcking-Aldridge (303) 455-1000.
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Planning and Development District III
Yankton, South Dakota: Management by CbJective Process

In 1982, Planning and Development District III was faced with its

first change in leadership since its formation in the early 1970's.

Challenged by the management of an organization made up of 12 counties,

51 cities, 92,000 individua~s and covering 12,000 square miles in area

the new director implemented a sound, well thought out management by

objective process. This process served him well and provided for both'

the longer term planning activities as well as the service delivery and

quick response needs of the organization.

M:inagement by objectives is neither new nor unique. Nevertheless,

a well run and well managed organization with a capacity of self

criticism and improvement is not a trivial accomplishment. At the time

of this examination, Planning and Development District III is

. undergoing another mange in leadership. According to reports, the

transition went well, and the process ~ill continue - albeit slightly

changed.

Background

Planning and development districts were established in SOuth Dakota

in the late 1970's and assumed broad functions which paralleled those

of the u. S. Office of Economic Opportunity as well as some energy

assistance activities. There were six regional districts. At that time

human services were provided by planning districts that had the same

geographic boundaries as O:mlffiunity h=tion Program (CAP) Agencies. 'Ihese

planning districts developed economic and technical assistance

programs. The CAPs administered low income housing, weatherization and

head start programs. Some CAPs collapsed in the 1980's for a variety

of reasons. Development District III picked up the Head Start program

in 1982. The weatherization, elderly transport and nutrition programs
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went to a non-profit organization.

'!he District responds to a governing corrmittee which includes

representatives from each participating unit of local government, each

area Resource COnservation and Development (RC+D) and water development

district, the Yankton Sioux Tribe, the area-wide Blsiness o>uncil,

L~c., the Head start Policy COuncil and two Area legislators.

'!he MBO process is also performed by the Head start program.

Because of the nature of the Head start program their MBO process is

more specific and prescriptive. Head Start staff are required to·

rep:>rt on a regular basis and do so according to clearly defined

objectives. Further, there is a Head Start Parent 'lask Force which

meets regularly and receives staff rep:>rts as well as a Head start

Policy o>uncil made up of parents, teachers and other community

members.

For non-Head Start rep:>rting there are biweekly staff meetings.

Because the office is so small 3. t is possible for the Director to

easily keep track of what is going on. District III'S bUdget is

approximately $500,000 for hwnan services delivery and $200,000 for

planning, develpment, and technical assistance.

Criteria

Derronstrably Effective

Planning and Development District III rronitors its programs

according to its objectives. Often these objectives are expressed in

terms of processes - provide an aide, provide technical assistance,

etc. HoWever, there is considerable evidence that they do achieve

these objectives and make an impact on programs and policies.

'!he District feels that its premier area of success is in community

development, particularly infrastructure development. '!hey have been

the catalyst for pltting together financial packages for rural water
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programs. 'lheir role has been to foster the cooperation among the

local jurisdictions and to help them combine financing mechanisms to

make better use of federal funding opportunities.

The major failure has been in the natural resource arena. Although"

the example does not come from the human resources area it is

illustrative of the type of problem an organization may face when it

tries to rely on other organizations for implementation and these

organizations have no relationship or loyalty to it. Although there is

a substantial regional need to develop water resources, implementation

rests with the U. s. Army Corps of Engineers and B..1reau of Reclamation'

as well as with the u.s. Congress.

In the human services area, the District had developed a goal to,

"•. •Assist county governments in the administration of welfare

programs. II 'Ib this end the District provided an aide to a merrt>er

county to assist in the administration of the county's welfare program,

kept the BJard informed of federal activities, and helped several

counties to write ordnances. In addition, by providing volunteer staff

support to local goverrunents and helping them in their relationships

with federal agencies, Planning and Development District III develops

credibility that makes implementation of its other activities easier.

