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Executive Summary

For over 20 years, the BC government has demonstrated its commitment to community living opportunities for children and adults with developmental disabilities. Unfortunately, the current service delivery system has significant limitations: individuals and families have little control and choice, programs have become too costly, and there is little or no accountability by service providers.  Fortunately, 22 years ago, BC families and advocates created an Individualized Funding model designed to address these fundamental, systemic problems - including difficulties in responding to individual needs.  Individualized Funding has since gained worldwide acceptance.

We propose that government, in cooperation with the public, private and voluntary sectors, create a “demand-based” approach to identifying and meeting individual needs based on Individualized Funding whereby funds needed to purchase required community services and supports go directly to the individual, based on a plan that is negotiated with government.  Financial resources and a greater degree of decision-making power will thus be placed in the hands of people with disabilities and their personal networks.  

Government would provide developmental dollars for 25 people in each of 3 regions of the province at a cost of $1.25 million per region ($3.75 million total for the 3 regions.)  These are individuals government would be required to support. In addition, 25 people per region would be assisted to convert their portion of global budgets, now held by community agencies, to Individualized Funding.  Participants in either of these initiatives would be able to obtain information and practical planning supports throughout the process of identifying and meeting their needs through regionally-based Information and Planning Support Centres.  These Centres, funded by business and civic groups, would operate separate from government and service delivery agencies, and at the discretion of those individuals and families. The proposed private, corporate and voluntary sector contributions to the regional Information and Planning Support Centres, combined with volunteers assisting proposal implementation and coordination, represents approximately a $1 million annual saving to government.

This partnership between individuals, support networks, business and civic groups, and government, provides a foundation for the development of flexible, accountable and cost-effective community based service options for people with disabilities. Adopting this approach would enable BC to regain its leadership role in the field of disability. This would be consistent with government efforts throughout the world to develop “results based” accountability frameworks which seek to improve “life conditions” of people with disabilities who are reliant upon government funding to participate in community life (Jackson, 1998),

Because each person is a unique individual, with intrinsic worth, and possesses a fundamental right to self-determination (including authoring his/her own support plan), full inclusion in all aspects of community life, and choice of and support from a personal network.  Individualized Funding must

· be accessible to the individual

· provide financial resources necessary to enable each individual to participate as a full citizen

· be based on the needs of the individual as identified by the individual and/or trusted representatives

· be paid directly to the individual (or his/her support group) through an account in a financial institution (e.g. VanCity) chosen by the individual

· be portable within British Columbia across the Ministry for Children and Families.

This proposal begins with a brief history of the evolution of Individualized Funding in BC, provides an analysis of current issues and problems, describes Individualized Funding as an alternative policy mechanism, lists advantages of Individualized Funding to persons with disabilities and government, provides a detailed implementation plan including costs,  and concludes with a series of relevant Appendices.

Introduction

For over 20 years, the BC government has demonstrated its commitment to school integration, open employment, and community living opportunities for children and adults with developmental disabilities.  BC was also the first province to close its institutions (3) and to significantly increase funding for community-based services. Government currently contracts with an array of community agencies which create programs to provide services to people with widely differing needs.  Unfortunately, the current service delivery system has significant limitations: individuals and families have little control and choice, programs have become too costly, and there is little or no accountability by service providers

Not surprisingly, this “supply side” approach to service delivery has come under increasing scrutiny in recent years, resulting in calls for reform. Fortunately, 22 years ago, BC families and advocates created an Individualized Funding model designed to address these fundamentally systemic problems - including difficulties in responding to individual needs.  This model has since gained worldwide acceptance. Now, BC has a unique opportunity to regain its leadership role in the development of results-based, accountable service delivery.

Current Issues and Problems

Because the current approach to service creation and delivery vests critical decision-making powers within agencies, people with disabilities and their advocates consistently experience the following problems: 

· lack of choice about actual services provided and how they operate


· inflexible, unresponsive services that lack financial accountability to individuals and to government 

· segregation from the community because people are artificially labeled and grouped together

· duplication and misutilization of services adding to cost 


· lengthy waiting lists

· lack of day-to-day control over one's life that leads to isolation and dependency


· lack of meaningful family involvement

To rectify the high cost of services and correct systemic problems, government 

· created services to people with mental handicaps (SPMH) in the late 1980s


· introduced personal service plans (PSP) used by social workers

· developed service monitoring protocols


· initiated the recent contract reform and program review process

Unfortunately, these various reforms have not made a significant impact on the problems experienced by people with disabilities and their supporters.

An Alternative: Individualized Funding

We propose that financial resources and decision-making power be placed in the hands of people with disabilities and their personal networks. This “demand-based” approach to identifying and meeting individual needs is based on a fiscal arrangement whereby funds needed to purchase services and supports go directly to the individual and are based on a plan that is negotiated with government.  

