CIVIL LEGAL SERVICE FOR THE POOR IN CENTRAL NEW YORK:
CREATING A JUSTICE COMMUNITY

March 2001

The Central New Y ork Justice Community is a collaboration of four Legd Services Corporation
(LSC) funded Partners.

Legal Aid for Broome and Chenango (LABC)
Legal Aid Society of Mid-New York (LASMNY)
Legal Servicesof Central New York (LSCNY)
North Country Legal Services (NCLS)

The LSC-funded Partners are joined by:

Rural Law Center (RLC)

Onondaga County Bar Association Volunteer Lawyer Project (OCBA VLP)
Frank H. Hiscock Legal Aid Society (HLAYS)

Clinical Programs of Syracuse University College of L aw (Clinica Programs)*

The regiona Partners, convened by Dennis Kaufman, executive director of LSCNY, and hosted
by Bob Sdzman, executive director of LASMNY , have met regularly since 1996, with a history of many
collaborative efforts pre-existing the statewide planning process.

The Central New Y ork Justice Community (Community) servesanareaof 21 countieswithatotal
1990 poverty populationof 226,312. The LSC digible population at or below 125% of the poverty level
is gpproximately 305,500. In addition, LASMNY is responsble for the L SC-funded statewide migrant
project serving 28,301 digible individuas. The Community servesadiverse population ranging from urban
centers in Syracuse, Utica and Binghamton to the most sparsely populated aress in the State in the
Adirondack Mountains. The Community encompasses amost 23,200 square miles—one-hdf of theland
meass of the gate. The Community has full or part-time officesin 23 locdities throughout the region. For
the reasons discussed below, we propose to serve the poor person population of this areawithtwo L SC-
funded programs.

The Planning Process

Asfird articulated inaregiona concept document prepared for L SC in August 2000, the Partners

Effortsto expand organizational participation are currently underway. New participants will be asked to
joinregiona meetings. They include: Prisoners Lega Services of New York, Mental Hygiene Legal Services, New
Justice Services (mediation), and representatives of Native American groupsin theregion. These include the
Mohawks, Oneidas and Onondagas.



core values form ashared vison. Thevison includes:

»

»

»

Delivering qudity, client-centered lega services as the benchmark of successful outcomes.

Focusing onflexible responsesto priorities derived fromidentified dient needsin the diverse urban,
rurd and mixed urban/rurd areas within the Community.

Increasing the number of clients served throughout the Community.
Maintaining a “presence’ in the communities we serve to equalize access to legd services and
maintain ingitutiond credibility withclients, thejudiciary, private lawyers, governmenta bodiesand

other providers of human services.

Cooperating withavil legd services organizationsin the regionand throughout the state to provide
afull range of serviceto our clients no matter where they reside.

Maintaining effective management and governance.
Increasing the effective use of volunteers from our locd bars.
Achieving efficiency of adminigtration and reducing non-personnel costs.

Using technology to increase both effective legd representation and efficient organizationa
operation.

ot et at oresiiardrat 0yt e s e e .

new developments in the law, and ensure that specidized and experienced advocates are available to
support and mentor new staff.

»

Participating in statewide planning and integration efforts.
Understanding the importance of our organizationa cultures and environments.

Continuing and encouraging strong networking among our staffs at the regional and statewide
levels

Community planning began in 1996 when the partners started meeting quarterly, either in person

or by conference cdl. Medtingshave generdly been heldinthemain officeof LASMNY in Utica, acentrd
locationfor the region. Whileitisusually the executive directors of the partnerswho atend, many meetings
have included staff and both attorney and client Board members. For example, staff met with afacilitator
to identify areas of legd need being unmet throughout the region. Thelist of ten areas has become afocus
for attemptsto devel op funding across the region. Most recently, the partners have engaged intraining and
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fundraiang for alead paint project. The Boards of dl four Partners have aso participated in planning,
particularly with regard to programconfiguration. The planning process with repect to reconfiguration is
more fully described below.

At therequest of LSC, this plan isa summary of the work that has been done and the work that
needs to be done within the Community to assure that our common vaues underlie and drive our work.
While dl participating organizations are shareholdersinthe effortsto ensure equd justiceto al poor people
within the Community, the four LSC-funded Partners have accepted prime responsghbility for the
development and implementation of the plan.

System Configuration

We place program reconfiguration firs because it is the result of dl our regiond planning. We
firmly believe that this configuration is the best way to achieve the results discussed below.

Wewill create L SC-funded organizationa structures to maximize effective and economica legd
representation. We will createtwo vibrant, accessible law firms that intersect synergistically and create a
better future for our clients and staff.2

Within the Centrd New Y ork Justice Community, we propose to reconfigure through merger or
consolidation:

= Legd Aid Society of Mid-New Y ork and North Country Legd Servicesinto asngle lav
firm.

