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Executive Sunima_ry
In 2004, under fhe directive of the Governor and the Legislature, .Maine’s -
Department‘ of Human Services and department of Behavioral . and Developmentai
Services mefged to form the Déparﬁnent of Health and Human Services. As a result of
the merger, the Division of Licehsing .and Regulatory Services was created to coordinate '
‘alll 1i¢ensing activities of the newly merged department. This report focuses on the
merger of .t_he two licensing divisions and identifies the barriers té the developmenf of a
consisfent philosophy, focusing on the development of a consistent culture. Through
interviews with Deﬁartmerit and Division r_epresehtatives and representatives of the
provider community, the _principal barriers to reaching a consistent culture became
apparent. The principal areas of cdncern were the need to determine what the role of |
. liéensing is; difficulties merging two cultures into one; the difficulty of embracing a new
culture; and issues revolving around communication. After an analysis of the baﬁiers,
recqmmendatiohs were developed. Recommendations include: development of a ‘task'
force to study the role of licensing; development of a task force‘ to re-examine the
licensing. regulations; re-evaluatipn of stafﬁng hours and othé;r work conditions;

developmeﬁt of a universal database system and additional technical upgrades; need for a

single physical location; and improvements in communication.




Introducfcion

fn his January 2003 Inaugural Address, Governor of Maine John E. Baldacci-
promised that his ‘Administration would implement cqmprehenéive reform efforts to
improve government services to the citizens of Maine. Subsequenﬂy,.'the Goverhor
established the Advisory Council for the Reorganiiation and Unification of the
Department of Human Services and the Department of Behavioral and ]jevélopmental
‘Services: The Council determined that “a merger was absélutely essential if Mainé’s
Human Servicg systems were to achieve improved service, increased efficiency and
improved relations with clients.’v’1 On July 1%, 2004 under Public Law éhépter 689, the
Department of | Health and Human Services (“DHHS” 61' “Department”) was established
by reorganiiing and merging the fomier Department of Human Services (“DHS”) and the .
forxﬁer department of Behavioral and Developmental Services (“BDS”). The law
established the new Départment as a cabinet level department with full responsibility for
all programs previously served by DHS and BDS.

, \

The Govei;hor and the _Legislatioh’s objpcfive in creatiilg the new Department Was.
to establish “a system of human. ser\}ices that is cost effective, of the highest quality, and
responsive to the needs of consumers.” The law required that éttention be paid té: “(é)
improvéd client-covered services, (b) iﬁcreased efﬁcieﬁcies; and (c) improved relations
with community organizations.” The mission of DHHS is to “provide health and human
services to the people of Maine so that all persons may achieve. and maintain their
optimal level of health and their full potential for econ(;mic independence and personal
development.” The statutory philosophy of the ﬁev& Department is to “improve the

health and well-being of Maine residents; treat consumers with respect and dignity; treat




‘sefvice provideis with professioriali_sm and collegiality; value and suppert depeirtrﬁent
vstaff as the critical connectioii to the consumer; i_n‘volve. consume_ré, iaroviders, advecatee
‘and staff in long-term planning; use relevant, meaningful data and objective analees of
population-based needs in program planning, decision making and qualitv assurance; and
deliver ,services that are individualized, family-centered,I easily accessible, preventive;
independence-oriented, interdisciplinary, collaborative, evicience.-,based and consisteiit
with best preu':’tices.”5 The programs and services of the Deiuartmént include amon_é
others, economic assistance and employment support services; mental health and
behavioral health services; mental retardation and developmental disability services;
physical health sefvices; _public health services; substance abuse serviceé; child welfare
services; and leiigjterm care services. | |
" The objectives oi’ the consolidation were to: “standardize processes; standardize
standards and terminologyi Ieverage synergies; manage interactions with Fire Marshali’s
ofﬁee; maximize efﬁeiency;_ eliminate dupliceition of effort and. conﬂicting'requirenients;
‘en_e—stop’ shopi)ing for lieensure; sharing of information across disciplines; and
iinplemerit' “deeming” as appiropriate.”6 As a step to reach these objectives, the |
\Department was divided into the following units: the Health, Integrated Access and
Sti'a’iegy Unit; the Operations and Support Unit; the Finance Unit; and the Integrated
Services Unit.” |
Prior to the merger, both DHS and BDS liad individual licensing division}s. The
~ Restructuring and Unification Council recommerideci that all licensing activities be
consolidated into a single unit to achieve the guiding principles of DHHS 2 The-'single

unit would coordinate licensing activities by applicant and would coordinate and




consolidate Iicensing. visits. The goal of the new Division of Licensing and Regulatory
Seryices (“Division”) would be a ‘one-step’ licensing center fof the new Department.

Priof to the merger, the two separate departments licensed and certified different
organizations ‘and services. DHS consisted of the follewing divisions: Office of
Management and Budget; Bureau of Family Independence; Bureau of Medical Services;
Bnreau of Heaith; Bureau of Child and Family Services and the Bureau of Elder and
Adult Services. BDS licensed agencies and organizations that served adults and children |
with mental illness; mental retardation; developmental disabilities; autism and addiction
disorders.’ In addition, the Office of Substance Abuse was unde_r f[he umbrella of BDS.
vTiﬂe 22 of the Maine State Legislatnre eutlined the rules for the former DHS Wln'le Title
34-B outlined the rules for the former BDS. The two’sets of titles, which outline specific
obligatinns for the covered agencies, are still in use today deépite the niergér of the two |
departments. |

The new Divisien of Licensing_ and Regulatory _Service is loeated under the unit
ef Operations and Snpport. The Division has four’principal subumits which are the
Medical Faeilities' Unit; Communﬁy Services Pfogfams; Institntiona.l Abuse Unit and the
Cerﬁﬁcate of vNeed Unit. The Medical Facilities Unit currently certifies and licenses
1,572 acti{/e providers. The Cornmunity Services Programs currently licenses 3,800
active providers. Entities licensed by the Medical Facilities Unit inciude hospitals,
hospice and rural health centers as well as others. The Community Services licensing

unit surveys and licenses providers such as assisted living centers, mental health

‘programs and day care programs.




~ The recentlsl developed mission statelﬁént for the Division .states that “the purpose
of the Division of Licénsing and Regulatory Services ié to support accéss to quélity and
effective health care‘ana social services for Maigg citizens by dexlfeloping vand applying
regulatory standards that'help people have safe and appfopriaté outc‘omeé.”IO In addition
to the mission statement, guiding principles for the Division have been developed. As of
April i2, 2006, the guiding principles of the Division are: | |

¢ Broadly accepted regulatory standards are achieved by collaboration with
- policy experts, providers, consumers and families.

o To the extent possible, standards incorporate practices which research
shows are effective in helping people have safe and appropriate outcomes.

o The regulatory process is flexible, and promotes and rewards actions that
‘improve quality and incorporate accepted best practices.

o Before a requirement is adopted, the burden imposed by the requirement is’
measured against its benefit. :

e The degree to which standards are designed to minimize or eliminate risks
is based on the nature and potential severity of the risk. :

¢ Redundancy of regulation, including duplication of requirements imposed
by non-state licensing/certification authorities, is avoided. -

o Technical assistance is provided, when requested and as appropriate, and
providers are allowed a reasonable amount of time to achieve comphance
when violations do not constitute an immediate risk of harm. '

e . Enforcement measures are proportional to the scope and seventy of the

~ violation. :

~e  Whenever an 1mmed1ate risk of harm is 1dent1ﬁed unmedlate action must

~ be taken to mitigate the risk. :

e Regulatory requirements are applied in a con51stent fair and predmtable
manner, and ample opportumty for discussion about the meamng of rules
is provided. '

e Cultural sensitivity is reflected in hcensmg rules and operating procedures.
Providers have forrnal and informal opportunities to challenge findings
and conclus1ons

Prior to the merger, the different licensing umts within the Division apphed
- different approaches toward licensing and these differences have been carried into the
new merged Division.lz_ These different approaches may be due to statutory

requirements, different licensing responsibilities or a different cultural attitude towards




licensing. In this situa‘dod, cult'ure refers to the relevadt practices ahd values in which the
Department conducts its business, both within the Department and externally. For -
insténce, a licenser fromv one department may view their job as simply checking to make
sure that the agency is in compliance whereas another licensor may feel that there is a
component of instruction m their job, in addition to the licensing function. An additional
issue mey be that the different licensing units apply d_ifferent and inconsistent ﬁlocabulary,
standards aﬁd fneasufes of quality.”® Due to these differences, the vaﬁous licensing units
within the Division have inconsistent approaches toward theif licensing responsibilities.
In 2005, legislation was passed by the One Hundred Twenty-Second Maine State
Legislature to assist in the transition for the new Department. PL 2005 CH 12, Part NN
was intended to redgce regulatory aﬁd administrative burdens for heelth and human
service providers.‘14 The law instructed the Commissioner of Health and Human services
to organize and implement work groups with a goal to aehieve a reduction in the costs of i
‘reg‘ulatory and admini‘strative iorocesses in each group area. Three departfnental specific
'Workgroups were | formed: a) auditing; b) contrac'fcing/bilimg and c) licensihg. In
addition, an Administrative Pfocess Oversight Group oversaw the prdcess and develoi:ed
the final work product. The Workgroups examined the administrative burdens and
developed recommendations to reduce or eliminate those burdens. Members of - the
Werkgroups delivered a report in February 2006 to the joint standing commiftee of the
Legislature having jurisdiction over health and human services matters and the joint
standing committee of the Legislature in appropriations and financial affairs. Various
recommendations were made.® The recommendations of the auditing workgroup were:

a) Ensure consistent application of MAAP compliance reporting and accurate
representation of contract activity specific to MAAP compliance within




b)

community agencies (CAs). Ensure that MAAP and Federal Single audits are
conducted in accordance with applicable standards. .

Coordinate or develop uniform reporting requirements for Medicaid and
MAAP. Assign an audit with a designated lead auditor that uses a coordinate
scheduling process to reduce multiple interpretations and duplication of work,
requests and reports. Streamline the number of required reports and their
varying deadlines by reporting on all funding services in one report.

Revise selected sections of the MAAP Statute and Rules to reduce
unnecessary inconsistencies in audit requirements across state and federal
audits and streamline processes so that they (i) are consistent with and
complementary to A133 federal audit requirements where appropriate and (ii)
reduce burdens to state Office of Audit (OA), Independent Public

Accountants (IPAs) and community agencies while maintaining

accountability.