Information and technical support to develop, negotiate and implement each individual’s plan will be provided by regionally based Information and Planning Support Centres.  These Centres would operate independently of government and service providers, be funded by business and civic groups, and would have a cross disability focus, zero rejection philosophy, an advisory (rather than decision making) role in people’s lives, and be available over time as needed.
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Figure 1: Individual, Government, Corporate & Community Partnership

In 1976, families in BC created a similar model which was endorsed but never fully implemented by government.  Currently, 9 countries are successfully implementing versions of this model, the most significant being 29 self-determination projects co-funded by the US government and the Robert Wood Johnson Foundation.

Advantages to Persons with Disabilities and Government 

· facilitates self determination and independence by shifting control from service systems to individuals using community services

· promotes services that are more innovative, flexible, diversified and creative, thereby increasing their ability to respond quickly to changing needs and circumstances

· vests planning at the community level with individuals and their trusted advisors, which helps to overcome fragmentation and lack of coordination of services and supports, thereby enabling government to concentrate on funding and monitoring

· provides an important accountability mechanism (funded individual plan) to ensure that public tax dollars are being spent effectively/efficiently, thus reducing the need for expensive and external monitoring and accreditation schemes

· enables individuals to contract directly with government and service providers, thus the individual has power and control over where funding is actually spent




· reduces ineffective service delivery and poor management by giving incentives for the “focus of support” to be on the needs of the individual

· ensures that planning will be specific and responsible thereby reflecting truer costs based on the individual's actual requirements

· promotes a real partnership between the funding body, individual, family and friends, service providers, professionals and the broader community, including business and civic groups

· creates “value added” benefits such as hiring, supervising and training staff when individuals and/or their personal networks take on additional responsibilities associated with managing  direct funding

· develops new services where they are currently lacking and increases cost effectiveness because only those services negotiated for will receive payment

· enables B.C. to reestablish its leadership role in the field of disability

Individualized funding, along with  access to independently funded community planning supports, results in a sense of security and "peace of mind" for individuals and their personal networks…and  increased accountability to government.   

A recently completed independent evaluation of the Monadnock Self Determination Project in New Hampshire (Conroy and Yuskauskas, 1996), which utilized Individualized Funding budgets for 38 participants over a 3 year period, indicated that cost savings from between 12.4 and 15.5% accrued to government, while individual decision making, autonomy, and quality of life outcomes such as involvement of invited/non paid community members, personal satisfaction and productive behavior increased, and challenging behavior decreased 

Implementation Plan

Our proposal to implement Individualized Funding includes the following:

· Individualized Funding 

· Information and Planning Support Centres (funded by business and civic groups) 

· Crises Response Fund

· Re-negotiation of Global Budgets Currently held by Service Providers

· Contingency Funds for Service Dislocation

· Independent Evaluation

Individualized Funding 

We request a commitment to provide new dollars to develop and implement 25 Individualized Funding plans for each of the 3 regions.  Using input from service providers, knowledgeable stakeholders and the experience of the Individualized Funding/Service Brokerage pilot (1991-96), we estimate a median annual cost of $50,000 per person.  This funding would cover needs ranging from a staffed residential arrangement @ $150,000 to assistance for securing & maintaining employment at $8,000. Funding agreements would also include costs for accounting, financial transfer services and WCB, etc., when the individual acts as employer. It is important to emphasize that these are people who government would be required to support.
Because each person is a unique individual, with intrinsic worth, and possesses a fundamental right to self-determination (including authoring his/her own support plan), full inclusion in all aspects of community life, and choice of and support from a personal network, Individualized Funding must
· be accessible to the individual

· provide financial resources necessary to enable each individual to participate as a full citizen

· be based on the needs of the individual as identified by the individual and/or trusted representatives

· be paid directly to the individual (or his/her support group) through an account in a financial institution (e.g. VanCity) chosen by the individual

· be portable within British Columbia across the Ministry for Children and Families.

Information and Planning Support Centres

Independently funded Information and Planning Support Centres will provide, at the discretion of each individual, appropriate assistance to people with disabilities who wish to 

· negotiate with government for Individualized Funding
· individualize their portion of global program budgets currently  held by community service providers 
(see section below entitled “Renegotiation of Global Budgets Currently held by Service Providers”)

The proposed private, corporate and voluntary sector contributions to the regional Information and Planning Support Centres, combined with volunteers assisting proposal implementation and coordination, represents approximately a $1 million annual saving to government.

Crises Response Fund

Government would identify and provide regional crisis funds for unanticipated circumstances or exceptional needs.  These funds would be negotiated on an individual, as-needed basis. 

Re-negotiation of Global Budgets Held by Service Providers

Up to 25 individuals, assisted by regionally-based Information and Planning Support Centres, would negotiate with service providers to reallocate and individualize their portion of global budgets.  This process would be budget neutral with the exception of the contingency fund for service dislocation discussed below.

