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Our Charge

S. L. 2009-451, Section 10.52 directed
the Program Evaluation Division to study
the consolidation of administrative
functions of social services programs
among counties including

— |ldentifying factors affecting consolidation of
programs

— Denoting opportunities for functional

consolidation among counties
Report p. 2
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Overview: Findings

* Five alternative structures for
administration of social and other human
services exist in NC and other states

* Statutory and perceived barriers inhibit
counties from considering different
structures of administering social services

* Administering programs at the county
level is considered a major strength of
NC’s social services system
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Overview: Recommendations

* Eliminate the 425,000 population
threshold to establish a consolidated
human services agency

* Allow formation of DSS districts using

the public health district as a model

* Direct DHHS to develop a plan to
simplify and streamline supervision
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Background
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Social Services Defined

* Consists of programs and assistance
provided by public and private
agencies

* Meets the needs of children, families,
senior citizens, persons with disabilities,
and the economically disadvantaged

* Helps people achieve and maintain
economic and social well-being

Report p. 3
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State-Supervised and County-

Administered Social Services System

Federal
Requirements

Federal & State
Requirements

§
County Departments

Department of Health and !{5\
Human Services )
A — }//
7
of Social Services

Federal & State
Compliance Reporting

Fnlln'ul Cavavnmand

CUCIMI WV VYEGIIlHiein

Federal Compliance

Reporting
NC is one of 11 states providing social services

programs through a state-supervised and county-
administered system
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Current Structure of County Social

Services Administration in NC

L North Carolina Social
County commissioners ~ N ~ N

- : Services Commission
appoint members to Co.un.ty Social S?r\(lces .
h il i Commissioners Commission appoints members to county
e social services ) .
e P social services board
board
7~ N\ ~
County County Social Social services board
Manager Services Board sets policy and provides
\/ \/ . o o
direct supervision over
Social Services Director
Social Services R
bi Social Services
Irector oversees Director
social services N
agency . .
Social Services
Agency
~_

Reor’r Pp. 5-7
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Findings
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Finding 1.

Alternative structures for
administration of social services
and other human services exist
in North Carolina and other
states

Program Evaluation Division North Carolina General Assembly




Five Alternative Structures

Contracting for Social Services
Administration

Regional Approach — Multi-County Social
Services Agency

Regional Approach — Public Health

District as a Model for Social Services

Consolidated Governance — County
Commissioners Serving as the Social
Services Board

Consolidated Governance and
Administration — Human Services Agency
Report pp. 7-9
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Alternative Struc

Exhibit 3: Altemative Methods for Administering Social and Human Services in North Carolina

tures in NC

Alternative Method

Description

Applicable
Statutes

Governance

Counties
Implementing

Benefits

Challenges

Other
States

Contrading for Social
Services Administration

Exhibits 4.1 and 4.2

Ono county DSS contracts
with anothor county DSS to
administor seciol services

160A-481

This mothod doos not
chongo how the
GOvOrmance structure.
Each county’s DSS
director is responsible
that the contract is
proporly axecuted

Avory, Comden,
Chowaon, Hyda,
Porquimans,
Posguotank, Tyrrell,
Washington,
Wataugo

Ercures occess 1o sarvices in county
Improve quality of services to
corsumors

Cost offoctive use of resources
Maintoins county control

Nagotiating controct terms to
benefit all counties involved

MHN, PA, VA,
wi

Regional Approach =
Multi=County Social
Services Agency

Exhibits 5.1 and 5.2

Two or more county DSS
boards form a single DSS
agency o administer socal
20ricos

T08A-12(b)
160A-462
through 160A-
466

Two or more county DSS
booards provide
oversight 1o DSS direcror
D$S direcror administers
sarvices for o single
agency

Hona

Reduced admiristrative costs
Ircroased officiency in allocating
rosourcas

Complicated oversight structure
requiring socol services director
o roport to multiple socio
services boord:

Ca, CO, MN,
ND, NY, PA,
VA

Regional Approach =
Public Health District as
a Model for Social
Services

Exhibits 6.1 and 6.2

County commissionors and
local publc hoolth board: in
TWO OF MOro COUNNos Ogres
to form o hoolth deparmment
district