Integrated into Management Functions and Utilized

One significant issue that the District faces is trying to balance

the developnent of a long term comprehensive planning statement with

their mission of providing technical assistance and rapid response

support to their member jurisdictions. 'lhey have dealt with this

problem in two ways. First, each staff member's work budget for the

year has an allowance for "unaccounted for time. II In this way, the

staff can respond to sudden situations without holding up all their

other activities. In addition, the process allows for technical

assistance which it defines as any activity that requires less than ten

days of assistance. If a request is expected to take longer than ten

days an amendment to the workplan is required and this implies going to

3 - 18



the full board. Planning and Developnent District III must, by the

nature of its relationships, be able to respond quickly to requests by

meri1ber jurisdictions. 'lherefore they have established a procedure for

qUickly assigning tasks that require less than 10 days of staff time to

complete.

participatory/Networking

!he District responds to a governing cormnittee which includes

representatives from each participating unit of government as well as

special purpose districts. A yearly survey (see the following section) .

also seeks to identify constituent problems and interests.

Grounded in Data and Sound Analysis

After the former director took over in late 1982, the District

cOl1"lmissioned the university of South D:ikota to undertake a survey of

local government officials. 'lhe purpose of the survey was to outline

the service needs of the constituent jurisdictions and to identify

their attitudes towards the District. This survey has been repeated on

an annual basis to identify interests and problems of constituent

jurisdictions. !he survey is performed by planning and DevelOPment

District staff. It is a mail survey of between 200 and 400 elected

officials. !he response rate is quite good and averages about 60%.

Head start also conducts an annual mail survey of program parents

which has had a similarly high response rate. 1he purpose of the Head

start survey is to determine program benefits, whether the program is

doing a good job and whether parents understand its relationship to

Planning and Development District III.

Following completion of the 1983 survey, the District contracted

with a Professor of Political SCience from the University of South

D:ikota for the purpose of developing a mission statement for the

agency. !he consultant worked separately with the staff and the

Executive Board (seven locally elected officials) to develop a GOal and
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Mission Statement. 'Ibis Executive BJard Management Slbcorranittee

identified what the District should be doing in each program area:

Economic Developnent, COmmunity Development, Natural resource

Development, HUnan resource Development, Planning and Research,

'lechnical and Management Assistance, and Management. '!he input from

these two separate sources was then integrated into a single statement.

A series of three staff meetings were held during whidl the staff

worked over the goals statement a~d developed specific objectives and

activities. A work report was produced that listed each rronth and the

associated activities and -accomp1is~nts. 'Ibis process has become

routine.

originally, in 1983, the initial goal setting process took four to

five rronths for the 1984 program year. 'Ibis process included the two

contractual survey efforts and cost $2,600 ($600 for the survey of

local government officials and $2,000 for the development of the

District mission statement). Repeated for the 1985 and 1986 program

years, the process now requires 60 days in elapsed time. 'Ibe Director

felt that monitoring thrOUghout the year only required about one full

week of his time over the course of the year.

COntact

Greg Henderson (605) 665-4408.
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In 9:luth carolina the Develo};Xllental Disabilities (DD) Q)uncil and

Administering Agency for DD are located in the Q:lvernor's Office and

are functionally separate from the management of programs serving

persons with developmenta~ disabilities. This separation of the

planning and fund allocation processes from the management function has

enabled the DD Council and 1Idrni.nistering Agency to take a broad based

approach to developmental disabilities, establishing service linkages

and extending the boundaries of its area of concern.

Prior to the current plan period, the DD COuncil developed a broad

plan to provide small seed money grants to providers of services.

According to a fonner director of the DD OJuncil, the Q)uncil then had

a hard time concentrating on measurable objectives as it tried to meet

all the needs of persons with developmental diSabilities. At that time

the Mministering Agency was a part. of the Department of Mental

Retardation (DMR), and the DD Q)uncil was physically housed at DMR,

althOUgh organizationally it was part of the Q:>vernor's Office. '!he

move from a1R provided more independence for both agencies, as well as

giving them far more influence and visibility.

There are two interesting aspects to the SOuth carolina
experience. First, the separation of the planning and fund allocation

process from management of the service program has enabled the DD
Council and Administering Agency to take a broad approach to

developmental disabilities, establishing linkages with other service

networks and extending the boundaries of its area of concern. second

strict adherence to a task oriented internal management system enabled

the Council to concentrate its efforts on a narrow set of realistic

objectives. However, the process itself used to develop the three year

plan is not particularly innovative or noteworthy.
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Background

'!he South carolina I:eveloI;mental Disabilities (DD) COuncil is

responsible for planning, monitoring, and evaluating services to

persons .with develo};!1lental disabilities in the State of SOuth
l

carolina. Under federal law, the Q:>uncil and the State Administering

Agency for Developmental Disabilities are jointly required to develop a

three year plan and to update that plan annually. ']he hiministering

Agency is then responsible· for implementing the DD State Plan. '!he

Q:>uncil is currently entering the third year of the current plan, and

preparing to develop the next three year plan (1987 - 1989).