The recommendations of the contracting/billing workgroup were:

a)

b)

©)

d

€)

Provide consistent, timely and accurate communication/technical. asswtance to
all contracted providers.

Ensure that agreement formats are consistent and streamlined to contain only
essential information.

Ensure that agreement processes are clear, streamlined and consistently
1mp1emented Agreement processes allow adequate time for prov1ders to meet

deadlmes

Ensure that service, performance and financial reporting processes are
efficient and useful to both parties.

Payment and financial settlement processes are clear, efficient and
consistently implemented. - :

The recommendations of the licensing workgroup were:

2)

Streamline the licensing process by: coordinating the licensing standards
across the Department and across collateral surveyors (e.g. Fire Marshall,
Rights of Recipients, etc); deeming a provider in compliance (in whole or in
part) with state licensing requirements when the provider is in compliance
with comparable standards applied by a nationally recognized and state
approved accrediting body or by the federal government, to the extent
feasible; and streamlining standards and the survey process to minimize




duplication and ensure that state standards add value to the Iiceﬁsing function .
for federally certified providers.

b) Allow licensing greater feasibility in determining the approbriate scope,
frequency and focus for periodic surveys, depending on provider performance.

¢) DHHS leadership should champion the inipleﬁxentation of recommendations
to streamline and create consistency and expand DHHS capacity to fulfill its
licensing respon81b1l1tles

d) Assure the consistent applications of licensing requirements within and across
programs, appropriately balancing the Division’s enforcement responsibility
with its responsibility to improve provider quality by providing technical
assistance; define clear boundaries between other department functions (e.g.

- contracting and MaineCare) and ensure that the approach and standards are
consistent and mutually supportive across these functions. -

After the reco‘mmendations were drafted, the Workgroups developed work plans and

timetables to assist in the ixnplemehtation of the various recommendatjons.

Goals and Objectives

_The ﬁnal recommendation of the licensing Workgroup is the focus of this
capstone. 'The workgroup’s intent for the récommendation is to reach a consistent
practice ‘as reflected in a consistént philosophy (‘fConsistent P_hilosophy’_’). | The
hypotheéis of this ycapstone'is. that by creating a Consistent Philosophy, the Vqﬁoué units
of the L_icensiﬁg Division will have .a clear understanding on what théir role ‘should bé inl
the futu-.re.' The Conéistent Philosophy will articulate the manner and practiéés. that the
new Division will utilizé in all of its functions. There are multiplé inputs to reaching/_a 4
Consistent Philosophy. These, input‘s include statutory requirements; past history; the
impact of different agencies and advocacy groups and the culture of the various units.
The focus needs to be placed on the need éf DHHS to establish a consistent culturg

(“Consistent Culture”) to achieve a consistent practice for. licensing services. By

10




deVeIoping a Conéistent Culture and, 1n ébmbination With other factors, a Consister.lt'
Philosophy, the Department will see many benefits iﬁcluding cést sﬁvings, by acting
consistently and the Department’s accountability will be strengthened by having a |
consistent understanding of the D'ivision and by consistent and coordinate application of
licensiﬁg stand.ard,s‘.16

- The focus of this capstone is on the merger of fhe two licensing departments and
identiﬁes the barﬁers to the development of a Consistent Philosophy, focusing on the
devclopmenf of a C\dnsistent Culture.  After an analysis of the information,
recommendations are rhade on how the new Licensing Division can achieve a Cénsistent
Culture to reach a Consistent Philosophy. This capstone examines the following
questionsi |

a) What Wéi'e the reasons for the merger?

-b) What were the attitudes and feelings from both departments pfior to the

merger? | |

é) ‘What has bgen’ the reaction since the merger?

d) How afe these issues-beiﬁg addressed?

e) Is there the presence or absence of a Consistent Philosophy?

: f) What factors are permitting or limiting the presence of a Consistent
Philosophy? |

g) What are the recommendations to bachieve a Consistent Philosophy?

h) Is there the presence or absence of a Consistent Culture?

i) What facters are permittiné or limiting the presence of a Consistent Culture?

j) What are the recommendations to achieve a Consistent Culture?

11




‘Backeround/Literature Review

- To understahd the corﬁplexities of the merger of DHS and BDS into DHHS, basic
components and characteristics of mergers need to be understood. Mergérs in the private
sector occur for various reasons. The rise of merger activities has been attributed to:
. “increased | competition, the search for economies of scale, the .inﬂuence of social |
networks and personal vre_lati'onships, attempts to gain market power, the quest for
financial and operaﬁonal' synérgies, empire building by corporate Iéaders, résponse to
| economic disturbances, and shifts in the enforcement of antitrust laws.”!” Mergers may

not have a positive effect on business. Less than half of mergers are successful among
private com}')emies.18 Barriers to implementation of a merger may include resistance to
change; doing things the way they have always been done; the wish to protect jobs and
status# federal fundihg streams and requirements; lack of resources and the lack of
authority to effect change." The barriers that often cause these mergers to fail are also
found in,mergeré, of non-pfoﬁt organi‘zatiéﬁs or departments.

| Key stages in a merger include deciding to merge the departments; planning the

O During the

_mefgér; implementing the merger; and following up on the merger.”
plaﬁning and thé irnplémentatidn stages, many érganizations are not sufficiently foéused
‘upon factors. such as the pace Qf activity within the new organization of department; the
methods of oversight; the human résources considerations; comniunication and obtaining
acceptance of everyone involved of the entire merger integration process.”! Issues that
mﬁst be taken into account and looked at when two organizations/departments merge are

differences in leadership style, managerial decision making, measuring employee

performance and internal business strategies.” Lessons learned from various public

12




sector mergers include:‘leam' lessoné ﬁom pr_evious mergers in different sectors; identify
“benefits of the rherger beyond cost savings; 'commﬁnicate openly; find clear benefits for
employees; and be clear about the mission and the desired results®

Frumkm argues that -the five critical areas to focus oﬁ during a mergér of -
government agencies are: “choosing targets wisely; communicating effectively;
implementing quickly; éreating a new culture; and adjusting over time.”,z"' As indicated,
. the cultures of the pridr organizations/departrﬁents anci the newly t:ormed unit are crucial
to the success of the merger. Galpin argues that cultural éomponents include: “ruls"as and
 policies; goals andvmeasurements; customs and norms; HMg; cerémon/ies and events;
nianagement béhavibrs; | rewards and recognition; communications; physical
environment; and organizational structures.””

 Cultural issues that rﬁay arise should be exémin%:d and studied as soon as feasii;ly

possible. Culture can help define how an organization or department “translates its
business strategy into custorﬁer value; manages and rewa_rds its people and structures day
to day vvork-atc_tivi’cies.’g’26 An additional deﬁI.Jition. of organizational culttife includes
“what is valued, the dominant leédership style, the language and symbols, the procedures
" and rouﬁnes, and the definitions of success that characterizes an organization.”’ A key
component of an,organizatibn’s culture is communication. In addition, an organizétion’s :
culture may be affected by many factors incIuding the “founder’s personalities, the
original business environmenf and the init\ial successful ways of doing things”.?®

The starting cultures of the two mérging organizations or umts should be

determined. Whereas a broader spectrum can be utilized, the culture of the organization -

can be described as either weak or strong. A weak culture may be characterized by the

13




following: “q lack of clanty about ‘goéls; confusion i}r confrontation over yalues‘and
management styles in the same organization.”* Arguxﬁeﬁts for developing a strong
culture in the resulting dei)artment include: “speed of decision making; erﬁotional
attachment of employée_s; and the ability to avoid post-merger confusion ﬁhrough well-
articulated and well communiéated norms and standards.”*® By ﬁnderstanding the c_ulture
of the starting organizations, it can be determined how well ﬂle newly merged
organization will ﬁmctibﬁ. For instance, if the twé merging organizations bofh had
strong cultures, it might be difficult for a consistent practice to emerge. Anothe; potential
issue is if one of the organizations has a signiﬁcantly sfronger culture fhan the other.,’ the
stronger culture might be dominant over the other in the newly ‘fon.ned merged
vorganization.

Schreyogg describes the issue of how té handle culture along the following four
dimerisions and their related quesﬁons: a) consistency-what degree of cultural
consistency is required across the two cﬁltures to make the merger a success?; b)
diversity-what degree of cﬁltural diversity is ‘preferréd; c) realizétion-up to what degree
can Iéng-sfanding cultureé Ee made subject of a transformative change at all?; and d)
dominance-is one of the tWo cultures in question intended to become thé dorrﬁnant one.’!

The starting cultures of the organization can be analyzed to determine
what is the cultural goal of the new organization. During this énalysis, the resistors to the
change will become apparent. This analysis can be utiiized to determine the variance and
Will}produce recommendations to create a consistent culture. A crucial factor in an -
organization’s culture and the success of a merger is communication. The cﬁlture of an

organization can either be communicative or non-communicative. There is a greater

14




possibility of failure of the merger and organizationai cultural difficulties if the
organization is éonsidered to be hon-cofnmunicative.

A barrier to reéching a Consistex.lt‘Culture within an organization is the potential
resistance to change. Friskin argues that “a critical element in institutionalizing change is
the construction of a new organizational cuinlre, one that is different from those existing
in any of the merged agencies.' Breaking free from exis_ting routines, traditions and

| éustoms does not mean obiiterating éverything and starting anew. Instead, it requireé the
selective adoption of those cultural artifacts that arepositivé and the elimination of those
that are coun’cerproductive."’32 Organizational changé must be managed for the
employees to ‘Euy-in’ and .support the. change. - The stages of implementing
'c')rganizational change are: identifying the need for and ﬁatm‘e, of hecessary changes;
plaﬁning for implementing 6rganizétiona]' changes; implementing organizational changes;

and evaluating organizational changes.®

People may -resist change due to ‘theirA
bac_kground énd prior experience. Additional reasons fof resisiance to change éan include
‘insecurity, inconvenience, feseﬁtrnent of control, and potential socialA and economic -

. lossx-:s.34 Resistance can be reduced through various techniques including education and,
-cofnmunication; participation and involvement; facilitation and Bsupport; ‘negotiation aﬂdv
agreement; manipulation and. co-optation; and explicit and implicit coercion.” Each
technique has advantages and disadvantages and can be applied to specific situations.