= Legd Services of Central New York and Legd Aid for Broome and Chenango into a
gnglelaw firm.

Followingextens ve discuss ons of configurationoptions, the executive directorsof the four Partners
made this recommendation to ther respective Boards of Directors and the Lega Services Corporation
based on the following, though not exclusive, factors embodied in the New Y ork State plan:

» The proposed reconfigurationpreserves our articulated values and maximizes the opportunity for
the region to provide afull array of legd servicesto clients no matter where they reside.

» The proposad reconfiguration will facilitate the Centra NY Justice Community’s continuing
participation in an integrated state plan.

» The proposed configuration of LSCNY/LABC had been suggested by L SC beginning insummer

2This plan presupposes configuration as described herein.
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1998. The LASMNY/NCLS merger/consolidation resultsin organizational symmetry within the
region.

The proposed reconfiguration will create two complimentary organizations of equal size and
resources that will continue to collaborate on efforts to ddiver high qudity servicesin the centra
region.

The proposed reconfiguration will create organizations that will easly operate efficiently and
effectively within current management capacities.

The new configuration will reflect congruencies in the areas to be served. For example, the
LSCNY/LABC organization will exist dong the Interstate 81 corridor.

RecognizingL SC’ sgoal of mergingsmaller, isolated programs, the proposed reconfigurationalows
for aconcentration of effort to achieve pogtive results without the expenditure of proportionately
greater resources and effort.

The proposed reconfiguration will create more opportunities to develop middle management and
career ladders.

The proposed reconfiguration will creste greater opportunities for expanding active litigation
dockets.

Clientswill have greater access to program offices. For example, the Canton office (NCLYS) is
more convenient to some residents of northern Lewis County, now served by the LASMNY Utica
office. Also, some Chenango County residents (LABC) will be closer to the Cortland office
(LSCNY) than the Norwich office.

Statecontractsfor representation, notably the Disability Assistance Program (DAP) and Protection
& Advocacy, will be better served. For example, LSCNY aready serves Broome and Chenango
counties through two P&A contracts. Protection and Advocacy for Individua Rights and
Protection and Advocacy for Individuds with Mental Illness LASMNY'’s Client Assistance
Program, representing people with disabilities with vocationd rehabilitation issues, serves 21
countiesinthe region. LABC and LASMNY are currently a subcontract under the DAP contract
held by LSCNY.

The proposed reconfiguration creates new opportunities for expanding and enhancing pro bono
representation through urban/rurd partnerships.

The proposed mergerswill occur on pardld tracks thereby faalitating future collaborations and
integration should further integration prove beneficial.

To date, sgnificant progress has been made to effectuate the mergers. Among the four LSC-
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funded Partners, configuration has been discussed and debated at staff and Board meetings for severd
years. In 1999, three of the LSC-funded Partners met for a weekend retreat to discuss the option of
merging their operations. Configuration of the L SC-funded Partners played a prominent role in regiond
mesetings of dl Partners.

In July 2000, five structura options — developed and discussed for months preceding — were
analyzed by the directors and Boards of the four LSC-funded Partners. The five options were:

1 Create L SC-funded organization(s) and unrestricted organization(s) usng non-L SC funds
for the Region;

2. Consolidate LASMNY, NCLS, and LABC into a single organization with LSCNY
remaining independent;

3. Cregte a sSingle L SC-funded program for the Region;
4, Maintain the four LSC-funded programs within the region;

5. Consolidate LASMNY and NCL S into asingle LSC-funded organization and LSCNY
and LABC into asingle LSC-funded organization.

For the reasons cited above, a consensus was reached by the four directors and the program
Boards to pursue thefifthstructurd option. On an August 8, 2000 conference cal with management and
Board representatives of the L SC-funded Partnersparticipating, the optionwaspresented toand discussed
with Robert Gross of the Legal Services Corporation. LSC's response was contained in a letter from
Cynthia Schneider dated September 6, 2000. That letter indicated that the Region was headed in the right
direction and should continue with planning.

Based on the preceding, action was taken on the proposal. Each of the LSC-funded Partners
engaged infurther discussons withtheir Board and staff. The proposed reconfigurationwasdiscussed with
adl Partnersat an October 13, 2000 regiona meeting. More specificdly, the status of action takenonthe

proposa follows.

LASMNY/NCLS merger. The Boards of these Partners have made great stridesin completing
legd merger. Two joint meetingsof committeesfrom both Boardswereheld, which resulted intheattached
Memorandum of Understanding. The Committees were composed of the directors of both programs and
bothattorney and dient representativesfrombothBoards. TheLASMNY Board approved the agreement
on February 28, 2001 and the NCL S will meet on March 28, 2001 to act on the Memorandum of
Understanding.