In developing the current plan, the DD Q:>uncil followed a rigorous

task orientation, setting out specific goals for advocacy, evaluation,

public information and targeting of resources. ']he goals for the

Administering Agency as developed in the plan were to increase access

and availability to services. Each goal in the plan was broken down

into concrete steps for each plan year. Regular m:mitoring of

accomplishments has forced the Q:>uncil and the Mninistering Agency to

focus their efforts towards specific, realistic steps. ']he result has

been significant accomplishments in expanding services to persons with

development disabilities, particularly in the 1984 legislative session.

'lhe Administering Agency for Developmental Disabilities is also

housed in the Governor's Office, where its director is also a Deputy

Director of the Division of Health and Human services. ']he two units

share an office suite and work closely together. '!he Administering
Agency is responsible for operating the case COordination System which

operates in four sites to coordinate services to persons with

developmental disabilities on an individual basis. '!he agency also

operates the SOuth carolina Handicapped serVices Information System

(SCHSIS). 'IOgether with a nanagment information system for the case

managment program, SCHSIS is a prime source of data about the needs of

persons with developmental disabilities.
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Demonstrably Effective

Because the needs for services were so great and so varied, the

COuncil determined it could be most effective in seeking to influence

the service delivery system, rather than trying to meet all the

identified needs through inresed or redirected funds. For instance,

since a great many needs for services to children were identified and

the COuncil felt it unlikely that increased funds would become

available, the Council directed its activities toward legislative

change. It was istrumental· in the passage of a bill establishing a

Children's Trust FUnd to be generated by voluntary contributions from'

state income tax refunds. PUnds from the Trust could be used by

non-profit agencies for programs which address the critical needs of

children.

The concentration of COuncil and Staff efforts on a few areas has

enabled the COuncil to take the lead or participate in the adlievement

of significant expansion of services for persons with developmental

disabilities.

Integrated into r~nagement FUnctions-and Utilized

A key element in the development and implementation of the Plan is

the internal managrnent system developed by a new Council director in

1983. (This "new· Director left the o:>uncil in 1984, and is now the

former director referred to above.) This plan lays out specific

objectives to be accomplished and monitors accomplishment against the

plan. These rep::>rts are updated at least quarterly, and have served to

keep the COuncil and staff focussed on specific objectives, excluding

other worthwhile activities which are not given high priority in the

overall plan. This management system has been continued by the current

director.

In July 1985, the COuncil reviewed the process used for the current

plan and decided it will use essentially the same process to develop

the next three year plan. In addition to the data sources described
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above, the Cbuncil will hold public hearings.

In fact, there are problems resulting from just how well integrated

into management the system is. The DD Cbuncil and Administering Agency

face problems as part of the Governor's staff in terms of their

responsibilities as advisors to the Q>vernor. Staff are asked to

corranent on all legislation and other proposals which affect persons

wi th developnental disabilities, including budget requests of the DMR

(Department of Mental Retardation) and other state departments. 'Ibis

function - and the resulting recommendations - are independent of the

staff responsibilities to the COuncil, and are extremely time consuming.·

Participatory/Networking

The DD council currently consists of 36 members of whom half

represent agencies serving persons with developmental disabilities and

half represent consumers. 'fue consumers in turn are divided into

primary consumers, that is, persons with developmental disabilities,

and secondary consumers, that is, parents or guardians of persons with

mental impairments who cannot represent themselves. 'fue director of

the DD council also functions as Dep.1ty Director of the Division of

Heal th and a.unan services wi thin the Governor's Office. The COuncil

has a staff of four: a director, an administrative assistant, a public

information/advocacy specialist, and a secretary. 'fue Cbuncil meets

four times a year, but has subcommittees which meet more often.