The literature describing the various cultural componénfs and what makes public
| sector mergers successful served as important background information for the analysis of

the information received during this study. A report issued by the United States General

Accounting Office provided a methodology for this capstone. The report issued in 2003

15




entitled. “Results-Oriented Cultures Implementation Steps to Assist Mergers and
Organizétional Tfansformation” suggests key practices and implementation steps -that __
should be téken for a successful fnerger} 5 The key pracﬁces are listed below with related
questions to-the merger of tﬁe DHHS licensing departments:

a) Ensuré top leadership drives the transformation.

b) Establish a coherent mission and integrated strategic goals to guide the

transformation.
¢) Focus on a key set of prmc1ples and pnorltles at the outset of the

transformation. :
d) Setimplementation goals and timeline to bu1ld momentum and show

progress from day one.
e) Dedicate an implementation team to manage the transformanon process. -
f) Use the performance management system to define respon81b111ty and
assure accountability for change.
g) Establish a communication strategy to create shared expectations and
report related progress.
h) Involve employees to obtain thelr ideas and gain their ownershlp for the
transformation,
" i) Build a world class organization.
The literature review provided a background to understand the complexities of mergers
and the difficulties of combing cultures. The literature and the GAO Report assisted in_
the development of interview questions.
Mefhodology
- A literature review was conducted concerning mergers of priizate and public
organizationis and the complexities of combining two organizations’ cultures into one '
cohesive culture. After the literature review, a set of interview questions was developed
for semi-structured interviews with internal representative of the Department and the
Division.. Top leadership and middle management staff were interviewed. The GAO

framework formed the ba51s for the development of interview questions. The questlons

hlghhghted the key pom’cs of the GAO Report. An add1t1ona1 set of interview questions

16




was utilized to interview representatives of the prc;vide; community, trade associations
and advocacy groups that have a signiﬁoanf amount of interaction With.th.e Division. The
related interview protocols are attached as Appendices A and B, respectively. A total of
fourteen semi—siructured. interviews were conducted: ten with. representatives of the
Department and Division and four with pfoyider representatives. The identities of both
the interview subyj ects énd the éurvey subjects will not be revealed in this repoﬁ.

A survey instrument was utilize:d to supplement the semi-structured interviews..
. The licensors and surveyors of the Medical Facilities Unit and the Community Services
Unit of the Division were surveyed to determiﬁe their perspectives coﬂceming the merger
and the quest for a Consistent Culture. Employees of the DiviSion participated\ in a phone
syrvey concerning issues rélated to the merger of the DHS and BDS 'licensing divisions.
Program specialists and community care worlcex;s from the Assisted Housing, Adult Day
Care unit, Mental Heaith/Substance Abuse, Chiidren’s Residential, Children’s Day Care
South and Children’s Day Care North from the Community Services Licensing division
- were sufveyéd. Licensdrs/surve_yors from the cenﬁal office, the Augusta district office,
the Bangor district bfﬁcg and the Portland district office of the Medical Facilities‘ Unit

were surveyed. The table below indicates who was surveyed from each unit.

17




Numberof
Licensors/Surveyors who
- Unit ‘Office/Sub-Unit -_responded to survey
: ‘ Central Office-Augusta 9
Medical Facilities Unit |Augusta 3
Banhgor 6
Portland 5
Assisted Housing Adult
Day Care . 4
MH/SA Children's
Community Services |[Residential 3
Unit Children's Day Care
South ' .3
Children's Day Care
North 3

Due to the nature of their job and being away from the office conducting suxvéys,
there was difficulty in reéching all of the licensor_s/surveyors; Due tﬁ this issue, not all of
the licensors/surveyors were sﬁrveyed for this capstone.

" The survey focused on how the emplo‘yees feel about the Department and the
Division and whether"ﬂley believe that the Department and.'the Division are working
_efficienﬂy. The suﬁey ’questions were asked to gauge the employees® thoughts on
whether or not a ConsiS‘éell-t Philosophy is currently present and whether or not there is a

need for a Consistent Philosophy. The survey instrument is attached as Appendix C.

Survey Instrument Results
Réépdndents answered the survey qiiestions using the following rating system: a
score of 1 indicated strong di;agreemeht; score of 2 indicated miid disagreement; score of
3 indicated neutrality; score Of 4 indicated mild agreement and a score of § indicated
" strong agreement. Thirty-six individuals participated in the survey; twenty-three from tﬁe

Medical Facilities Units and thirteen from the Community Services Units.. The results

18




- fin the past?

were organized by location and pafticular liceﬁsing unit. (Appendix D) Below is a chart

reflecting the overall results of the survey. |

Question

Strongly
Disagree
(1)

Overall Results

$omewhat
Disagree (2)

Neutral (3)

Somewhat
agree (4)

Strongly
Agree (5)

Mean

Standard
Deviation

1. Do you teel that the merger of the
licensing divisions was necessary?

5

7

16 -

8

0

2.75

0.9673

2. Do you teel that Department members
made a case for the merger of the
ficensing divisions to occur?

13

281

1.1166

3. Do you teel that the previous licensing
divisions worked efficiently?

17

3.67

1.0420

4. Do you teel that the new Department

- fis working efficiently?

11

16

-8

2.86

0.7983

5. Do you teel that the new Licensing
Division is working efficiently?

11

16

3.19

0.8333

6. Do you feel that the new Department
is working more efficiently than in the
past?

10

16

275

0.8742

7. Do you teel that the new Licensing
Division is working more efficiently than

12

13

11

2.97

0.8102

8. Do you feel that there 15 suTTcient
communication within the licensing
department and with other departments
within DHHS?

12

13

10

2.00.

0.8619

9. Do you teel that there 1s a consistent
philosophy in how the licensing
depariment operates?

12

2.56

1.2293

10. Do you teel that there s a need for a
consistent philosophy?

28

4,72

0.6146

11. Do you teel that leaders in the
licensing department have listened to
you and other eraployees’ thoughts
regarding the department? .

0

275

1.2956

12. Do you feel that since the merger
thas occurred shared values have
become present?

15

17

261

© 0.6878

i

13. Do ybu feel that there are any

opportunities for process improvement?

26

4.64

0.6825

Below is a pictorial analysis of the overall survey results:
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As indicated in the chart, reéponées were varied. A few respondents felt that they had not
béen with the Division long enough td pfovide an adequate answer. in this situation,
many prqvided an ansvx}er of neutral. In addition, sbmc respondents seemed appfehensive
abouf participating in the survey. On most questi@ns, therg was not a consistent answér.
However, as can be indicated by the above graph, certain questions elicited a strong
reaction. A significant amount of variation was found on_the question's‘regarding the

efﬁciency of the Department and the Division. A consensus cannot be reached on these

questions. Seventy percent of the respondents felt that communication within the

Division and other departments of DHHS was not 4sufﬁcient. Fifty-ﬁve percent of
respondents feit that a consistent philosophy was lacking. A significant majority (eighty
percent) indicated that they feel that a consistent philosophy is needed for the licensing
division. While many of the responses éppear to be negative, seventy percent stated that
in their opinions there were opportunities for process improvemént in the future.

When compared, the responses from the former DHS aﬁd the former BDS uhits
were similar and did not vary to a strong degree. The chart below compares the mean

scores of the two former departments.




~ The following pictorial chart provides a comparison of the mean scores.

" Medical Facilities (DHS) Community Services (BDS)
Standard ndar
Question Mean Deviation Mean Deviation
1. Do you teel that the merger of the licensing )
divisions was necessary? 2.83 0.9367 2.62 1.0439
2. Do you teel that Department members made a
case for the merger of the licensing divisions to
ogeur? 2.74 1.0962 2.92 1.1875
3. Do you teel that the previous licensing aivisions D .
worked efficiently? 3.43 1.0798 4,08 0.8623
4. Do you feei that the new Department is working
efficiently? 2.78 0.7952 3.00 0.8165
©.'Do you feel that the new Licensing Division is
working efﬂcnently'? 3.30 0.7648 3.00 0.9129
©.-Do you teel that the new Depariment is working :
more efficiently than in the past? 2.83 0.7777 2.62 1.0439
7. Do you feel that the new Licensing Division is ] :
working more efficiently than in the past? 3.00 0.7977 2.92 0.8623
8. Do you feel that there is SUMCIent i
communication within the licensing department ,
and with other departments within DHHS? 2.00 1.0445 2.31 1.0316
9. Do you feel that there is a consistent philosophy
in how the licensing department operates? 2.48 1.1627 2.69 1.3775
10. Do you teel that there 1S a need for a consistent
philosophy? 4.74 0.4490 4.69 0.8549
11. Do you teel that leaders in the llcensmg :
department have listened fo you and other
empioyees thoughts regarding the department? - 283 1.3022 2.62 1.3253
. Do you feel that since the merger has occurrec T . R

shared values have become present'? 2.65 0.6473 2.54 0.7763
13. Do you teel that there are any opportunltles for ]
process improvement? 4.61 0.5830 469 - 0.8549
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[ Medical Facilities (DHS)

B Community Services

Comparison of Former DHS and Fomer BDS
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As indicated by the graph above, the responses of the two former departments did ﬁot
 differ sighiﬁcantly. However, on a few questioﬁs, there was variation in the responses.
The former BDS employees felt more strongly that the previous 1icensiﬁg division
worked efficiently. In addition, the Medical Facilities employees felt more stroﬁgly than
the other employees that the néw division was wquing efficiently. The former DHS _
employees felt that communication was a more significant problem thén the former BDS
employees. | Overali, many surveyed indicated- that they felt that over time, with increaéed

leadership and communication, positive changes could occur.

Interview Results

Conversations with employees énd providers indicated where the Beneﬁts aﬁd the
weaknesses of the merger exist. These conVersationé shed 1ighf on what needs to be
altered and changed to reach a Consistent Culture. A top le_ader Awithin the Department
stated that the benefits of the merger may include enabling the Division /to be more
' eﬁ"xcient and effective, an ability to deploy resources more efficiently due to
.centralization, an ability to strengthen management, and an opportunify to imp:ove the
skillé of the individuals involved in the licensing process. This individual leader hopes
~that, from a consumér standpoint, the merger ‘Will result in a ;one-stop’ shc;pping
experience which will result in standardization. A provider argued that fhe mefger would
be .beﬁeﬁcial if it resulted in more resources fof the Division. Another provider argued
that the benefits could include making the job of licensing more manageable, providing a

clearer sense of identity, vpotential cost savings, a sense of working together as partners,

recognition of doing work that is needed to be done, and the possibility of cross training.




