
CASE STUDY #1

DEPARTMENT OF SUBSTANCE CONTROL PROGRAMS

BACKGROUND

CASE OVERVIEW   

The Department of Substance Control Programs (DSCP) is a fictional public sector agency of about 325 employees.  The department’s mission is to provide leadership and to coordinate the delivery of alcohol and other drug prevention, treatment and recovery programs in order to reduce the incidence of substance abuse.

Although this department is fictional, it is a closely modeled composite of and similar in mission to several actual state agencies in states with large diverse populations. In this introductory chapter, you will be provided a description of this department, its background, its organizational structure and culture, its employees and stakeholders, and its information technology systems.  In addition, we will discuss some of the business and political issues challenging this department.

We will use the Department of Substance Control Programs to illustrate the progress of a mission-critical project throughout its entire system development life cycle – from idea genesis through project completion and closure.   Each of these case studies will take you progressively through the different project phases, and each will pose a number of scenarios, some trivial, some pivotal to the success of the project.  Although the project, like the department, is fictional, the problems and challenges it describes are very real and all too common in many organizations.  

CASE DETAILS
Background
In the mid 1970’s, the state legislature recognized the growing problem with substance abuse and its impact upon individuals, families, businesses and society.  (Example: see http://www.alcoholcostcalculator.org/ ).   Although at the time there were a number of state agencies involved in substance abuse prevention or treatment programs, there was no overall coordination between their programs, and their services were frequently duplicative or left gaps.  To that end, the Department of Substance Control Programs (DSCP) was created by the state legislature in 1978 as the lead agency responsible for funding, coordinating and providing leadership for alcohol and other drug prevention, treatment programs and recovery programs.   

When DSCP was initially established, emphasis was placed on staffing it with employees in recovery themselves because they were perceived to be the true experts in a health field that was then in its infancy.  Although the relative percentage of employee in DCSP 
who are in recovery has gradually declined over the years, they still constitute a high percentage and include employees at all levels, including upper management.

Initially, DSCP’s alcohol prevention and treatment programs were separated from its drug programs.  By the mid-1980’s, research had shown that alcohol abuse and drug abuse were part of the same disorder, and these programs were consolidated into combined alcohol and other drug (AOD) prevention, treatment and recovery programs.

In 1989, as the AOD prevention and treatment body of knowledge continued to evolve, DSCP added a new program – Perinatal Substance Abuse (PSA) – that established specific prevention and treatment strategies for substance abusers with children or who were pregnant.  Ten years later, in 1999, DSCP established another program – the Adolescent Treatment (AT) program.  Like the PSA program, the AT program was created to better meet the specific issues of teen-age substance abusers, whose needs were not being met by the primarily adult-focused treatment programs of the time.

More recently, the current governor has been considering a proposal to consolidate a number of similar state agencies in order to achieve increase efficiencies and economies of scale.  This proposal includes merging DSCP, as well as several other small health program agencies, with the state Mental Health Department (MHD) into a new department.  MHD is a much larger department, with about 1500 employees compared to the 325 in DSCP.  This proposed consolidation is still in the discussion stage and a final decision is not expected for another year or so; public sector experts have predicted about a 50 percent chance of it actually happening.

DSCP’s current funding allocation is just over $400 million per year.  Approximately 70 percent of the funding comes from a federal block grant, for which DSCP must reapply each year.  The remainder is allocated from the state general and special funds.  By statute, no more than five percent of the funds can be spent on DSCP administrative costs, with at least 95 percent of funding going to counties for local prevention, treatment and recovery programs.

Organizational Structure and Culture
DSCP is a relatively “young” state agency, with quite a few of the original employees still working for the department.  The composition of employees is also somewhat unusual in that a significant percentage of employees are in recovery from substance abuse and openly acknowledge it.  In fact, during its early years as a department, DSCP actively recruited those who were in recovery in order to have staff with first-hand expertise.

Perhaps as a result, the organizational culture of DSCP has tended to be on the “humanistic” side, i.e., people-focused rather than process-driven.  However, that is slowly changing and giving way to a more business-oriented culture as the original employees retire or leave, and are replaced with newer employees without the same background.  Despite these changes, DSCP is still perceived as having staff with an unusually high degree of personal commitment to the work they do. 

