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Assogiate Director for Health November 4, 1974
Resources Plamaing, BHRD

Acting Director

Division of Regional Medical Programs

Suggestions om Organizational Proposal for Mew Bureau to
Admintister Health Resource Plamning Legislation

A clear, precise functional statement is essential to the successful
launching of & sew organization. Ooce a wnit is operating for some
time, vespoansibilities and organizationsal relationships become insti-
tutionalized and the functional statement {s forgotten. Because of
this, there is a tendemcy to underestimate the importance of a csrefully
written functional statement.

A sound functimnal statement iz needed initially to,
1. avoid or minimize turf problems;

2. inmsure that responsibilities are assigned for
all required and essential functions;

3. provide a basis for developing realistic staffing
requirements;

4. provide a basis for writing position descriptions
related to actual job and organizational respousi-
bilities;

5. ideantify needs for coordination between units and
for delegation of suthority.

After carefully reviewing the current functional statement for the
prwmmwrmmmuafﬂuMnuﬁ.

1 reccumend a complete rewrite. 1f the present document is allowed to
stand, my experience tells me that the mew Bureau will be beset with

totally unnecessary jurisdictionsl fights, persomnel grievances, staffing
{mbalances, and emergency, crash efforts to meet overlooked respomsibilities.

As you know, our Executive Staff discussions convinced me of the neod for a
separate Division to oversee the State's regulatory activities, and 1 recog-
nize and sppreciate that the presemt orgsnizational propossl attempts Lo
{ncorporate my ideas on evaluation and policy coordimstion. However, in
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ny view, the duties and respomsidilities of the various wmits as described

ia the functions]l statement, are incomplete sad imsdequatily defined. Among
other things, the statsment comtains overlappimg respomsibilities. It ignores
the fumctionsl respomsibilitiss of Regiowsl Offices. It amits impovtamt
functions (such as approval of State plaus, swardimg of gramts snd comtracts,
”lalhuumefm“ the Regiomsl Offises, management snd calcu~
istien of formulss, required iiaison with the Pedersl-State-local Dats tem,
ste.), ood, further, it fails to memtion the Buresw's principsl raison d'etrs,
financial swpport for plasming and comstructionm.

1 think it weld be a serious error to estasblish a2 new Buresu in such haste
that sdequett staff-werk is ignored. The fumetiomal statement, after all,
is omly the sdoend draft. The statement and organization chart were distri-
buted to the Bwesutive Staff shortly before mesting, sad it wes discussed
with little oppeStemity for prior study and omly the brisfest period for
comment befove being forwarded to Dr. Gresms amd others. Whils the curreat
chart appears tv Fepresent & generally worksble orgsunization, I cammot
honestly emdorss the fumcticmal statement as presemtly writtem, smnd, there-
fore, would 1ike 0 sugpest same modifications, f.s.:

1. Start owt With & general statement in plain English

vhat the Buress does - (a) administers a pregram
of finamial speistance for Stats and local Heslth Plasming
thromgh gramts e esmtracts; (b) provides support fer
construction of health facilities through leams, loem
guarantess, end gremts; (¢) wowiters snd swpperts SSate

prograns; and, (4) develeps stamiswde, guide-

lisms, and velsted, technical end other aon-finsncisl
assistance;

2. Drop the Sectiom om, "Urgsaizational Philosophy.” 1t adds
nothing. 7The veference to s "flat" orgaaization is vagne
and confusing, and the statement that the Central Office
staff wvill be smell is not supported either by the re-
meinder of the fumetionsl statement or ths semerous
detailed requiremsnts of the pending Billsg

3. Specify the fumctions to be performed by the Regiomal
Offices, sd throughout the document mote those functioms
that require prior consultation, concurremcs, or approwvals
smong XOs snd Hesdgquarters;