Some of thé obsfacles that were fnenﬁoned included the fact that licensing functions have
. developed in separate silos w1th different philosophical foundations. Additional obsfacles
include having to re-engineer staff to change héw fhey conduct their business and asking
people to leave their comfort zones and enter willingly into the unknown. |
Conversations with employees of the Division and provider representatives
prm{ided insightj into whether they feel that these benefits will be reached. One barrier to
‘accomplishing these Beneﬁts is the current lack of a consistent culture. The.cultural
inputs in the case of the Division include the type énd nature of work performed, the
work environment, the attifudes of the employees and the role and ease of
comrﬁmﬂcaﬁon. The foﬁr main areas of concern that arose during these conversations
were: a) what is the roie of liéensing; b) issues involved in merging two different cultures
tqgether into one; c) issues with embracing the new culturg; and d) issues regarding.
communication. |
Role of Licensing '
Department and D1v131on managers, .as well as provider representatlves agreed
that the pnncipal responsibility of licensing should be the protectmn of the health and .
well-being of the general public; However, differences of opinion exist as to how the
Division 'Shouid' serve the pliblic. A Depaffment representaﬁve npted that prior to the
'merger; there was not one clear view of what should b:é _the ptllrpo'se and role of licensing.
Another individual noted that since the merger has occurred there is still no clear
perception by the. Division of what the role is currently or should be in the future. This
individual, referred to herein as ‘A’, stated that there is still a smggle to determine where

the new Division fits and what its role is. °‘A’; who holds a high level management
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position within the Division, argued that there is a questién as to whether licensing is an
administrative or a public health fimction. ‘A’ feelé that since Licensing has been placed
underneath the Division of Operations and Support, it séems to have takén on more of an
administrative role whereas in most other states licensing would fall under the arena of
Public Health or the Bureau of Health. |

The reéulatory nature of licensing requires that there be a signiﬁcant enforcement
component. The quesﬁbn arises as t0 whether, in additionbto the enforcement function,
there should be a level of technical as_s'istance.' This question is important in establishing
the Division’s culture in that 1t deﬁnes how the division will wérk and conduct its
business in the future. Views on the responsibilities of tile Diﬁsion vary depending on
With whom you speak. Some individuals feel that it is a regulatory function and should
” ;enforce a nnmmu;m for safety. Others take the view that licensing should have a larger
caﬁacity. A provider representative stated thét the policing (enforcement) approach has
been a long‘ éntrenchéd culture for the Division. ’Another pfovider representative stated
that in the past he/she felt that licensing involved finding things wréng jliSt‘té find
something wrong and that the Division was too ‘nitpicky’. As an enforcement agency, the
Division must-ensure that agencie.s are in compliance with the regulations. Currently,
some units within the Division are providing technical assistance to the_-prqviders in
addition to the enforcement function.

Under DHS, there was a perception of being a more clinical division where
enforcement was the pﬁncipal- | goal and responsibility. Under BDS, a provider
representative argued that there ’was more of a hoiistic viewpoint and that there is a need

for technical assistance in addition to enforcement. The balance between the
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enforcement role and technical assistance must be thoughtful. As indicated, there is

disagreement within the Division and among provider representatives on what the role

- should be. A manager on the community services side of licensing indicated that there -

needs to be strict boundaries between the two functions since there is the potential issue
-of defining the services provided. This individual noted that Licensing should not go far

out of the parameters because providers could feel that Licensing is telling them what

services they should provide. A manager from a differént unit within the Division argued‘

that-the role of Licensing should focus on treatment and not punishment. To make the
situation more difficult, a providerlargued that the function‘of licensing should be strictly
regulatory. This individual argued that there is a concern that some licensors are
commenting on the clinical approach of the facility when they do not have the
educational or clinical background necessary to provide such information.

The regulaticn;s governing licensing are an additional complication. Currénﬂy,
- the agencies and providers surVeyed under the former DHS are regulated under Title 22,
while those who were previously under BDS are reguiated by Title 34-.B. These differing
regulations result in confusion for the providers and the licensing staff, The enforcement
rulés and the application of surveys are different under each set of regulaﬁons. This is
parﬁcularly an issue for providers with dual licenses, i.e., a license as a medical facility
and a license uﬁde_r the mental health statutes. An example of where this has bécome an
issue is prévided by provider ‘B’. ‘B’ gave an example of a treatment plan to decrease
the aggressiveness of a clﬁld. The treatment plan might argﬁe fora decrease of 50%. On
the medical facilities side, the surveyor might argue, using his/her regulations, that this

decrease is not enough and. that the decrease should be 100%. However, on the mental
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health side, the surveydr using his/her expl‘er‘ti'se and regulations might argue that this is
impossible. The provider is then put in a difficult pos'ition. In addiﬁon, the surveys are
conducted at different timeé on thc.medical side and the community side théreby making
planning difficult for the providers. - |
The issue of what role licensing should take on is &ifﬁcult and will require a great
deal more effort and comm@.ication among all levels of the Division and input of the
providers to come to a conseﬁsus assuming, indeed, if ﬁmt is poséible.
- Merging two cultures into one
| A significant challenge exists when bringing people together from different
 organizations and expecting them to operate thereafter on the same page. There is a great
deal of variation in the types of agencies that the Division licenses. A hospital cannot be
treated in the same manner as.a child care center. An additional compliéation is that the
ﬁrevio-us DHS and BDS had different organizational cultures. To merge the two Cultﬁrés
into one, the work} styles need to be similar, the t::chniéal components need to b’e the
_same, there needs to be a strong sense of identity‘,ithere should be'one physical location-
and the units within licensiﬁg nged to be treated equally. Currently, there are is-sues. with
each of thesé components. In addition, as one provider noted, as long as there is staff .'tilat
worked in one of the.prior departments, there Wiﬂ be bias against the other éide. The
provider stated that there was a gene;‘al feeling among providers that BDS felt that DHS |
did not like families and_that DHS felt that BDS did not accomplish anything aﬁd only sat
in on meetings. | |
As indicated abO\}e, DHS was considered to have a more clinical approach and

BDS was considered to have a more holistic approach towards licensing. These
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distinctions are perceived as still existing in the merged depai‘tmenf. Asa fhanager from
the former BDS side argued, the culture of BDS was very different from the DHS culture.
One of the pri-ncipal differences was the manner in which the empldyees worked. Under
DHS, employees worked a strict 8 to 5 shift. They did not get credit for work done from -
home. However, under the BDS side, empioyees had more leeway and were able to set
_ their own schedules and could work af home, at night and during the weekends if they
needed to. The manager statéd that under BDS the ,atrr.lbspher.e was more relaxed than
under DHS. After the merger, theses differences still appear to exist. Management has
attempted to address this issue, but a large turnover in staff resulted after the merger
because some former employees ’of BDS were not capable or willing to change their work
styles. | |

In addition to the issue of work iloﬁrs, there were significant differences in
-management styles. As the mefggr o-ccﬁrred, certain positions were combined and sqine
were eliminated. For example, there was one director who was considered not to have
been effective and that person’s staff did more managing thanA he/she. did.’ However,
within anothér unit, the director was much loved and did not receive the job as ma_nager
after the merger occurred. This individual retired instead of staying on with th-ev
departrrient. The 'étaff had strbng reactions to both sitqations. One manager stated that
he/she experienced a great amount of resistance when he/ she bécomé the manager of that
unit. After the individﬁal l;ecame the manager, the staff told him how they worked and
that they would only work that way. As the provider stated, a massive exodus resulted.
The manager felt that the staff created their own belief system and.thét they were Vefy

unprofessional.
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In -order for cultures to merge and blend togethef, the staff must feel tha;c théy are
paft of a ynified organization. This haé not yef occurred. Some feel that there has been a
name in change ohly. In general, there seems to bé a lack of cohesiveness. One critical
issue is that currently the erﬁployees are not all located in the same location. There are
offices at the old AMHI campus, at 221 State Street and at 442 Civic Center Drive in
Augusta. In addition, while many of the‘ Licensing ei:ﬂployees are located at the Civic
Center location, the medical facﬂities unit and tille conimuﬁity ser.vic'es unit are separated
within the buildihg. The separate locations allow the old cultures of BDS and DHS to
remain intact and it will be more difficult for the cultlires to blend in the future.

The technical components and systerhs used influence the culture of the
organization. Currently, there a:re. multiple databaée systems that are being used by the
various units within Licensing. At this point, these systems cannot be used
intercﬁangeabiy. The question is raised as to hov? caﬁ you cross train if all of the systems
are different. This hinders the ability of the various units to interact and Work'together
éffecﬁvely if at all.

| lA related issue, that may be more unintentionally significant than it might first |
* appear, is that the departmen’;al signs have not all been changed. The exterior sign at 221
State Street in Augusté says ‘Departmént of Health énd Human Services’. However, a
sign discussing interpretation'services that is located within the lobby s‘ays' ‘Department
- of Human ‘Servic'es’. Of particular concern, the signs located at the old AMHI campus all
say ‘Bureau of Develdp@ental Services’. The employees of DHHS and particularly the
Division will not feel unified if the signs they see on their way to work each day indicate

the name of the department they used to work for.
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A top level manager indicated that there is an issue with the various units not
bemg treated equally. Employees will not ‘buy in’ to a new culture if they do not feel
that they are valued or respected. Some units are being provided with more resources
than others. One manager discussed how the surveyors of some umts are prov1ded with
cell phones some have beepers and some have neither yet all have the same pay grade
This is an example of what one manager referred to as a culture of complacency. Many
issues are not bemg addressed When they need to be and staff members are feeling
slighted which might result in additional etaff tumovers.

Embmcing the new culture

In order for staff to embrace a new culture, you muet form a new culture. This
has not yet occurred. As indicated previously, there has been resistance and difficulty in
merging j:he two prior cultures. In general, the managers of tﬁe various units interviewed
felt that they were still part of the previous departments. Two individuals interifilewed
argued that they felt the strongest culture present was. one of complacency. The word
bureaucracy was often used in interviews to explain why certain changes hed not
occurred. One individual argued that the current Division is fragmented and e.lso has é
concern that there is a sense of dictatorship. One individual argued that politice has had .
‘too much of a fole in the merger of the division.i In-addition, roughly thimty-ﬁve percent
of those surveyed did not feel that the merger was necessary Forty percent felt that
Department leaders did not make a case for the merger to occur. If the employees do not
understand why the merger is eccumng, they will not be able to embrace it. |

| » A factor in not reaching a new culture is that middle management feels that they

are being stretched in too many directions. In addition to their normal ‘workload, they
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have been asked to perform additional tasks. Since the merger occurred, there have been

| staffing issues. By being stretched too thin, they are not given thev oppertunity to become
~ part of a cohesive unit. In addition, .according to the survey | results, the
licensors/surve‘yors in general are not clear as to why the divisions were merged in the
ﬁrst place. A new culture cannot be formed until it is understood why the merger
occurred.

