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Third, we have noticed the recent high turnover in commission membership.

The commission should look at this factor in a positive way and ensure

that the new members of the commission have an opportunity to become oriented
to commission activities rapidly and contribute to policy decisions. A more
detailed analysis of our findings follows,

Comprehensive Planning

The EC RDC should be commended for having adopted a Comprehensive Plan for
the Region, From what we can determine, it appears to meet the requirements
of the Regional Development Act.

The surveys and interviews suggest to us there is a need to simplify the plan

in order to gain more understanding of its contents. There were several
comments that commission members, especially newly appointed or elected members,
should be briefed on the contents, policies and intended use of the plan. There
were also several suggestions to separate the policies in the plan from the

data in order to promote increased readability. We also found that commission
members have differing viewpoints on the use of the plan. Some feel it should
be used as a guide only and may be followed too closely. Others feel it is

not followed as closely as it should be and should be used as a more concrete
statement for future directions of growth and development. Accepting the
different views leads us to believe that the plan should serve as a focus

for discussion of policy issues., The plan should also serve as a foundation
from which the commission further defines its role in resolving regional problems

and issues. The purpose of the plan must constantly be emphasized.

Review Procedures

The A-95 Review process and review of local plans are mandated responsibilities

of the Commission. Our survey and interviews lead us to believe that some changes
in the review process are in order., The present review procedures were adopted
several years ago and should be reviewed in light of changes in commission
operations, The adoption of the Comprehensive Plan and policies should be considered
as a major factor in the need for new procedures. We find a need for more concrete
guidelines. There was some criticism that the present review system prevented

the EC RDC from worklng with other agencies properly, especially human service
agencies, At least one member of the team feels strongly that the commission
should consider delegating some or all of the review functions to staff or a sub
committee of the commission. There were some criticisms that the commission may
employ inconsistent criteria and that the reviews concerned too much detail,

Other comments were related to the personal bias of some commission members.

A possible action for the commission to consider is to identify specific criteria
for which projects are to be reviewed by the full commission and which projects
could be delegated. This could be more easily handled if the commission more
clearly defined its role and mission in relation to its review process.

A problem area where we find some inconsistency is in the link between the advisory
commi ttees and EC RDC in the A-95 Review Process. Some advisory committees are
chaired by commission members which allows for a reporting to the commission of
background discussion leading to the advisory committee recommendation. Other
advisory committees are chaired by non commission members or do not have a
commission member on them. We also find that some projects in for A-95 review

are not referred to an advisory committee for recommendations., The commission
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should look at the A-95 review procedures in terms of consistency of the
process used and study changes that would improve the process. A more

consistent process would be helpful in improving the commission's
credibility.

Another issue the EC RDC should consider relevant to A-95 is the cutbacks

in federal and state aid programs in general, With fewer applications for
assistance likely, the relative impact gained by the EC-RDC through A-95
reviews may be reduced., Several comments in the surveys indicated an interest
in reviewing only those projects where the funding agency has considered the
EC RDC comments, rather than review all applications., Others thought the

EC RDC should be more involved in generating and ranking applications and
becoming more involved in funding agency program decisions. The Commission
should resolve these questions.

The Commission's review of local and special district plans has not received
much attention by the Commission, Our survey of commission and advisory
committee members indicated that they felt local and special district plans
would be improved when reviewed by the commission. Others felt that the
commission should be doing more plans for local units, thereby decreasing the
need for commission review, Through our interviews, we find that the over-
whelming majority of local govermments that have been acquainted with the
commission's work have high respect for the commission, Therefore, the

EC RDC should build on this respect when carrying out the review of local plans.

Research & Data

The research and data capabilities available to local units of government through
the commission are highly respected by those who have used them., The majority

of commission members and others surveyed indicates satisfaction with these
activities, A few indicated an interest in increasing the EC RDC's efforts

in these areas. Staff indicated a need to organize the information already
available in the office to be of more use., Generally, we see a need to perhaps
make local units more aware of the data and research capabilities of the
commission, The commission can fill a need in acting as a clearinghouse for
information available to the local units of government in the Region,

Technical Assistance

Our surveys and interviews with those having utilized EC RDC services indicate
a high degree of satisfaction with the assistance provided by the Commission.
Almost one half of the commission members surveyed indicated an interest in
increasing technical assistance activities. A majority of advisory committee
members surveyed on technical assistance indicated interest in expanding activities
in this area., Some members of the outside team feel the provision of technical
assistance is one of the EC RDC's strongest points and may be "undersold" at

the present time, One member of the team feels that one of the real challenges
for the EC RDC in the near future will be aggressively marketing the assistance
it provides to the local governments in the Region., We have found also that a
majority of recipients receiving assistance indicated their unwillingness or
inability to pay for the services rendered. The commission should consider this
when reviewing their technical assistance fee schedule.
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Overall, many compliments were noted that praised RDC staff as being very helpful,
knowledgeable and professional, In many cases, we find those receiving assistance
have established an understanding of the types of assistance the EC RDC can provide,
In other words, the commission should recognize to a greater degree the importance
that local units of government place on using the EC RDC staff as a resource,

Decisionmaking Process

During the initial orientation of the outside evaluation team, we were given a

strong indication that the commission wanted a thorough review of its decision-
making process. The commission directed us to look at the advisory committee
structure and process in particular. We have found through our assessment of

the decisionmaking process that there is a very strong grass-roots input and decision=-
making system in place., There is broad based and balanced representation throughout.
We are impressed generally and would wish to point out some areas of interest to

the commission where improvements should be considered. One finding is that the
advisory committees in operation at the present time cover most functional areas.
However, in the area of human services there appears to be some fragmentation.