130A.36
thraugh 130A-
38

One board with
roprosontation from
oach county

One DSS direcror for
distrct

Allaghany, Ashe,
Avary, Bortio,
Comdea, Chowon,
Currituck, Go
Granville, Martin,
McDowell, Mitchell,
Pozquotank,
Porquimans, Polk,
Ruthorford, Tyrrell,
Yorco,
Washington,
Watouga, Yoncoy

Simpified governance struchures
Cost sovings

Improved efficency

Improved service deffvery
Maintoins occoss 1o sorvices

Countios con choose to leave the
district

Ca, CO, MN,
MND, NY, PA,
VA

Consolidated
Governance = County
Commissioners Serving
as the Social Services
Board

Exhibits 7.1 and 7.2

County commizsionors aboksh
the sodal services board ond
othor human sorvices boards
and aszumes oll policy-
maoiding responsibilitios of tho
social services boord and
othor human services boords

This option is Emited to
countios mooting the 425,000
population throshold

T53A-77(0) &
G

County commissicanrs
sorve as the board for
social servicas, public
hoalth ond mental health
2Orvicos

Social services, public
haalth, and mental
hoalh provided by
soparote ogoacios

Mocklonburg

Ono board oversesing agoncies
Effidoncy gains from not having
soparate boards

Erhanced rolo for county
commissioners ond manoger

Roduced odministrative costs becovse
functions are conducted contrally

No invelvomont from community-
at-lorge in tho oversight of
human services agoncios
Ircreased workload for county
COMMISIIONOTs

Efminatas pofitical buffer
borweon seciol services director
aond county commiss

CA, CO, MN,
NI, PA, VA,
wi

Consolidated
Governance and
Administration =
Human Services Agency

Exhibits 8.1 and 8.2

County commissionors oppont
human sarvices board and
concolidate social sarvices,
public hoolth, and mental
hoalth service: into cno
agency

This option is Emited to
countios mocting the 425,000
popviation throzhold

15377
1084-15.1 [c)

Consolidated board for
sociol services, public
hoalth and meatal heaith
rvicos

One director for human
BrVices

Sociol zervices, public
hoalth, and mental
hoalth provided by one
agoncy

Ore board overseeing agoncios
Roducod adminéstrative costs
Incroazed officiency in allocating
rOIOUrcos

Flaxibility in how sorvicas are best
integratod to moot county naods
Incroosed sarvico occess
Maintains county control
Opportunitios for holistic sorvice
dalivery

Tokes time and continual offort to
maintoin on consolidoted agency
Ircroased worklood for human
services board members

Sowrce: Progrom Evaluotion Divinon based on intervicws with porticipating counfics, revicw of gencral riotutts, ond rurveyt of other riofcs

Program Evaluation Division
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3. Regional Approach

Public Health District Model

Each Board of County S\ N\ P

Commissioners appoints County County County
members to the public Commissioners Commissioners Commissioners

health board for the S
district
Public health board

District Public Health

provides direct supervision

Board to the public health
~ director for the district
—/~
Public health director District Public Health
oversees one agency serving Director
counties in the district ~_~—
7~ N
District Public Health
Agency
SN—

Report pp. 14-15
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4. Consolidated Governance

County Commissioners Serving as the Social Services Board

County commissioners gm\ty
serve as the board for Commissioners
all agencies N _
The general manager in the
7~ N

county manager’s office
County Manager provides direct supervision over
each agency and director

L

I

=

Social Services Public Health Mental Health
Director Director Director
N N N
Each director
: 7~ N\ 7~ N\ 7 N\
overs.ees their Social Services Public Health Mental Health
respective agency Agency Agency Agency
N N N

Reor’r Pp. 16-17
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5. Consolidated Governance and Administration

Human Services Agency

7~ N

County
human services board members Commissioners

/J\ Consolidated human services

County manager Human Services .
oversees the human County Manager v qBoqredv board sets policy for agency

and provides advice and

County commissioners appoint

>_

services director S N
LT consent to county manager on
JPtael the hiring and firing of the
/-\/’ g . g
Human services Human Services human services director

director oversees Director
consolidated agency N~

7 N

Human Services
Agency
\_/

Reor’r pp. 18-19
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Finding 2.