A significant issue is that deepite the goal of creating a one stop licensing unit,
some managersl feel 'thet there is limited if any interactien between the ﬁnits. Some feel
that the ‘silos’ that existed before the merger still exist. One individual interviewed from
a unit licensing child care services felt that the merger hurt their division more thanl
helped it in that they are now removed from other related services such as child
protection and welfare services. Some units simply feel that they have not really been .
affected by the merger and they are still doing things as they AIWayé have. Both
situations indicate that a new culture has not been fully developed. |
Cornmuﬁication

As indicated previously, an organization can either have a communicative or a
non-communicative cultufe. Communicaﬁon‘ is a critical component to the success of
any merger. After conducting both the. interviews and the survey, the critical coreplient
was a lack of communication. Communication is an issue in all aspeete of the new
Divisioﬁ. T_h_eie are issues regarding comfnunication from top management down. the .
~ chain, from the bottom of the chain up to the top management and laterally across the

units.
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Until recently, there was not a director for the Divisiog. The lack of a directqr
\'cre,,ated a handicap in regards to communication. There is hope that communication will
'be improved now since a director for the Division has been hired. One manager argued
that there is not Ae.nough communication on any level. Two managers indicated that they
felt that the significant issue rested with communication from top down. One manager
diécussed how embarrassing situaﬁoné can occur when middle management is left ‘out of
thg loop’. An example Was piévidéd of how a provider went directly to upper
ménagement and upper management did not relay this information back to the middie
management staff. The manéger in this situation felt .that proper channels of
commuﬁication are not being used. A different vmanager felt that middle management is
often the last to libw about significant changes and issues. This manager discussed how
in some cases providers have Brought issues to licensing staff that licensing staff should

_have already known about but did not. Situations such as this cause providers to distrust
- orlack conﬁdénce in the Division. |
 Communication is not just an issue from the 'top-dbwn, but if is also an issue from
the bottom-up. Some managers indicated that they did not feel comfortaﬁle r.ai‘sing.issues
with top management within the Division and the Department. | As indicated by the
survey results, the majority of the resplonde'nts indicated thét they felt that communication
was a significant concern and that their thoughts and ideas are not always i‘egarded and
'heard. |
A significant concern is tﬁé lack of interaction amoﬁg the various units. Several
individuals argued that they see hardly any communication between the units particularly

between the old DHS units and BDS units. For instance, the Office of Substance Abuse
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~ seems to have very limited interaction ‘with the other ﬁnits of the Division. Managers
from the child care sideldid not see.communication as a significant issue mainly due td
the fact that thgy rémain on their own and do not interact to a great exfent with the other
unjts.
In addition, commuhicatibn with providers has been altered. Prior to the merger
on the coMmliw services side, when a 1icensoi‘/surveyor conducted a survey and sent a
letter regarding that survey to the agenéy, the surveyor signed the letter. However, a
recent change has resulted in the 'ménager of the division now signing the letter, not .;che
surveyor. By doing this, a wall has been put up. between the Division and the agency and
the surveyor has loét a fair amount of ground with the agency. In general, providers feel
that their communication with the Division is good but,can sensé that there are issues
regarding communication within the Division. |
Improving communication will not be a simple task. O'né manéger argued that
communicatidn chanmels will be difficult to establish since historical connectioﬁs have
beeﬁ broken. The issue that there are multiple locations has exasperated the issue of poor
communication.
‘Posifive Steps
‘Conversations with »Departme'nt and Divi_sion ‘representatives indicate thét
additivonal steps need to be taken by the Department and the Division for the merger to be '
successful, but recently there have been steps in fhe right dirgction. The recent hiring ofa
Division director will help the Division determine its future rqle. ‘The devélopment of a |
mission staterr‘lent. and guiding principles will.assist the employées of the Division in

A‘determining what their role is and will assist in developing a new culture for the Division.
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* The recent decision to integrate all complaints into one complaint center will help the
Division become more unified. In addition, the Department and Division leaders are
aware of many of the current problems within the Division are making a concentrated

effort to address them.

Analysis éf Results

| The princip.al issues that have ariseﬁ since the merger of DHS and BDS are not
exclusive to this situation. Utilizing the literature on mergers and the GAO Report, the
key issues mentioned in these conversations can be analyzed. Many of the potential.
issues raised _by the literlature, on mergers have become appai'ent with the creation of the
néw Department and the new Division. As indicated by Friskin, the key stéges to a
merger include the planhing of the merger, ixhplementing the merger and following up on
the merger. Based on conversations with Division representatives_ and the survey results,
many employees were not made aware of the reasons for _the’ merger. In addition, the
planning of the merger did not seem éompletely thought out giveﬁ the amount of time
utilized post-merger to hire a Division director. However, at this stage, the Départmeht v
does seem to be following through with the merger by making positive steps such as the
hiring of a director and the recent steps that the directo? has taken.

The issues that have arisen since the merger, including.the different maﬁners in
conducting work and the different leéde'rship styles, are echoed in Stein’s arguments.in
“Managing Culture in Mergers and Acquisitions.” The issues related to the quesﬁon of
enforcement Versus technicél_ assistance indicate that there are differences in decision

making across the licensing units. Prior to the merger, it appears that the starting cultures
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of DHS and BDS were not analyzed. The resistance of employees to change their
manner of work and not to embrace a new woric ethic may be due to fear and a resistance .
of change. The questions raised by Schreyogg on the four dimensions of culture
(consistency, diversity, realizatioﬁ and dominance) were not add;essed prior to the
merger. Through cpnversations with representatives of the Division and the provider
community, it appears that the quéstions would be answered after the merger occurred
and not analyzed and answered before the mefger took place.

As indicated, the GAO Report entitled “Result_s-Oriente;d Cultures
Impleméntation Steps to Assist Mergers and Organizational Transformations” provides a.
framework for implementing a successful merger. Upon analysis of the results of
conversations with the Department and the Division and the survey results, it becomes -
evident that some of tlie key practices mentioned in the framework have not been met.
As indicatéd in the chart presented below, key practices 5 through 9 wefé not met pﬁor to
the merger or during the implementation of the merger. The chart shows what the key
practices mentiqned in the report are ‘and hox';v they relate (if _they re_late) to the key

issues/concerns raised in these conversations.
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Key Practice

Concern: Role of
Licensing Division

Concern: Merging two cultures

Concern: Embracing a
new culture

Concern:
Communication

Ensure top Leadership
drives the
transformation

Top leadership has not
addressed this issue in
a formal manner.
Leadership of the
Depariment and the
Division are aware that
the role has not been
clearly defined,

Top leadership has not addressed all
aspects of this issue in a formal manner.
Leadership is aware that the work
environments are different, that the
technical systems are different, that a
central location is needed and that there
is an issue with different units being
treated differently. However, it does not
appear that top leadership is addressing
all of these Issues at this time.

At this stage, top
leadership has not had an
active role in this issue.

Top leadership
acknowledges that
communication could be
improved, However, at
this stage significant
improvements in
communication have not
been made.

IEstablish a coherent

mission and integrated

strategic goals to guide
the transformation

The next steps
regarting this issue
have not yet been
developed.

A mission statement and guiding .
principles have recently been developed
that will help address some of these
issues.

A mission statement and
guiding principles have
recently been developed
that will help address this
issue.

A mission statement and
guiding principles have
recently been deveioped
that will assist in
improving communication
but additional steps are
necessary.

Focus on akeysetof  |setof principles and  |Employees feel like some issues are Many employees felt that  }a key priority of the new
principles and priorities |priorities regarding the |started to get addressed at this point but [key principles and priorities|Division. Communication
at the outset of the issue has not been there needs to be a clear explanation of Jwere not addressed prior  |should be developed and
transformation developed. what the principles and priorities are. to the merger. Improved.

This concem has been
discussed since the
merger has occurred

.Jbut at this stage a key

Many employees felt that key principies
and priorities that relate to this concern’
were not addressed prior to the merger.

Many employees felt that
communication should be

Set implementation
goals and timeline to
bulid momentum and
show progress from day|
one.

Implementation goals and a tirﬁeline were not created by leadership on this issue priorto the merger.

Dedicatean -
{implementation team to
manage the
transformation process.

An implementation team was not developed.

Use the performance
management system to
define responsibility and

A performance management system as described by the GAO Report was not developed.

assure accountability .

for change. )

Establish & . Employees felt that a communication strategy in regards to the merger and this issue was not developed and put into
communication strategy ) place. :
to create shared

expectations and report
related progress.

invoive employees to
obtaln their ideas and
gain their ownership in
for the transformation,

Prior to the merger, employees feelings regarding this issue were not obtained. In order for the issue to be resoived,

employees must be involived.

Build a world class
organization.

The new Division will
be improved once the
role of licensing is

determined.

IThe new Division will be Imptoved once

the various issues related fo the merging
of two cultures are resolved.

‘The new Division will be
improved ohce a
Consistent Culture is

developed and embraced.

‘The new Division will be
improved once
commufication is
improved on all levels
and among units.
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As indicated by the analysis of the GAO Report, many key practices to a
successful merger were not implemented before or during the merger of the Mo former ,
- departments. The responses of Division representatiiies shdw that there is a general
feeling among employeeé that the merger was not completely thought out before it was
- implemented. In order for the merger to be a success, thé Division should implement the

key practices ﬁdiqated in the GAO Report that may be useful to the Division..
Through conversations with ﬁle Division fepresentatives, the cultural differences
between the two former departments became apparent. These conversations revealed
: intellnal cultural " barriers, such as different work styles and structural differences.
Exterﬁal cl_lltural barriers are also present. An example of an external cultural barrief is
that the licensing of a hospital is different than the licensing of a child care center. Both
the internal and the external barriers are preventing the Division from' reaching a |
Consistent Culture. Due to their nature, the external ciﬂﬁlral barriers will be difficult if
not impossible to overcome. Some of the internal cultural barriers, such as physical |
lécation and multiplé databases, may be overcome déspite the presence of the external
»barriers. For example, despite the agencies being different, the databaées used to license
and‘ s@ey those agencies can be the same. To addresé and overcome these Barriers, the
Department and the Division must understand where the barriers are and bé open and
~ communicate about how to résolve them.