There were several comments from the surveys as well as the interviews that
indicated a feeling that personal biases were being enforced towards or against
human service programs. There were some comments as well indicating that there
was some question on how well the commission adhered to its own criteria set forth
in the regional plan, These comments again were mainly noted related to human
services programs. The commision may wish to examine how human services issues
and programs are addressed. A review of the Human Service Policies in the Compre-

hensive Plan to ensure they reflect the attitudes of the commission might be one
suggestion,

One item we would like the commission to be aware of is the changing intergovernmental
system, As everyone knows, traditional funding sources are being changed radically.
What impact this will have on the commission decisionmaking process should be
carefully reviewed, The number of advisory committees now in place may be an
administrative commitment beyond what the RDC's mission might lend itself to

in the coming years. The possibility of consolidating existing committees or

forming "ad hoc'" groups might be considered as a long range option.

Another general observation of the committee structure relates to advisory
committee operating procedures. There is widespread general satisfaction with
the operations of advisory committees but some questions have been raised. We
find that: a) Accountability to the commission should be studied and whether
it is necessary to establish a more formal reporting structure
to the commission, We have found that some advisory committee
reports at commission meetings are given by commission members,
others by staff. The commission should be aware of this in
consistency and recognize that staff giving advisory committee
reports may be put in an uncomfortable position of reporting
advisory committee recommendations. As mentioned earlier, the
membership on advisory committees by commission members is
inconsistent. In some cases noncommission members chair committees,
and in one case (D,D, Committee) no commission members sit on the
committee at all,

b) Advisory Committee Bylaws should be reviewed and perhaps be
modified to reflect more uniform system,

¢) The commission should recognize the value of advisory committee
members time and efforts from time to time. It would also help
if the advjsory committees purpose and direction are more clearly
defined and/or reinforced from time to time. These two points
would help the commission keep active and interested citizens
involved in the decisionmaking process,
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d) Although a minor point, several concerns were raised
over the use made of advisory committee recommendations
and what impact they had on the final decisions. This
may be more related to state and federal decisions that
the advisory committee members are supposed to be impacting
through the EC RDC, However, some advisory committee members
were aware of several instances where the commission did not
follow the advisory committee recommendation, The Commission
should consider formalizing the feedback mechanism especially
in those cases where advisory committee recommendations are
not followed. 1In other cases, there was a desired feedback
from state and federal agencies on what impacts the advisory
committee and ultimately commission had on the final decisions.

The commission may attempt to obtain more feedback from state
agencies,

e) Several advisory committee members noted that the process has
broken down at times with the focus on important issues clouded.
The feeling was expressed that there has been, at least ''great
debate over small points and little discussion over some big
decisions." We recognize this as a problem but find no easy
solutions, other than making the commission more aware of the
problem,

f) There is satisfaction with the ability to impact EC RDC
policies or procedures, Several of those we interviewed
could site specific cases where changes were made and
improvements in the process were made,

g) Orientation for new advisory committee and commission members
should be increased, Several of those interviewed, especially
felt the need for strong orientation sessions for citizens
where professional agency staff also sit on advisory committees.
This area seems to be earmarked for improvement and tasks already
undertaken, Tt is essential that all new or unfamiliar members of
advisory committees and commission to be oriented and educated as
soon as possible to help promote interest and obtain earlier
participation by those involved.

Again, we wish to emphasize the positive feelings we have for what we see
as a very good grassroots decision-making process, The EC RDC is successful
as a forum in which to view issues from a regional perspective., Most respondents,

including funding agencies and citizens were positive about the role the EC RDC
has carried out.,

Communications

As with all organizations, we find communications to be an important function,

We find that there is a need to keep channels of communication open both internally
and externally. Internal communications among staff was noted as in need of some
improvement. Several staff perceived the need for more formalized staff interaction.
Staff meetings between the various divisions could help obtain better internal
coordination, Sharing of information within the office should be helped with

the central filing system now commenced. The building of a '"team spirit' among

the staff would payoff in terms of better work products and more coordination,
Efforts should be undertaken to promote team building.
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Good communications with the public is an important way of obtaining more
support for EC RDC programs. There appears to be a lack of public awareness
by some cities, counties and the average ''man on the street.'" Although this
might be an indication of general apathy on the part of average citizens,

we think more could be accomplished in developing good p.r. to acquaint

local units of government as to what the purpose, goals, capabilities and
restrictions are of the EC RDC. This could be accomplished by more personal
contact by the Director and/or staff. Commission members should also consider
their role in keeping constituents informed on commission activities. The
Commission has many accomplishments which should be made known to more of the
local constituency.