Statutory and perceived barriers
inhibit counties from considering

different structures of administering
social services

. ________________________________________________________________________________________________________________________________________________________________________________________________|
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Statutory Barrier

* NC Gen. Stat. §153A-77 imposes @
population threshold on counties
wanting to consolidate human services

programs

e Q7 counties do not meet the threshold

* Some counties not meeting the
threshold want the option to form a
consolidated human services agency

Report pp. 22-24
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Buncombe County
Hybrid Consolidation of Human Services

* Created a consolidation hybrid that is
legally permissible

* Statutory limitations forced a
cumbersome structure for managing
social services and public health

* Required creation of additional layers
for governance and administration

Report pp. 22-24
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Buncombe County’s Complicated Structure

County
Commissioners
Countv M Social Services Public Health
ounty Manager Board Board

- Integrated

> Human <¢--"~
Services Board

Assistant County Public Health
Manager & Social

Services Director Director
Social Services Human Services Public Health
Agency ----> Support Team <---- Agency

Report pp. 22-24
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Consolidated Human Services Agency

~ N

County
Commissioners

~—
PN -

Human Services

County Manager Board
NS N

Human Services .-
Director .-

N

;

Human Services
Agency
N

Removing the threshold would allow a more streamlined approach

Reor’r Pp. 18-19
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Other Barriers

* County DSS directors’ perceptions make
them wary of changing the current
structure

County managers believed there was
room for improvement, but they need
more information about alternatives

State leadership and supervision may
inhibit counties from considering
alternative structures

Report pp. 25-27

Program Evaluation Division North Carolina General Assembly 24




Finding 3.

Administering programs at the
county level is considered a major

strength of North Carolina’s social
services system
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Strengths of Current System

* Local control allows county DSSs to
deliver services that meet
community needs

* County social services boards are
important

Reeor’r Pp. 28-29
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Counties Pay the Most for Social Services

Administration

State
$32,019,115
7

Federal
$513,756,259

48%
County

$521,720,156
49%

Total FY 2009-10
Expenditures
$1,067,495,530
Report pp. 27-28
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Recommendations
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Recommendation 1.

Eliminate the 425,000 population
threshold for counties to establish

a consolidated human services

agency
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Eliminate Population Threshold

* Modify NC Gen. Stat. §153A-77 so
all counties have the flexibility to
establish a consolidated human

services agency

* The population threshold should
remain in place for consolidated
governance (Mecklenburg model)

Report pp. 30-31
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Allow Counties to Establish a Human Services
Agency for Social Services and Public Health

* Counties in multi-county local management
entities need authority to establish a
consolidated human services agency that

does not include mental health and other
services

* Board composition and size will also need to
be modified for a human services agency for
social services and public health

Report p. 30-31
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Recommendation 2.

Allow formation of DSS districts

using the public health district as a

model
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Allow Formation of DSS Districts

* Use public health district law as a
model

* Legislation for the DSS district and
social services district board should
include

— Three Board members from each county in the
district including one county commissioner

— Statutory authority for the DSS district director
and district board remains the same
Report p. 31-32
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Recommendation 3.

Direct the DHHS to develop o
plan to simplify and streamline

supervision of county DSSs
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Simplify and Streamline State

Supervision of County DSSs

Direct DHHS to develop a plan using its goal-
oriented structure organized around
infrastructure and prevention

Plan should address issues identified by DSS

directors

Require DHHS to develop plan in consultation
with NC Associations of County DSS Directors
and County Commissioners

Report due no later than May 1, 2012

Report p. 32
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Findings Summary

* Alternative structures for administering
social services exist and could improve
efficiency and reduce administrative costs

Statutory and perceived barriers inhibit
counties from considering different structures
of administering social services

* Administering programs at the county level
is considered a major strength of NC’s social
services system
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Recommendations Summary

* Eliminate the population threshold for
counties to establish a consolidated human
services agency

* Allow formation of DSS districts using the
public health district as a model

* Direct the DHHS to develop a plan to
simplify and streamline supervision of
county DSS
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