From conversations with provider representatives, the issue of enforcement versus
technical assistance is the inost significant %:ultural issue for the Division. Based on
conversations with Division representatives, this cultural difference can be overcome but

it will be difficult. As discussed in the recommendations section below, a task force
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should be de_veloped to discuss what the role of licensingv should be‘.in the future. The
task force must be mindful of the various types of agencies that licensing oversees. In
order for a consensus to be reached, Titles 22 and 34-B must be analyzed and combineci
where appropriate. The cultural difference is currently being driven by the differences in
agencies as well as the different training of the licensors/ surveyors. A middle ground can
be :eachgd if regulations and the training and education of licegsors/surveyors are
consistent. To achieve thls middle ground, commﬁﬁication must be open and providefs
should be involved in the process.

Based on the literature review and from 'conversations with Department and
Division representatives, the Division was not equipped for the merger at the
implementation stage. The cultural differénces were not dealt with at the beginhing. For
the merger to be a success and for the Division to fﬁiﬁll' its mission, the cultural
diffgreﬂces must now be addressed. The recommendations mentioned Belovér will assist
the Department and the Division leadérship in eli_minating Some of these differences and

achieving a successful merger.

Recommendations

‘After discussing the issues with the Department and Division staff and the
provider representatives, this capstone developed recommendations to address the key
issues that are preVenﬁng the new Division from establishing a Consistent Culture. In

some cases, these issues are already being addressed by the Division.
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Rale of Licensing

A‘taskforce should convene to-reach a éonsensus on the issue of enforcemernt
versus technical assistance. Representatives from the various units, both medical
Afacﬂitie_s and community side, as well as providers should be on the taskforce. There is a
possibility that a consensus W.iﬂ not be reached. It should be determined whether the role
éhquld be different for hospital licensing versus child care licensing. The Division should
work together as a whole to determine what the role of licénsing should be for each unit.
E"/en though the role may be different for the various units, by working together, the
Division will be acting cohesively.
A task force should be convened to re-examine the reglﬂations and to determine
how Titles 22 and 32B can be merged to better serve the Division. The director of the
- Division has proposed the hmng of a strategic planner to address this issue. The hope is
that the out31de consultant w111 Work with the DlVlSlOIl and help develop new regulatlons
and determine Which regulations are inconsistent and need to be altered. While
performing this analysié the concerns of providers must be taken .into account. Many
.prbviders utilize the regulations to 'struéture their business. T\he issue of dual licenses
shtould be e\}aluated at the same time. By addressing this issue, one of the inputs to a
Consistent Philosophy will be addressed.
Structural Recommendat_ions: Merging two cultures ;’nto one
To merge successfully the two former cultures into one new consistent culture,
the past ctﬂturés must be understood. The Director of the Division as well as upper level
and middle management should discuss with their staff what the principal complaints aﬁd

issues are. One manager indicated that he/she would like to see more flexibility in regards
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-t§ Vwork‘ ‘hours for édrveyors/licenéors, Due to the nature of their job, the
sufveyors/licensofs are away from the ofﬁce for long periods of time. The fbrmer work
cuitu.rés of BDS and DHS should be examined to determine what if any from the former
cultures can be brought tbgether to create a new qulture.

‘A new database system should be developed. Having three separate databases
does not allow contiﬁuity and cross training. Thé Division has begun to look at this issue.
" Tn addition, the Division has élso proposed aﬁd beguh to create a céntral complaint
center. By having one complaint center, the medical facilities ahd thé community
- services side will need to interact more with each other. The Division has utilized the
- Lean Managemgnt technique to 'dévelop this program. This fechnique could bé utilized
for other issues and in other areas that are affectmg the Division. :

~ An employee of the Division stated that the principal issue facmg the d1v1élon is
the lack of a central location. The opportunity to have all units of the Division under one
 roof should be explored. Until this occurs'; signs should be purchased and displayed inA
front of the necessafy locations that state the name of the Department and not the fo@er
departments. By taking this first step, the employees will understand which organization
they.are working for. | | |

In addition, there needs to be a detailed examinaticn of what units are receiving
vcertain éervices and equipment. All units should be treated appropriately. Managers of
each departmént shouid devglop a list of what their unit‘ currently receives. The
mariager’s supervisor shoﬁld then examine the list énd .an inventory should be made.
When possible, the units that are not receivigéthe needed services and equipment should

have them provided.
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Communication
As indicafed, the principal complaint regarding the Division and an essential tool
in cfeveloping a Consistent Culture is communication. Thc'a‘ commuﬁication issues must
be addressed. A system should be developéd in the satellite offices where they feel that
their ideas are being heard. Manégers should visit the satellite offices pe;riodically to -
show the staff that they. are interestedl in what is occurring at that office. Middle
management must be kept in the kﬁow when important evénts regarding licensing occur.
For example, if the guiding princﬁpl_es of the Divi;ion change, the managers should be
made aware of what the changes are. Communication needs to improve from top down
és indicated. Leadérship of the Department and the Division should periodically meet
with middle mana'gements. Minutes or summaries of those meetings should be made
available to the staff when applicable and appropriate. |
One of the ritical issues facing the new Division is the lack of interaction among' |
the units, particularly among the community services and the medical facilities sides.
‘Bven though these units license different types of | entities, there are potential' areas of
common interest. A program éould be established'wheﬂre, once a month, a repfesentative
from one of the units would choose a licensing related topic and present that topic during
a brown bag lunch which will _be open to all staff of the Diyision. By allowing the staff
to socialize more, their work morale will improve.
Additional Recommendations and Concerns
Additional suggestions include increaséd training, establishing better integration
of best practices inté the role of licensing and increasing ;:ducational opportunities.

However, these recommendations cannot be implemented unless another issue is
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addressed. Given the nature of State Government, there is a lack of resources available to
the Division. The lack of resources is not simply inadequate funding but also inadequate
staff numbers. These recommendations are dependent on an increase in funding as well

as human resources.

Study Limitations_

The principal limitation on ﬂﬁs study was time. If there had been additional ﬁme
for data collection, the sample size could have been larger which would have added
another element to the study. Due to time limitations, representatives from the Internal
Abuse Unit and the Certificate of Need program, which inte;act w1th the Licensing
Division, were not interviewed. The inability to reach all of the licensors/surveyors w@s

an additional limitation.

Conclusions

As indicatéd previously, the objectives of the mergér were to standardize
processes, sténdards -and &rminology; eliminate duplication of effort and cqnﬂicting
requirernents;‘ create a one-stop shop for licensure and sharing of information acfoss
discipliﬁés. At this stage in the merger, based on the conversations with Department and
Division representatives and the survey results, these objectives have ﬁot yet been met.
HéWever, there is progress. The new Division has become a one-stop location for -
licensing. As indicated, the hiring of a director for the Division will assist in reaching
. tﬁ,ese objectives in the future. The recent developmgnt of a central compliant system will

assist in standardizing processes.-
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For the remaining objectives to be reached, the Department and the Division rr;uét
add‘ress the key issues raised in this report. A Consistent Philosophy must be achieved for
the merger to be a success. .As indicated in the survey results, an overwhelmiﬁg maj oritif
of eighty percent felt that a Consistcnt Philosophy is needed for the future success of the
Division. A Consistent Culture must be reached for the merger to be a succéss. At this
point, a Consistent Culture does not exist Within the Division. The internal and external
cultural barriers affecting the Division must be addressed. As indicated by the survey,
the employees feel that improvement oaﬁ occur within the division. Over time with
leadership and open comﬁlunication aﬁd the other recommeﬁdations mentioned herein, a
Consistent Culture can be reached by the Division. Once a Consistent Culture is reached,

the Division will be one step closer to a Consistent Philosophy.

Integration of HPM Coursework

The lmoWledge and information gained thréugh the Health Policy and
Management Mésters program fueled the interest and the sﬁccess of this projecf.
Information gained from Andrew Coburn’s course, the American Health Care System,
provided a valuable background of the health cére system and the; nuances of licensing.
Gino Nalli’s course dn Fundaméntals of Healthcare Management provided information
regarding brganizational culture, management styles, fesistance to change, as well as
otﬁer related topics. Elise Bolda’s Healthcare Advertising and Mafketing course helped

| providé insight into how projects and ideas should iae marketed to an audience. The
‘Health Law class provided knowledge of how what the legal requireménts are and how

mergers occur. Additional insights were provided by interactions with the Health Policy

44




- and Management faculty as well as other courses taken throughout the duration of the

program.
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g)

Appendix A

Interview Protocol for Department and Division Interviews

A number of factors might play a role in shaping the role of licensing. For
example, some of these factors might include the governing statutes, the type
of entities being licensed and the related professional disciplines of the
licensing staff, the role a department program has played in cultivating the
development of different providers and so on. Do you agree with this
statement? I would like to talk more about some of these factors during this

_interview.

A factor that I would like to focus on is the way an organization’s culture
influences the role of licensing. For the purposes of this conversation, culture
will refer to the attitudes and practices (especially the soft side such as
practices related to leadership/attitudes/priorities) within an organization. Do
you agree with this statement?

What was the role of licensure you saw in the i)re-merged department?

Do you know if the role of licensure has changed in the new Department and
Division? If so, how?. :

Talking in general about the factors that influence the role of licensing, what
do you think are the factors that influence your ability to implement the
intended role of licensing? (hard side)

Talking again about organizational culture, what do you think are the factors
that shape, the attitudes and practices within licensing?

Are you aware of a system to define responsibility and to assure the

* accountability for change that resulted from the merger?

.h)

Do you believe that such a system would be beneficial to the diviéio_n? If so,
why? If not, why?

Do you feel that at the beginning of the merger, leaders made a statement

- regarding the importance for the change importance of changing the role of

)

k),

licensing? If so, what statement did they make? (specifically to licensing)

Do you feel that issues that have occurred since the merger are being
addressed? : B

What do you think are the key priorities and principles of the licensing |
division currently?
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Appendix A

What do you feel should be the key priorities and principles of the licensing

division?

m) Do you feel that the new division and the new department are working

n)

B

p)

efficiently? If not, why?

Do you feel that there is sufficient communication within the licensing
division and within the other division of DHHS?