4. ERijfminate duplicative functions or clssrly distinguish
betwesn complemmmtary functions which, 1f mot carefully
defined, mgy sesm to overlap. For emample, the preseat
draft refors to MIS or dats functioms im the deseriptiom
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of five different mmits, Evaluation or legislative
functions sppear in the descriptions of six different
offices, and training functions im two. Distinguish
between related or complementary fumctioms carried out
by different offices by using more precise language to
indicate relationships and types of coordination, i.e.,
“zupervises ,"' BApproves .1 VAdvises
concerning ," “Consults with on o
"In eonjunction with carries out o
"subject to prior consultation does s 12

fdentify the locus of essential financial and related
functions such as formula management, accounting, contract
liaison, andé financial policy;

Take the Congressional correspondence function out of the
Policy Coordination Office vhere it is imappropriate, and
create (either within one of the Divisions or separately)
& comemmications staff to manage not only correspondence
but also production and distribution of publications as
well, MNumerous technical assistauce documents will be
required by Law, and this implies a professional staff

to handle editing, format, design, illustratioms, printing,
ete, | »

Bmphasize EEO throughout the document wherever appropriate.
1t is not sufficient just to have an EEO function in the
Gffice of the Director. Each unit that deals with grantees
or contractors should formally be charged with EEQ respongsi~
bilities with respect to recipients of Federal funds and
with internal upwsrd mobility, carcer development, women's
programs, ete.;

Recognize in the organization chart amd in the functional
statement that the Bureau relates to both the mmraionul
Advisory Council on Health Policy and the Federal Hospital
Council. Az a minimum, material relating to the Office
of the Director should indicate that he consults with
each of these Coumcils;

{dentify which Division will be responsible for data
processing, advice on data management, and coordination
of Bureau and other Federal data systems. At present,
data functions gre scattered throughout the proposed



srganization. The diffevent Divisions will require

and use various data ond should determine that data

iz collected, vhat reports arve prepared, and how they
are interpreted and uged, but experience indlicates that
unlegs some kind of processing and coordinsting unit is
eotablished, competing and Juplicative data empives will
flouwrish;

10, Identify responsibility for Functions that will be
fmportant tm the initial stages of the progrem. Examples
would be design and clearance of applications and other
forme, establishment of review procedures, development
of reculred rvegulations, development of temms and cone
citiems for grants and contrzcts, procedures and criteris
for making required findings and Jdeterminations, negotiation
of conditional designation agreenents for State and logal
agencies, ete., These kinds of activities imply fairly sub-
stanticl management analysis and contracting functions for
the first few years. Changes can e made later as workloads
shift. Some mention should also Lo made of the adminise-
tration of Section 314, Title VI and Title I¥ during the
transitional period subsequent to enactment;

11, 1Insure that the total organization, including the Regional
Offices, is capable of carrying out all vequired and
intended legislative responsibilities. Over 40 specific
requirenents for veviews, approvals, determinations,
development of materials, ete., ore emummerated in the
House Bill (excluding the Hatiomal Advisory Council on
Health Policy and the Congtruction providions). Some
organizational wunit should be responsible for each legis-
latively required function.

I know it is always hard to go hack to the Jrawing board, but in this case,

I really think it is necessary. Why rush now and be sorry later? NMr. Gardell
and I will help in any way possible, and I koow that many of the RMP staff,
particularly Mr. Dawm, lr. Teets, Mr. Ott, and Mrs., Silsbee, have ideas and
exparience that would Le useful in thinking through another draft. I am
confinced that devoting more time now to setiing up a workable organization
that covers all the bases in accordance with legislative requirements amd
expressed Congressional intent will pay off in smployee support and satise
faction, creditable Bureau performance, and benefit to the taxpayers.
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1 @m sorry that my zbsence due to a back injury, im pert, has delayed
getting thess comments to you sooner. In order to expedite mattexs,
1 an sending information coples to Dr, Greene snd others who received
your memorandwn of October 8, 1974, and to the Executive Staff.

Herbert B, Pahl, Ph.D.

ee: Dr. BEndicott
Dr. Hargulies
- Mr., Zwick
Br. Whiteside
Hr. Dyer
Hr. Henson
Executive Staff--Dr. Graning
Dr. Lindsey
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