The COuncil has high visibility in the Legislature, and has become
a broker between service agencies. For instance, when th Department of

Mental ~tardation and the Department of Vocational Rehabilit::ation

could not agree on whidl agency had responsibility for ernplyment

programs for persons with mental impairments, it was the DD COuncil

which stepped in. The DD oouncil was asked to organize a stUdy of the

needs of this population, and its director consulted with both agencies

to work out an agreement. All major service providing agencies sit on

the Council, and use the OOuncil as a forum for working out

jurisdictional and other disputes.
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Grounded in D:l.ta and s:>und Analysis

In developing the current plan, the DD council and the

Mministering Agency had available to them information that earlier

planners had not had. '!hese were used extensively in developing the

Plan. '!he prime sources of data were:

case COordination stem Mana ement stern. '!he case
Coor 1nat1on system serves persons with
developnental disabilities throughout the state. In 1983 a
computerized informatio~ system describing its clients and their
needs became operational and was used to develop the Plan. Wlile
the planning staff could not determine if these clients are'
representative of all persons with developnental disabilities in
s:>Uth carolina, they did determine that a sample of 700 persons
would be considered statistically valid, given the estimated
national prevalence rate of 1.6%. '!he Management Information
system captures demographic, economic, handicapping characteristics
of clients, as well as records services received and needed.

South carolina Handicapped services Information system (SCHSIS).
'Ibis automated system assists s:>Uth carolinians to locate
appropriate services in their own or in a neighboring county. '!he
system records the nature .of the service request and the
availability of services to meet the need.

In addition to these new data sourqes, the Council collected data

through two means which they have used in the past:

Needs Assessment. Using key informants, the planning staff
surveyed agencies in direct contact with persons with
developmental disabilities to determine their assessment of
the service needs and priorities.

Review of State Plans. Members of the COuncil were
ass1gned plans of state agencies serving persons with
developmental disabilities to review and summarize to
determine the extent and scope of available services.

'Ibe data collection effort was designed to be practical and

affordable. '!he former director emphasized that they were limited by

the available resources in conducting the Needs Assessment survey, and

therefore chose the key informant method rather than a general

popUlation survey. '!he goal was to identify any sUbpopulations of

persons with developnental disabilities who were underserved and to
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determine what the needs for services are. A strength of the data

sources used is that although the case o>ordination System Management

Information System covered only a small fraction of the estimated

50,000 persons with developmental disabilities in S::mth carolina, the

system did identify real needs. '!he data from that system and the

SCHSIS reflect services that people have actually requested, not

theoretical needs of the entire population.

Because of the COuncil's independence from the service providing

agency, and its influence in the Governor's Office, the Council has

been able to take a broad approadl to developmental disabilities, to'

act as a broker between other state agencies, and to seek allies with

other agencies concerned with children or the handicapped. This

arrangement does have drawbacks as the DD COuncil and Mrninistering

Agency are not well integrated with major provides of services to

people with developmental disabilities. It also may make it difficult

for DD COuncils in other states to follow South carolina's example.

COntact

Sherry Driggers, Ed.D. (803) 758-8016.
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The strategic Planning Process
of the

Minnesota GOvernor's Planning COuncil
on DevelOpmental Disabilities

Few issues in Minnesota are as sensitive as the question of

deinstitutionalizing the developmentally disabled. Widespread

deinstitutionalization would require the closing of State institutions

which care for this population, adversely affecting the corranunities

where those institutions are a major industry. The move from

institutional care to community care is also seen as a transfer of jobs

from the public to private sector, raising concern among organizations

representing state employees.

rurther, the shift from institutional to corranunity-based care is

seen by local governments as an attempt to shift the costs of caring

for the developmentally disabled from the State to county governments.

Finally, there are major unresolved issues about the appropriateness of

alternative foons of care for the developmentally disabled themselves.

It is against this backdrop of controversy that the GOvernor's

Planning COuncil on DeveloJ;XIlental Disabilities initiated its strategic

agenda.

Background

'11le GOvernor's Planning council on DeveloFfOOntal Disabilities is a

part of the State Planning Agency. As such, it is independent from the

major state agencies responsible for administering direct services to

Minnesota's developmentally disabled, enabling the COuncil to t~e a

cross-cutting perspective that would be impossible from within a single

service delivery agency.
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By all accounts, the COuncil was a moribund agency as recently as

four years ago. '!he COuncil was. not influential in either State

government or with the 200+ agencies which comprised the Minnesota

advocacy cOITllll.1nity. '!he Executive Director appointed by the Council in

1981 set about to change that image.