Do you fell that your thoughts and concerns regarding the merger and the role
of licensure as well as other issues are welcomed by the leadership of the
division? : :

Do you feel that there is a consistent practice of licensing in how all licensing
units operate?

If you feel that this does not exist, do you feel that there is a need for a
consistent practice? '

What barriers do you feel exist to reaching this consistent practice?
Do you feel that these barriers can be addressed?
‘What recommendations do you have to addressing these barriers?

What do you feel can be done to assist the licensing division in achieving

. success?
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Appendix B

Interview Protocol for Prdvider Communitv; Trade Association;
and Advocacy Groups

What do you feel are the principle responsibilities of the Licensing Division?

Do you feel that the responsibilities of the pre-merger licensing divisions were
clear? If not, why? :

What do you believe the role was pre-merger?

Do you feel that the role of the Licensing Division in the new Department has

. been clearly stated? -

What.do you feel is the definition of the role post-merger?

If the definition has changed, how do you feel the practice of licensing should
change?

If you do not perceive a changed role, how should the practice of licensing
change? ‘

What do you feel are the largest obstacles facing the Licensing Division in terms
of developing a common and consistent culture?

What do you feel will be the greatest benefits to the Licensing Division resulting
from the merger? What benefits do you feel will there be towards the culture of
the division? '

What do you feel the role of the Licensing Division should be? |
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Please answer the following questions.

. The key is:

1 = strongly disagree

2=somewhat disagree

3=neutral

4=somewhat agree

S5=strongly agree

1. Do you feel that the merger of the licensing divisions were necessary?

1 2 3 4 5

2. Do you feel that Department members made a case for the merger of the licensing
divisions to occur? ' '

1 2 3 4 5
3. Do you feel that the previous licensing divisions worked efficiently?

1 2 3 4 5

4, Do you feel' that the new Departrﬁent is working efficiently?
1 | 2 ‘3 4 5
5 Do you feel that the new Licensing Division is working efﬁcienfly?
123 4 s |
6. Do you feel that the ner Department is working more efficiently than in the past?
1 2 3 4 5 |

7. Do you feel that the new Licensing Division is working more efficiently than in the
past?

8. Do you feel that there is sufficient communication within the licensing department and
~ with other departments within DHHS? ’

12 3 4 5
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9. Do you feel that there is a consistent philosophy in how the licensing department
operates?

1 2 3 4 5
10. Do you feel that there is a need for a consistent philosophy?
1 2 3 4 5

11. Do you feel that leaders in the licensing department have listened to you and other
employees’ thoughts regarding the department? : ‘

1 2 3 4 5

12. Do you feel that since the merger has occurred shared values have become preseht?
1 2 3 4 5

13. Dc') yoﬁ fegl that there are any opportunities for process improvement?

1 2 3 4 5

o
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Appendix D

. Strongly | Somewhat Somewhat | Strongly Standard

. Question Disagree (1) | Disagree (2) Neutral (3) agree (4) | Agree (5) Average Deviation
1. Do you feel that the merger of the : . ;
licensing divisions was necessary? 1 1 4 3 0 3.00 1.0000
2. Do you teel that Department members
made a case for the merger of the licensing 1 2 3 3 0 2.89 1.0541
divisions to occur? . : )
3. Do you teel that the previous licensing ’
divisions worked efficiently? o 2 3 1 2 3.1 1.3642
4. Do you feel that the new Depariment 1s
working efficiently? 0 4 8 2 _ 0 2.78 0.8333
5. Do you feel that the new Licensing .
Division is working efficiently? 0 2 2 5 0 3.33 0.8660
6. Do you teel that the new Department is j
working more efficiently than in the past? 0 2 3 4 0 3.22 1 0.8333
{. Do you teel that the new Licensing
Division is working more efficiently than in 0 2 3 4 0 3.22 0.8333
the past? )
8. Do you Teel that there s sulficient
communication within the licensing : :
department and with other departments 2 4 3 0 0 2.11 0.7817
within DHHS? :
8. Do you feel that there Is a consistent .
philosophy in how the licensing department 1 4 2 1 1 2.67 1.2247
operates? : .
10. Do you teel that there 1s a need for a
consistent philosephy? 0 0 0 2 7 4.78 0.4410
11. Do you feel that [eaders in the licensing
department have listened to you and other .
employees' thoughts regarding the 1 3 2 1 2 3.00 1.4142

- tdepartment?

12. Do you feel that since the merger has
occurred shared values have become 0 4 -4 1 0 267 0.7071 -
present? ’ ’
13. Do you teel that there.are any - . -
opportunities for process improvement? 0 0 0 3 6 4.87 0.5000




Y,Medical Facilities Unit-Augusta

Appendix D

. Strongly Somewhat . Somewhat | Strongly Standard
v?t:estlon Disagree (1) | Disagree (2) Neutral (3) agree (4) | Agree (5) Average Deviation

1. Do you feel that the merger of the

Iicensi)rlmg divisions was necgessary? 0 2 1 0 0 2.33 0.5774

2. Do you feel that Department members

made a case for the merger of the licensing 0 2 1 0 0 2.33 0.5774

divisions to occur?

3. Do you feel that the previous licensin -

divisio)tqs worked efficiently? ° 0 1 0 2 0 3.33 1.1547

4. Do you feel that the new Department is

workinyg efficiently? P 0 1 2 0 0 267 | 05774

5. Do you feel that the new Licensin )

Divisioyn is working efficiently? ] 0 0 3 0 0 3.00 0.0000 ‘
" {6,155 you feel that the new Department s "
- jworking more efficiently than in the past? 0 1 2 0 0 2.67 0.5774

(. Do you feel that the new Licensing .

Division is working more efficiently than in 0 3 0 0 0 2.00 0.0000

the past?

8. Do you feel that there is suticient

communication within the licensin

department and with other departr%ents 2 1 0 0 0 1.33 0.5774

within DHHS?

9. Do you teel that there 1s a consistent

philosophy in how the licensing department 2 0 1 0 0 1.67 1.1547

operates? ‘ :

10. Do you reel that there IS a need tor a :

consistgnt philosophy? 0 0 0 2 1 4.33 0.5774

11. Do you teel that leaders in the licensing

department have listened to you and other ‘

employees' thoughts regarding the 1 0 2 0 0 2.33 ,1-1547

department? . :

12. Do you teel that since the merger has

occurred shared values have become 0 2. 1 "0 0 2.33 0.5774

present? ; : .

13. Do you feel that there are any

opportunities for process improvement? 0 0 0 2 1 4.33 0.5774




Medical=Facilities Unit-Bangor

Appendix D

Question Strongly | Somewhat Neutral (3) Somewhat | Strongly Average Standard
Disagree (1) | Disagree (2) ] - agree (4} | Agree (5) Deviation |

1. Da you feel that the merger of the

licensing divisions was necessary? 0 -0 4 2 0 3.33 0.5164

2. Do you feel that Department members

made a case for the merger of the licensing 0 0 3 3 0 3.50 0.5477

divisions to occur?

3. Do you feel that the previous licensing .

divisions worked efficiently? 0 1 2 3 0 3.33 0.8165

4. Do you teel that the new Department is

workinyg efficiently? 0 1 3 2 0 3147 0.7528

5. Do you feel that the new Licensing

Division is working efficiently? _ 0 ) 1 1 4 0 3.50 0.8367
_16. Do you teel that the new Department is

working more efficiently than in the past? 0 1 5 0 0 2.83 0.4082

7. Do you teel that the new Licensing . '

Division is working more efficiently than in 0 o 4 2 0 3.33 0.5164

the past?

8. Do you Teel that there 1s suticient

communication within the licensing

department and with other departments 1 2 , 0 3 0 2.83 1.3292 .

within DHHS? .

9. Do you feel that there IS a consistent :

philosophy in how the licensing department 0 1 2 3 0 3.33 0.8185

operates? o

10. Do you teel that there Is a need for a

consistgnt philosophy? ’ 0 0 0 1 5 4.83 0.4082

11. Do you feel that leaders in the licensing

department have listened to you and other ' .

empioyees' thoughts regarding the 0 2 L 2 1 3.33 12111

department? '

12. Do you feel that since the merger has ] . :

occurred shared values have become 0 1 4 1 0 3.00 0.6325

present? '

13. Do you teel that there are any i '

opportunities for process improvement? 0 ) 0 0 2 4 4.67 0.5164




Medical Facilities Unit-Portland

Appendix D

Question Strongly™ | Somewhat Neutral (3) Somewhat | Strongly Average Standard
. Disagree (1) | Disagree (2) agree (4) { Agree (5) Deviation

1. Do you teel that the merger or the .
licensing divisions was necessary? 2 0 8 0 0 220 | 1.0854
2. Do you teel that Department members
made a case for the merger of the licensing 3 1 0 1 0 1.80 1.3038
divisions to occur?
3. Do you teel that the previous licensing :
divisions worked efficiently? 0 0 0 4 1 420 | 04472
4, Do you feel that the new Depariment is }
working efficiently? : 1 1 3 0 0 2.40 0.8944
5. Do you teel that the new Licensing
Division is working efficiently? 0 1 2 2 0 3.20 0.8367
6. Do you feel that the new Department Is
working more efficiently than in the past? 1 2 2 0 0 2.20 0.8367
7. Do you feei that the new Licensing
Division is working more efficiently than in 0 2 . 2 1 0 2.80 0.8367
the past? C
8. Do you feel that there i1s sutficient
communication within the licensing
department and with other departments 4 1 0 0 0 1.20 0.4472
within DHHS? . '
9. Do you feel that there Is a consistent .
philosophy in how the licensing department 2 3 0. 0 0 1.60 0.5477
operates?
10. Do you teel that there is a need for a j
consistent philogophy? 0 0 0 1 4 4.80 0.4472 .
11. Do you feel that leaders in the licensing
department have listened to you and other '
employees' thoughts regarding the 2 1 1 1 0 220 1.3038
department? )
12. Do you teel that since the merger nas
occurred shared values have become 0 3 2 0 0 2.40 0.5477
present? ‘ .
13. Do you teel that there are any :
opportunities for process improvement? 0 0 1 0 4 4.60 0.8944




Assisted Housing Adult Day Care

opportunities for process improvement?