Like most department directors, Roberta Brown, the director of DSCP, is a political appointee of the Governor.  Unlike many other directors, Ms. Brown was a career civil servant before being appointed to her position and is recognized nationally as an expert in the substance abuse field.  She has been in her position for about two years and came from a much larger health services agency.  She is an extremely articulate and passionate spokesperson who is very successful in engaging people to act through conveying her message that “treatment works and recovery happens.” 

DCSP is organized in a conventional fashion similar to most state agencies.  There is the Executive Division, which is concerned with policy, legislation, public affairs and strategic planning. The Executive Directorate includes the Director, Deputy Director,   Public Information Officer, Legislative Officer, Chief Legal Counsel and their staffs.

At the next organizational level, there are five divisions which are headed by assistant directors who report to the Deputy Director. The Division of Administration maintains the department’s business services office, budget and contracts office, and the audits unit.  There are two separate divisions (although there has been some recent discussion about combining them) responsible for implementing and maintaining the departments “business” programs: the Division of Prevention Programs (DPP), and the Division of Treatment and Recovery Services (DTRS) which is the largest division in the department.  The Division of Licensing and Certification (DLC) does just what it name implies – it monitors and regulates substance abuse treatment providers through licensure and certification programs.   The Information Technology Services Division (ITSD) is responsible for the department’s various information systems, internet and intranet web sites, information security, and the recently implemented project management office (PMO).  There is also a separate Office of Research (OR) that is responsible for statistical analysis of the data collected from the department’s client and fiscal data systems.

The divisions are further divided into branches.  Typically, each branch is responsible for a specific program or function, and headed by a second-level manager.  For example, in the Division of Licensing and Certification, there are three branches, each with responsibility for a specific target group:  the Treatment Provider Licensing Branch, Drug Counselor Certification Branch, and Complaint Review and Enforcement Branch.   Finally, at the most “atomic” level, each branch is broken down into several units headed by a first level manager. 

While DSCP licenses and certifies treatment providers, it does not fund them directly nor oversee their day-to-day operations.  Due to the size and diversity of the state, DSCP instead maintains its business relationship directly with the counties and provides funding through them.  Each county in turn contracts with treatment providers in its county to provide services.  These services include detoxification services, residential treatment programs, outpatient services, and methadone maintenance programs.

When Ms. Brown came to DSCP as Director two years ago, she found a department that had started drifting and sliding into dysfunction.  The director position had been vacant for more than a year, and the Deputy Director had died unexpectedly several months previously.  Three of the assistant directors, who always had had a somewhat cantankerous relationship, were publicly arguing with each other over resources, budget and policy issues, and openly jockeying for position.  Staff morale was deteriorating and the department’s administrative and businesses processes were in serious danger of becoming dysfunctional.

One of Ms. Brown’s first steps was to bring on board a newDeputy Director, Steven Ching.  Mr. Ching in turn replaced several of the assistant directors, and focused on creating a leadership climate based upon collaboration rather than competition.  He emphasized the need for the department’s executives and managers to model the behaviors they expected from staff.  While his efforts to build a collaborative organizational culture are still a work in progress, staff morale and productivity have increased significantly in the past two years.  This was validated by a recent employee survey that DSCP conducted to determine what was working well and what wasn’t.  Most employees felt that the quality of leadership had significantly improved, although they felt that communication of information from the top down was still poor. 

Also as part of their efforts to revitalize and refocus the department. Ms. Brown and Mr. Ching updated the department’s strategic plan, which was more than five years old and did not reflect the direction and philosophy of the current administration.  The new strategic plan emphasized the relationship of information technology to the department’s business programs, i.e., that information technology was a critical tool to help the department’s business programs communicate and achieve their strategic goals. 

The Information Technology Services Division 
The Information Technology Services Division (ITSD) includes 23 staff and four managers, all of whom are civil service employees.  In addition, there are 13 student assistants assigned a variety of functions, and an average of six consultants working with staff at any given time on various projects. By state agency standards, ITSD is considered a small IT division.  (The largest is the state tax collection agency, with more than 1000 IT staff and several hundred consultants).