'!he JOOst topical issue at the time of her appointment was State

compliance (or lack thereof) wi th a o:>urt order for

deinstitutionalization. Siezing on the currency and visibility of this

issue, the Council's Executive Director formed an alliance with the

person appointed by the COurt to monitor compliance.

'!hough not mandated in any way by the o:>urt Order, the staff of the

DeveloJ;:mental Disabilities Planning Council began to produce a series

of policy papers addressing the key issues involved in the

deinstitutionalization debate in Minnesota. These papers, averaging 15

pages in length, were timely and relevant to the issues under

discussion.

Among the issues addressed by this series were the size of

community residential facilities, the costs of community vs.

institutional care, admissions/readmissions to state hospitals, the

cost-effectiveness of day activity centers, training needs vs. training

available for the administrators and staff of both residential and day

programs, an inventory of sheltered employment programs in the State,

and the financial and demographic characteristics of the

developmentally disabled in Minnesota.

In all, 22 policy papers were produced by the Council staff and

widely circulated. The papers were available both separately and

bound in attractive binders for more permanent reference.

-

'!he policy papers received a both a great deal of

deal of praise for being both scholarly and readable.

chasm that had previously existed between research

process.
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'!he relationship between the Court I-Dnitor and the
COuncil's Executive Director was a mutually beneficial
one. '!he Director and her staff were able to provide the
Court l-bnitor with a series of closely reasoned policy
analyses dealing with key aspects of alternatives to
institutional care. Conversely, the visibility associated
with the dissemination of sound, relevant, and timely
policy analyses moved the COuncil from the periphery to the
center of Minnesota's policy process almost overnight.

Having established its credibility in the policy process, the

Council staff paused to consider appropriate next steps. What emerged

from this reflection was a three-phase strategy to demonstrably improve

the care provided to Minnesota's developmentally disabled.

Phase I was designed to be educational, to establish a common

understanding of Minnesota's problems and programs. The COuncil's work

involved interviews with virtually everyone with any involvement or

interest in policy affecting the developmentally disabled in Minnesota,

regardless of their point of view. A synthesis of these perSPectives

was set forth in ~velopmental Disabilities and Public Policy: A

Review for Policymakers, an attractive and highly readable document.

Like the policy papers, this document was widely disseminated, but

in a particularly noteworthy manner. Instead of simply distributing

the document by mail, the brochure was personally delivered to key

policy makers (e.g., State legislators) by a constituent involved in

the developmental disability network. '!here was no concern that, in

many instances, legislators received more than one copy.

Fhase II was designed to identify What courses of actions were

possible to improve services to Minnesota's developmentally disabled.

'!he orientation of the COuncil in this process was three-fold:

o 'Ihink big.
o D:m' t ever say it can I t be done.
o D:m't ever say it can only be done with more money.
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In stark contrast with the functions typically associated with

advocacy group.c;;, the Council completed an evaluation of the state I s day

activity centers which severely criticized the inefficiency of those

programs. In addition to demonstrably improving those services, in the

process the Q)uncil earned a reputation for objective analysis not

commonly associated with advocacy group.c;;.

'!he culmination of Fhase II was another attractive publication,

TOward a DevelOpmental Disabilities Policy Agenda: Assuring FUtures of

Q.lality. llgain the work of· the Q)uncil received widespread, personal

dissemination and served to move discussion within the state to the

next p,ase.

Phase III of the Council's strategic planning agenda has involved

leadership in building for the future. Perhaps the clearest example of

this leadership role was the Council's designation, by the legislature

and Governor, to serve as the staff an interagency board established to

deal with the highly controversial issue of closing and consolidating

State hospitals. 'Ibis work involved an extensive set of public

hearings across the state and, again, resulted in a series of issue

papers whidl formed the basis for both public discussion and the

interagency board's deliberations.