Contingency Fund for Service Dislocation

Service providers may require a degree of financial protection for service disruption (e.g. temporarily maintaining staff levels because of a vacancy within a community home) while people convert their portion of global budgets to Individualized Funding.  This funding will be determined by government and negotiated agency-by-agency.  

Independent Evaluation

An independent evaluation, approved by government and stakeholders, and conducted after one year, would cost $15,000 per region. The evaluative framework should focus on outcomes identified by individual plans and be principle driven.

Key Features of the Implementation Plan

1. A committee comprising community stakeholders will work with government to ensure 
a) equity in the process of determining who will access Individualized Funding and 
b) regional participants are a representative sample of the wider population being served in each region.

2. The decision to work with service providers to individualize global budgets, will be made by people with disabilities.  Government, community stakeholders and service providers in each region  will ensure a framework exists to guide the process of reconfiguring agency budgets. People converting global funding to Individualized Funding, may retain current service provider arrangements or choose new arrangements.

3. The individual (and chosen representatives) will develop and submit to government, a personal plan identifying needed services, supports and associated costs, that will be reviewed as circumstances warrant and renegotiated, if necessary. Individuals will provide periodic reports and accountability statements.

4. Government will retain authority to make decisions about fund allocation(s) and monitor their expenditure.

Figure 2: Funding Flow
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5. A monthly total, representing the aggregate of Individualized Funding contracts signed by government for that period, will be electronically transferred to a recognized financial institution such as VanCity Savings & Credit Union. The institution will disburse funds to community service providers as directed by the individual’s plan.  Thus the Ministry will deal with a minimum number of established financial institutions for dispersal of funds.

6. An appeal process agreeable to both government and individuals will be established.

7. Individualized funding implementation in the first three regions will serve as a provincial template.

8. Individualized funding will be portable within and across regions.

Budget Proposal

Budget Item
Per Region
Total Costs

Individualized Funding for up to 25 people per region at a median cost of $50,000 per individual

1,250,000

3,750,000

Crises Response Fund and Contingency Fund for Service Dislocation to be determined by government



Independent Evaluation
15,000
45,000

 Year 1 Total
$1,265,000
$3,795,000

Appendix A.  What is Individualized Funding?

Individualized funding means that financial resources are allocated directly to the individual.  The individual then uses these funds to purchase a range of goods and services necessary to maintain an acceptable standard of living. This funding augments either the individual's own financial resources and/or other government income entitlements or programs that he/she may be eligible to receive.

Funding is allocated on the basis of the individual’s plan that clearly identifies and provides:

· a rationale for the individual's needs;

· the type of, and cost(s) associated with, specific service/support requirements.  

Accountability & Portability.  When government approves the plan (developed by the person with a disability and his/her chosen supporters and advisors) the individual enters into a contractual agreement with government concerning the expenditure of the allocated funding.  This contract commits the individual to spend the funding to meet only those needs that have been identified and budgeted for during the planning process.  The individual is then free to enter into contractual agreements to purchase needed services from whomever they consider most appropriate. The individual’s funding allocation is portable, enabling people with disabilities to purchase services from other providers when personal circumstances or changing needs dictate this to be desirable.  

Flexibility. Each person's allocation is reviewed periodically or on an "as needed" basis, such as negotiating for unexpected or exceptional costs.  This flexibility means that as much as possible, the financial allocation is commensurate with identified needs.  

Appendix B.  Implementation of Individualized Funding: A Brief Overview

During the past decade, Individualized Funding has become more widely implemented in a number of western countries.
United Kingdom.  The Direct Payments Act came into effect in April, 1997.  The Act, which enables Local Health Authorities to make direct payments to people with various disabilities, covers people between the ages of 18-65.  Funding for this initiative comes from agency budgets which are being reallocated to individuals. Authorities retain the power to determine whether or not someone qualifies for a direct payment.

United States. There are 29 successful self determination projects now underway. These projects combine Individualized Funding budgets with access to planning supports.  In the area of innovative supports to seniors, numerous “cash and counseling” projects also operate in many states.  Like the self-determination projects, cash and counseling projects combine direct payments with independent planning supports as well as access to information.

Canada.  Many of the advances in developing a demand-based approach have taken place in Canada.  Virtually every province has some variation of Individualized Funding underway, particularly in the areas of supports to people who have intellectual or physical disabilities.  

British Columbia. We currently have Choices in Supports in Independent Living (CSIL) which is funded by the Ministry of Health, and nearly 100 Microboards which are funded primarily by the Ministry for Children and Families. Until 1996, an Individualized Funding and service brokerage pilot project operated for approximately five years under the auspices of the then Ministry of Social Services.
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