ITSD is headed by a chief information officer, and the majority of staff are assigned to three work units: 

· The Technology Support Unit, which is responsible for network administration and PC support within the department

· The Application Support Unit, which is responsible for development and for maintenance and operations of the department’s data systems.  

· The Quality Assurance and Data Management Unit, which is responsible for software system testing, data monitoring and compliance, internet and intranet web administration, and project leadership.

In addition, there are several staff who report directly to the CIO and who are responsible for information security, project management, contract administration and database administration.  (Please see Exhibit 3: ITSD Organizational Chart)
Amanda Macias, the Chief Information Officer, was appointed to her position about two years ago.  She is a long-term state employee with more than 20 years experience as an IT manager, and this is her first CIO position.  As the CIO, her position does not have the same civil service status as her staff and managers; she serves “at the pleasure” of the Director, and her employment can be terminated on 20 days notice.  She has a no-nonsense approach, a strongly directive personal leadership style, and is extremely deadline oriented. Managers and staff who have missed a due date can expect a very unpleasant discussion in her office.

During her first two years, Ms. Macias has been focused in trying to implement a project management-oriented culture within both ITSD and the department.  Her vision is to transform the organizational culture within DSCP where ITSD is perceived as delivering enabling technology to business problems, rather than being the initiator and ‘owner” of IT projects. Concurrently, Ms. Macias has also stated her intent to “mature” ITSD, starting with replacing many of the current ad-hoc and “by the seat of the pants” approaches to project management with structured repeatable processes based upon the Project Management Institute’s (PMI) Project Management Body of Knowledge (PMBOK).  As a result, ITSD’s previous reputation as delivering projects that are either failed or fell far short of customer expectations is slowly improving.

Ms. Macias has also spent considerable effort in re-organizing the department’s IT contracting and budgeting processes.  In fact, she considers her predecessor’s practices unacceptably sloppy, and has quickly established a department-wide reputation of demanding accountability.  However, while ITSD staff mostly welcome these changes, some of the staff have expressed the feeling that she is too “outward-focused” on departmental issues and state IT issues, and, as a result, it comes at the expense of her own divisional staff and infrastructure.  

The four managers within ITSD are all longtime civil servants who have worked for the state for between 25 and 35 years.  Three of them – Stacy Smith, the manager of the Technical Support Unit, Roger Washington, the manager of the Applications Support Unit, and Donald Sellers, the manager of the Quality Assurance and Data Management Unit, plan to retire within the next one to three years.  

The managers’ personalities and leadership styles are very different, reflecting a variety of backgrounds and education:

Arthur Bandini worked for a number of state agencies as a project manager prior to coming to DSCP eight years ago.  Mr. Bandini has a masters degree in MIS, is known for his excellent project management knowledge as well as his passionate commitment to completing projects successfully.  He is also an excellent technical writer, very articulate and extremely professional in demeanor, although reserved to the point of shyness around most people.

Roger Washington, the manager of the Applications Support Unit, joined the state right after two terms in the Army as an Air Force jet engine technician.  DCSP is the only state agency for which he has worked, starting as a junior programmer and gradually rising through the ranks.  Mr. Washington is fond of saying that he is a diehard mainframe programmer through and through, and is not really comfortable with client-server and web-based technologies.  Mr. Washington is very laid back in his management style and gets along well with most of his staff, frequently socializing with them at lunch and after work. However,  he has somewhat of a reputation with other managers as being so laid back that they can’t depend on him to follow through on his assignments without constant reminders and nagging.

Stacy Smith began her career giving driving tests for the DMV, and then made the switch to IT in the early 1980s, when she was accepted into an apprentice programmer program offered by DMV.  She transferred to DSCP in the early 1990s, and is a mostly self-taught network administrator. She takes her responsibility as network administrator extremely seriously and frequently comes in to the office on the weekend to catch up and make sure the network is running okay.    Ms. Smith plans to retire within the next year, but wants to stay on for a few months after she retires in order to train her replacement.  There has been some friction over the past several years with some of her staff; their most common complaints being that she tends to micromanage them and that she prefers to hire consultants with specialized expertise rather than relying on her staff or sending them to training to improve their skills and knowledge.