Criteria

Demonstrably Effective

Perhaps the most notable effect of the Council's work has

elevate and shape the course of public policy in Minnesota.

long-run their work should benefit the developmentally disabled

state. Ultimately, however, the responsibility for

implementation rests with others.

been to

In the

in the

policy

In the near-term, the Council can point to some immediate effects

of its work: more complete compliance with the o:>Urt Order for

deinstitutionalization, a more cost-effective network of day activity

centers, and State legislation setting policy regarding the closing of

State institutions and transfer of programs to the community.
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Integrated into Management FUnctions and utilized

As a result of the work of the Executive Director and her staff,

the revelopmental Disabilities o::>uncil moved from the peri{ilery to the

center of t4e policy process. 'nlough integrated at the higher levels

of the poliby process in the State (e.g., in interacting with the

Governor, State Planning Agency, and legislature), the work of the

COuncil is not linked with the agencies responsible for program

operations.

Participatory/Networking

'!he work of the ~ve1opnental Disabilities COuncil is a classic

example of networking. Its early work established linkages with the

the many and diverse interests in the policy process. 'nlese working

relationships extended to groups Who would not normally be associated

with advocates for deinstitutiona1ization,· (e.g., state employee

organizations) •

The COuncil's leadership

examining the closing of State

how to conduct public hearings

policy process.

in staffing the Interagency group

institutions was a good case study in

that are productive and helpful to the

Grounded in SOund Lata and Analysis

'!he special contribution of the council, particularly in the person

of the Executive Director and her staff, has been sound policy

analysis. '!he policy papers and special studies completed by COuncil

staff are rigorous, relevant, and readable. council staff have also

earned a reputation for being objective, free of the bias which might

be anticipated of an advocacy group.

COntact

Dr. COlleen Wieck (612) 296-4018.
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'!he COnnecticut tegotiated Investment Strategy

'nle Qnnibus B.1dget Reconciliation Act of 1981 merged a nurcber of

social service programs into block grants and significantly reduced the

funding available to support these programs. In addition to reducing

its financial involvement, the Federal government also lessened its

control over the administration and operation of these programs, thus

leaving state and local government with increased responsibility for.

providing these services at reduced funding levels •

.Faced with this situation, the Q)vernor of a:>nnecticut (William

O'Neill) responded by appointing an inter-agency Task Force to

recorrmend an approach for administering the shift from Title XX to

block grants and dealing with the reduction of program funding. '!he

Task Force recorranendation was the tegotiated Investment Strategy (NIS).

Background

NIS was developed by the Charles F. Kettering Foundation as a

policy tool for local governments to deal wi th urban policy problems.

'!he Office of Policy and M3.nagement (OPM) initiated a series of

discussions wi th the Kettering Foundation regarding the use of NIS for

the SSBG allocation process. The Foundation felt that NIS could be

transferred to Connecticut, with m::>difications. ']he NIS provided a
basis for making difficult resource allocation decisions and for

involVing all participants of. the human services delivery system in the

process.

The Negotiated Investment Strategy is a ·process· for arriving at

decisions regarding categories of services to be funded, the priorities

assigned to the services categories, and finally, the amount of funding

for each service (given the SSBG funding constraint) •. '!he actual NIS

process involves interaction between teams representing each set of

3 - 32



-

actors and is organized and administered by mediators. Maetings are

held during which the priorities for each SSBG service category (there

are 18 service categories) are established (high, medium, low) and

dollar cuoounts are set. '!he agreed-upon SSBG allocation budget is then

presented to the legislature for approval. Olce approved, each state

Agency of cognizance is responsible for ensuring the delivery of

services either through direct service delivery or through contracts

wi th municipalities and/or private, non-profit agencies.

A wide variety of issues surfaced in relation to modifying the

initial NIS design for the COnnecticut SSBG allocation process. 9:)me.

of these issues are discussed below.

selecting the negotiating teams -- In the case of the state

team, there were only 18 potential participants. At best,

t..'lis nwnber was fluid because many of the old Title XX

agencies did not consider themselves social services

agencies, some moved in and out of the program over time,

While others wanted out of' Title XX service delivery

altogether. Olce the universe of state agencies was

decided upon, a team of five agencies had to be selected.

OPM and DHR were immediate selections because of their

positions in the system. The three others were selected to

reflect agency size (large and small).