Relationships with the media could also be improved. We were aware of the
common criticism that excessive use of jargon and complicated language were
disincentives to media coverage. Also, the readibility of publications for
general distribution should be monitored to ensure understanding by the target
groups, We would suggest that more localized press coverage be kept in mind.
Staff familiar with a project of general interest to a local area should be
available to discuss the project and its impacts with local officials and media.
The positive results of what the EC RDC has and can accomplish and how it
affects a particular area should be related back to the local area so as to
provide a more positive and helpful attitude towards what the EC RDC can and
does provide. Local advisory committee members or commission members involved
in the project or local issue should be looked at as a resource to localize
p.r, efforts. Another suggestion we have is that when the Commission meetings
are held in different counties, efforts should be made to have local items on
the agenda and invite local officials from that county.

Staffing

Overall, we heard and found quite favorable comments about the quality, dedica=-
tion, performance, and helpfulness of the commission's staff, A few believed
that staff were occasionally too aggressive and interfered in the decision-
making process. But, overall, the staff seems to have respected the fine line
between "informing'" and 'persuading.' There was an especially high degree of
respect for each staff in their functional area. Orientation for new staff

was found to have improved. The relationship between staff and advisory
committees was found to he strong, only a minority comment that staff tend

to lead, The staff, in order to keep perspective on local issues, should perhaps
have more contact with local governing bodies, A final comment would be to note
the generally high quality of products produced by commission staff that we found,

Conclusions

In conclusion, we would like to emphasize the positive points we learned in

our evaluation of commission activities, Overall, the EC RDC can be a very
integral part of the development, improvement and implementation of many
progressive projects within the Region, We see the Commission at a crossroads.,
The past accomplishments are many = including the completion and adoption

of the Comprehensive Plan, However, in order to continue momentum in to the 80's,
it is essential that the commission clearly define its mission., It must take
into account the changing role of the federal and state governments. The
reduction in grant in aids leads us to believe that more emphasis should be
placed on building relationships with local units of government, During this era
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of diminishing resources, the Commission must clearly state what it feels

can be accomplished in the foreseeable future and map a clear, issue oriented
positive plan of actions to resolve those issues, A strong, positive approach
is needed to overcome the RDC's occasionally obscure image and could also
inhibit preoccupation with irrelevant or trivial ideological issues, The
awareness of persons, both on a local and county level, is a necessity for the
survival and implementation of all EC RDC programs.

Therefore, a strong statement of mission, combined with the appropriate amount
of public information about the role of the Commission, will lead to much
success in solving areawide problems within the Region, The Commission should
take advantage of its accomplishments and strengths and set its priorities

for the future growth and development activitives within the east central Region.



DRAFT EC RDC BUDGET
FISCAL YEAR 1982

MN State Planning Agency
FY 81 Carryover
Legislative Appropriations
Dept. of Housing & Urban Dev. 701 - R.P.

Dept. of Housing & Urban Dev. 107 - T.A.
Env. Planning - Crit. Areas

Rural Dev. Council

Waste Management Board

Developmental Disabilities
OLUA - Transit
U.S.D.A. - FmHA
MN State Arts Board
MN Dept. of Transportation
MN Board on Aging
MN Pollution Control Agency (SOlld Waste)
MN Dept. of Econ. Security
Contracts Local Govt.
EC RDC Tax
Econ. Dev. Admn. (EDA) (Through Dec. 1981)
Total

Staff Salaries

Staff Benefits

Advisory Committees

EC RDC Per Diem & Expense
Empl. Dev. & Recruit.
Membership & Subscriptions
Telephone

Postage

Legal Notices

Printing & Publication
Library Services & Research
Reproduction

Audit

Vehicle Maintenance
Insurance & Bonds

Puchase of Equipment
Office Supplies
Maintenance of Equipment
Staff Travel/Vehicle Lease
Conferences

Rent

Services by Technical Consultants
Contracts With Others
Contingency

Total

RECEIPTS
Fiscal Year Fiscal Year
1981 1982
$ - s -
64,715 64,597
12,893 -
12,000 4,000
2,500 -
2,500 -
13,130 15,625
10,000 -
20,250 0
13,349 14,083
2,000 4,000
57,359 60,999
- 16,000
31,720 27,720
17,250 9,750
14,341 39,371
41,667 31,000
$315,674 287,1¢ 145
EXPENDITURES
Fiscal Year Fiscal Year
1981 1982
$189,247 162,447
29,498 28.559
6,300 4,300
7,000 8,000
500 500
1,165 1,500
7,716 9,000
4,930 6,000
250 250
6,565 3,500
300 300
6,143 8,000
4,840 3,200
250 250
900 900
1,200 1,500
3,391 3,500
822 800
2,133 14,500
1,934 2,500
14,851 15,500
9,411 8,139
35952 4,000
2,376 -0-

$315,674

287,145