The manager of the Quality Assurance and Data Management Unit, Donald Sellers started with the state more than 30 years ago, after graduating from UC Berkeley with a degree in history.  He began his career as a business analyst for another agency, then became a supervising analyst for a criminal justice agency. Mr. Sellers became interested in information technology after helping design an investigative case tracking system and went back to college at night in order to get another degree in MIS.  He transferred to DSCP in 1999 and his first assignment was working on a remediation plan for Y2K.  Mr. 
Sellers manages a large but tightly-knot unit of IT business analysts, most of whom do not have an IT background either.  

Due to the small number of staff, IDSD employs several outside contractors on an ongoing basis for critical network maintenance and support, as well as on a temporary basis for development work on various projects.  IDSD also employs an average of 15 student assistants and three “retired annuitants” at any given time to assist the full time permanent staff.  All told, there are more consultants and student assistants than there are permanent staff.

One area of great concern is the “graying” of the work force. Like other departments in the state, many of the employees in DSCP are part of the baby-boomer generation.  In fact, a recent survey found that the median age of employees in DSCP is 49 years.  

In the public sector, salaries tend to lag somewhat behind those in the private sector.  However, the benefits – particularly the retirement pensions – are usually much better than in the private sector.  The state uses a “2 percent at age 55” formula to calculate pensions; this means a state worker with thirty years of civil service experience could retire at age 55 with 75 percent of her or his income.  By age 60, most employees have retired, although some return temporarily as retired annuitants and are paid on an hourly basis.

What this means is that at least a third and probably half of the employees working for DSCP will retire in the next five years.  In ITSD, the percentage may be even higher: All four of the managers and 8 of the staff are in their fifties (Please see Exhibit 4).  Another 11 staff members are in their forties.  Only four are in their thirties and none in their twenties.  In the civil service, hiring and recruiting new employees to replace those who leave is a lengthy process.  Further, creating new additional positions to add “depth of bench” is extremely difficult, requiring a formal process that must be approved at all levels, including through the Legislature and the Governor’s Office.   ITSD is at high risk of losing the institutional knowledge that is critical for a division or department to be successful. 

CASE SUMMARY
The Department of Substance Control Programs (DSCP) is a small and relatively new state agency with several hundred employees and an annual budget of $400 million. DSCP is responsible for leading, funding and coordinating prevention, treatment and recovery services in its state in order to reduce the incidence of substance abuse.

DSCP is organized along functional lines, with the order of organization (from top down) being divisions, branches and work units.  Each division is headed by an assistant director, branches by managers, and work units by supervisors.  All employees are civil service except for the Director. Roberta Brown, the new Director, is extremely dynamic and focused on leading the department out of its previous stagnancy by developing an organizational climate based upon collaboration.

The department is facing many issues – both technology focused and employee.  One issue is the “graying” of the work force. Like other departments in the state, many of the employees in DSCP are part of the baby-boomer generation.  

CASE 1 QUESTIONS
1. Based upon the SEI Capability Maturity Model, what level do you feel best describes ITSD’s current level of maturity?  How do you think ITSD compares to other public sector agencies?  Explain your answer.

2.  From a project management standpoint, what are some of the toughest challenges facing ITSD?  What do you consider to be its most significant strengths and weaknesses in terms of project management?

3. The ITSD CIO has expressed the need to make projects business-driven rather than IT-driven, and that the role of ITSD should be to deliver the enabling technology and services.  What does this mean to you?  Review some of the literature available on this topic – do you agree with this position?  Why or why not?  What steps and/or changes are necessary to make this happen?

4. How would you describe the department’s organizational culture?  How might this impact the potential success of future projects?

5. What is HIPAA and PHI?  What type of data elements might be collected on treatment clients which would be considered PHI?  Do some research on the implications of HIPAA relative to data collection and reporting.

6. What are the some of the implications regarding the average age and pending retirements in ITSD?  Is this a common problem in organizations, and if so, why?

7. Look at the organizational chart.  Describe any strengths or weaknesses you see in the organizational structure.  Do you think the current organizational structure is optimal?  If not, why not?  What could be done, if anything to improve it by realigning reporting relationships?