Formulating the municipal team was done in conjunction with

two COnnecticut municipal organizations: COnnecticut

COnference of Mmicipalities (CCM) and the Conference of

SnaIl 'Ibwns (OOST). Ultinately, three members from cot and

two from COST were selected. 'Ibis team prOVided a full

range of representation (snaIl, medium, and large) of

Connecticut towns.

selection of the private team was accomplished within a

time frame that surprised the NIS organizers. A

preliminary list of state-wide providers was drawn up and
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invitations sent out for the initial briefing on NIS. The

private , non-profi t organizations in attendance were

briefed on NIS and their potential role in the process

explained. '!he agencies immediately organized, selected a

steering committee, expanded the list of private,

non-profit organizations, and selected a negotiating team

for review by the entire set of private, non-profit

organizations.

selecting the mediator ·team -- The team of mediators was

selected by the state NIS team, the private, non-profit

team and representatives from CCM and COST since the

municip3.1 team selection was not complete at this time).

This was basically the first test of the NIS process since

a rule of wunanimityW was established that required that no

mediator would be selected without full agreement of all

teams.

Organizing and prep3.ring for NIS -- The head mediator

played a major role in organizing NIS by conducting

preliminary meetings with the NIS "teams to establish his

role, and to iron out the ground rules and procedures that

would be used in conducting the actual negotiating

sessions. In addition, he spent a significant arrount of

time working with the teams to firmly establish what was to

be negotiated and how the negotiations would be conducted.

Establishing the initial team positions -- Since there were

no established policy positions, each team had to establish

an initial position as a starting point for NIS.

The initial state position seems to have revolved heavily

around DHR since it administered the Title XX program and

knew more about the service programs than most of the other

agencies that could generate Title XX billings.· As it

turned out, DHR was not enthusiastic about the
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implementation of NIS because state intra-team negotiations

as well as shared team membership reduced its role and

influence. However, the G:>vernor's corranitment to NIS
forced DHR to participate in the process. Another factor

in establishing the initial state position was the

"swapping out" of SSBG by non-traditional agencies that did

not want to participate. 'lhey were allowed to swap their

funding for state general fund monies at a 13% loss. 'lhis

reduced the number of agencies involved and consolidated

the position of the more traditional state social service

agencies.

'lhe initial municipal position centered around finding ways

to reduce the old administrative burdens of Title XX while,

at the same time, making more effective and efficient use

of SSBG funds. '!he IlllIlicipal team's approach recormnended

the development of a new service called "client-centered

coordination of services."

'!he private, non-profit team focused (as did the muncipal

team) on issues related to the administration of SSBG

funds. 'lheir concerns related to excessive paperwork and

duplication of reporting, timely payment of approved

grants, the ability to invest grants funds and earn

interest, and more objective and uniform evaluation of

competing grant proposals.

'!he rules of procedure - Wi th the selection of the

participating teams and the development of positions,

agreement had to be reached on the ground rules for

conducting the negotiating sessions. ~rking wi th the

teams, the head mediator elicited team concerns regarding

procedures. Team responses were used as the basis of the

first formal negotiating session where the ground rules

were roughed out and completed by the mediator following

the session.

3 - 35



Criteria

Demonstrably Effective

'!here is no question that the NIS has been effective in terms of

implementing funding decisions which reflect priorities that have been

set in open negotiation. Figure 2 illustrates the relationship between

priorities and funding. 'Ihe reason that there apPears to have been

more funds allocated to low priority items than to medium priority is

that there were many more low priority programs. 'Ihe average grant

size would reflect the medium and low priority designation.

Integrated into Mmagement Functions and Utilized

NIS is clearly integrated into management functions and is utilized

- it is the process by which resource allocation decisions are made for

social services in COnnecticut. It is a process which provides the

opportunity for social service organizations to participate in

decisions relating to· establishlng priorities and funding of SSBG

service programs. For the first time, organizations that have been

dependent upon state agency priorities now share in the role of setting

priorities. B:>th from intra- and inter-sector perSPectives, NIS has

promoted the exchange of information and ideas related to SSBG service

delivery within the state. 1>s the process continues it offers

trerrendous potential for reducing the duplication of services and the

possible integration of SSBG and related services.

participatory/Networking

'!he process is carried out by four sets of actors: •

State ?5.encies of Cbgnizance (AOCs) -- 'Ihese agencies are
responsible for the delivery of services that fall within
the service categories that compose the SSBG. AOCS are
responsible for determining how SSBG services will be
delivered (directly or through contracts with cities and
the private sector).
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