Strongly Somewhat Somewhat Stro'ngly Standard
Question Dls:\ﬁree Disagree (2) Neutral (3) agree (4) | Agree (5) Average Deviation
1. Do you teel that the merger or the
Iicensi}rlug divisions was necessary? 0 1 0 3 0 3.50 . 1.0000
. Lo you feel that Department members
made a case for the merger of the 0 0 2 2 0 3.50 0.5774
licensing divisions to occur? : -
3. Do you teel that the previous licensing
divisions worked efficiently”? 0 0 0 4 0 4.00 0.0000 -
4. Do you feel that the new Department is ’ i
working efficiently? . 0 2 2 0 0 2.50 0.5774
5. Do you feel that the new Licensing ] :
Division is working efficiently? 0 2 1 1 0 2.75 0.9574.
6. Do you feel that the new Department is 0 2 1 1 0 2.75 0.9574
working more efficiently than in the past? :
/. Do you feel that the new Licensing
Division is working more efficiently than 0 2 1 1 0 2.75 0.9574
in the past? :
8. Do you feel that there 1s sLTicient
communication within the licensing . )
department and with other departments 1 3 0 0 0 1.75 0.5000
within DHHS?
9. Do you feel that there 1s & consistent '
philosophy in how the licensing 1 2 0 1 0 295 1.2583
department operates? '
10. Do you teel that there is a heed for a - .
consistent philosophy? 0 0 0 0 4 5.00¢ 0.0000
1. Do you teel that leaders In the
licensing department have listened to you ' .
and other employees' thoughts regarding 2 “ 0 0 0 1.50 0.5774
the department? '
12. Do you feel that since the merger has
occurred shared values have become 1 1 2 0 0 295 0.9574
present?
13. Do you feel that there are any 0 1 0 0 3? 425 1.5000




Question

Strongly
Disagree
)

Somewhat
Disagree (2)

MH/SA Children's Residential

Neutral (3)

Somewhat
agree (4)

Strongly
Agree (5)

Average

Standard
Deviation

(1. Do you feel that the merger o the

licensing divisions was necessary?

1

1

0

0

2.00

'1.0000

2. Do you feel that Department members
made a case for the merger of the
licensing divisions to occur?

2.33

1.5275

3. Do you teel that the previous licensing
divisions worked efficiently?

4.67

0.5774

4. Do you teel that the new Depariment is
working efficiently?

2.33

0.5774

5. Do you teel that the new Licensing
Division is working efficiently?

2.33

0.5774

6. Do you feel that the new Department is
working more efficiently than in the past?

1.67

1.1547

/. Do you teel that the new Licensing
Division is working more efficiently than
in the past?

2.33

0.5774

[B. Do you feel that there Is suticient
communication within the licensing
department and with other departments
within DHHS?

1.67

1.1547

¥8. Do you Teel that there 15 a consistent
philosophy in how the ficensing
department operates?

2.00

1.7321

10. Do you teel that there Is a need for a
consistent philosophy?

5.00

0.0000

11. Do you feel that leaders in the
licensing department have listened to you
and other employees' thoughts regarding
the department?

233

1.5275

12. Do you teel that since the merger has
occurred shared values have become
present?

2.67

0.5774

13. Do you feel that there are any

4.67

0.5774

opportunities for process improvement?




Children's Day Care South

Strongly Somewhat | Somewhat | Strongly Standard
Questloq Dls;g;ree Disagree (2) Neutral (3) agree (4) | Agree (5) Average Deviation
1. Do you teel that the merger of the
licensi)rl1g divisions was necessary? 1 1 1 0 0 2.00 1'0000 )
2. Do you feel that Depariment members ’
made a case for the merger of the 1 0 0 2 0 3.00 1.7321
licensing divisions to occur? :
3. Do you teel that the previous licensing
divisio):\s worked efficiently? 0 0 0 2 1 4.33 | 05774
4. Do you Teel that the new Department Is '
working efficiently? ‘ -0 0 1 2 0 3.67 0.5774
5. Do you teel that the new Licensing
Division is working efficiently? 0 1 0 2 0 ; 8.33 1.1547
6. Do you feel that the new Department is 0 1 1 1 0 3.00 1.0000
working more efficiently than in the past?
7. Do you teel that the new Licensing :
Division is working more efficiently than 0 1 0 2 0 3.33 1.1547
in the past?
B. Do you 1eel that there 1s sulicient
communication within the licensing
department and with other departments 0 0 2 1 0 3.33 0.5774
within DHHS?
0. Do you Teel that there 15 a consistent ‘ :
philosophy in how the licensing 0 0 1 2 o} 3.67 0.5774
department operates?
10. Do you teel that there is a need for
_Jconsistent philosophy? f 0 1 0 1 1 3.67 1.5275
11. Do you feel that leaders in the
licensing department have listened to you _
and other employees' thoughts regarding 0 1 2 0 0 2.67 0.5774
the department?
12. Do you feel that since the merger has
occurred shared values have become 0 2 1 0 0 2.33 0.5774
present?
13. Do you feel that there are any 0 "0 0 0 3 5.00 0.0000
opportunities for process improvement?




Children's Day Care North

Strongly Somewhat Soméwhat Strongly . Standard
Quest‘lon Dls(a;%ree Disagree (2) Neutral (3) agree (4) { Agree (5) .Average Deviation
1. Do you feel that the merger of the
IiCensi)r,‘ng divisions was necessary? 0 o1 2 0 0 267 0.5774
2. Do you teel that Department members .
made a case for the merger of the 0 2 0 1 0 267 1.1547
licensing divisions to occur?
3. Do you feel that the previous licensin
divisio)r,\s worked efﬁcier:my? ° 0 1 1 0 1 333 | 15275
4. Do you Teel that the new Departiment is _ -
working efficiently? 0 0 1 2 0 3.67 0.5774
5. Do you feel that the new Licensing
" IDivision is working efficiently? 0 0 1 2 0 | 367 0.5774
6. Do you feel that the new Department is 0 1 1 1 0 3.00° 1.0000
working more efficiently than in the past? : '
/. Do you teel that the new Licensing . .
Division is working more efficiently than 0 0 2 1 0 3.33 0.5774
in the past?
8. Do you Teel that there is suticient
communication within the licensing
department and with other departments 0 2 0 v1 0 267 1.1547
within DHHS? ’ )
9. Do you Teel that there 1S a consistent
philosophy in how the licensing 0 2 .0 0 1 3.00 17321
depariment operates?
10. Do you teel that there is a need fora i .
{consistent philosophy? 0 0 0 - 0 3 5.00 0.0000
11. Do.you teel that leaders in the .
licensing department have listened to you '
and other employees' thoughts regarding 0 0 .0 2 1 4.33 0.5774
the department? ' '
12. Do you Teel that since the merger has
occurred shared values have become 0 1 1 1 0 3.00 1.0000
present? : :
13. Do you feel that there are any -0 0 o 0 3 5.00 0.0000
opportunities for process improvement? ' .




Question

Strongly
Disagree
(1)

- Overall Resulis.
A oo RAs e )

Somewhat
Disagree (2)

Neutral (3)

Somewhat
agree (4)

Strongiy
Agree (5)

Mean

Standard
Deviation

1. Do you feel that the merger of the
licensing divisions was necessary?

5

7

16

8

0

2.75

0.9673

2. Do you teel that Department members|
made a case for the merger of the
licensing divisions to occur?

13

2.81

1.1166

3. Do you feel that the previous licensing
divisions worked efficiently?

17

3.67

1.0420

4. Do you teel that the new Department
is working efficiently?

11

16

8

2.86

0.7983

9. Do you teel that the new Licensing
Division is working efficiently?

1

16

3.19

0.8333

6. Do you teel that the new Department
is working more efficiently than in the
past? ’

10

16

2.75

0.8742

7. Do you feel that the new Licensing
Division is working more efficiently than
in the past?

12

13

11

2.97

0.8102

8. Do you Teel that there 1S Suricient
communication within the licensing
department and with other departments
within DHHS?

12

13

10

2.00

0.8619

9. Do you teel that there Is a consistent
philosophy in how the licensing
department operates?

12

2.56

1.2293

10. Do you teel that there 1s a need for a
consistent philosophy?

28

4.72

- 0.6146

[T7. Do you feel that leaders in the
licensing department have listened to
you and other employees’ thoughts
regarding the department?

10

2.75

1.2956

12. Do you teel that since the merger
has occurred shared values have
become present?

15

17

261

0.6878

13. Do you feel that there are any
opporiunities for process improvement?

26

4.64

0.6825




Appendix E

 IRB Protocol Number: IRB#012306-11
TO: Emily Hoberg

CC: Gino Nali

FROM: Office of Research Compliance

DATE:  February 10, 2006

RE: Barriers to Cohsistent Philosophy: An Analysis of the Department of Health and Human
"~ Services Licensing Department

‘ Notice of Evaluation- EXEMPT [45 CFR 46.101 (b) (2)]

The Office of Research Compliance (ORC) has evaluated the project named above. According to the
information provided, you intend to focus on the merger of the DHHS and BDS Licensing Departments and
identify the barriers to the development of a Consistent Philosophy. Various stakeholders will be interviewed
on their feelings about the need for a consistent culture. Representatives from the Department and the
Division will be the principal interview subjects. A letter of approval has been given by the DHHS Licensing
Department to conduct this project. This is a minimal risk study. '

This project has been granted an exemption from USM IRB review in accordance with 45 CFR 46.101 (b) (2)
which provides for exemption for research invoiving the use of survey and interview procedures, unless (i) the
information obtained is recorded in such a manner that human subjects can be identified, directly or through
identifiers linked to the subjects; and (i) any disclosure of the human subjects' responses outside the research
could reasonably place the subjects at risk of criminal or civil liability or be damaging to the subjects' financial
standing, employability, or reputation. This designation is based on the assumption that the materials that you
submitted to the IRB contain a complete and accurate description of all the ways in which human subjects
are involved in your research. : :

This exemption is given with the following conditions:

1. You will conduct the project according to the plans and protocol you submitted;

2. No further contact with the ORC is necessary unless you make changes to your project or
-adverse events or injuries to subjects occur;

3. If you propose to make any changes in the project, you must submit the changes to the ORC for IRB
review; you will not initiate any changes until they have been reviewed and approved by the IRB;

4. If any adverse events or injuries to subjects occur, you will report these immediately to the ORC;

The University appreciates your efforts to conduct research in compliance with the federal regulations that
- have been established to ensure the protection of human subjects in research.

Date of Exemption: February 10, 2006 -

Sincerely,

Ross A. Hickey, J.D.
IRB Designee °
Human Protections Administrator .
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