LABC/LSCNY merger. The LSCNY Board enacted a resolution approving participation in
negotiations to complete the planon September 21, 2000. The Partnersinvited aconsulting teeam fromthe
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Maxwell School of Citizenship of Syracuse University to conduct anandyss of the proposed merger. The
conaulting team produced a 100+ page report, “Fundamental Recommendations for a Successful
Reconfiguration” and conducted a debriefing for management. The report is based on extensive
interviewing and fact-gathering, induding a saff survey with a 75% response rate. Board/management
committees met on March 9™ and came to a consensus on most of the principles that will guide merger.
A May 1% target date has been established for completing the memorandum that will be submitted to the
respective Boards.

The Post-Reconfiguration Future— Synergistic Inter sections

By reconfiguring, the L SC-funded Partners will engage in a change process to: (1) “unfreeze’ the
status quo, (2) take advantage of new windows of opportunity, and (3) “refreeze’ anew status quo that
is better thanthe previous® The overal god of the change processisto create two learning organizations
that intersect in ways to foster organizationa growth and competency. The result will maximize dient
access to successful outcomes.

Intersections between the reconfigured L SC-funded Partners will occur to increase these four
capacities. organi zational competency, organizational growth, increased client access, and successful
outcomesfor clients Other regiona Partnerswill dsointersect in critica and helpful waysto enhancethe
Community’s capacity to achieve the gods set forth in this plan.

A. Organizational Competency

Wewill create two non-profit law firms that can continualy expand their inditutional competency
to ddiver high caiber legd services to hdp dahilize the lives of dients who have been margindized in
society, hdping them to achieve dignity and control of their lives. Each of the organizations will intersect
to achieve organizationa competencyto producethis result. Theseintersectionswill occur in severd aress.

1 Management Development. Withalarger organization, career tracksinmanagement become
more avalable. The partners will share management expertise and foster new managers from
within. We will build strong leadership for the future. Community resources will be employed.
A management consulting teamfromthe Maxwell School of Syracuse University, will assist the two
programsin this area

2. Technology. We will share expertise to improve our use of technology to standardize case
management, improve fiscal operations and improve accountability to funding agencies through
reporting. Thisincludes building on projects dready begun, such as:

3Arango, “An Interim Report on State Planning,” MIE Journal, Spring 2000, page 12.
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The Partnerswill jointly develop aweb site. Theweb stewill enhanceclient accesstothe
programs services and lega education. The web ste will dso serve as atraning and
education device to tie the gaff of both Partners, as well as other Regiond providers,
together.

NCLSand LASMNY have used video conferencing technology for joint Board committee
mestings and intend to utilize this technology for future Board mesetings of the merged
organizations given the large distances involved in their proposed 14 county service area.
The technology isavailable through the State University of New Y ork’ s Distance Learning
program. The Partners will further explore the use of the network for communication
within the Community for saff training and dient legd education.

Taking advantage of economies of scale resulting from reconfiguration, the programs will
jointly employ a staff member who is responsible for dl aspects of technology in the two
programs, induding saff technology training. Thiswill enablethe programsto better utilize
exising technologies to bendfit dients and to be on the cutting edge of emerging
technologies.

LSCNY, LABC and LASMNY are currently usng Kemp’ s Clientsfor case management
and datamanagement. NCLSwill migrateto Kemp's. All IOLA funded Partnersusethe
IOLA Benefit Reporting system.  This enables the two programs to share data, identify
access issues, and inform programs as to resource allocations.

High speed Internet connections are on the agenda. LSCNY has had DSL servicetoits
main office for about a year and has contracted for dl office to be connected. The useof
this economical technology has drastically increased use and ease of use communication
methods, online databases and legal research services, thereby helping to provide better
adminigration and dient services and increesing saff efficiency.

Adminigration and Human Resources.  Partners will share expertise in developing and
maintaning adminigrative expertise and work together on human resources issues and labor
relaions, which will produce improved personnd policies and enhance gaff recruitment and
retention efforts.  Sharing information on benefit avallability and planning will adso reduce
duplication of effort. Partners will aso redize economiesof scde in areas such as audit expense,
fiscd adminidration, and accounting. Thiswill yidd better qudified and more experienced saff for

Organizational Growth

Collaborating onresourcedevel opment is critica to creeting the capacity to create more successful
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outcomeswithand for clientsthrough abroad range of services. Thisincludesbuilding on projectsaready

begun, such as.

»

The Partners have in the past and will in the future use the services of agrant writer to
identify and respond to specific proposals. For the new organizations, a combining of
resources will make it possible to inditutiondize this function in the future. Whereas one
organization could not afford to retain a development director, the two will collaborate to
do so.

Partners activdly participate in Statewide advocacy efforts to obtain both annua and
permanent funding from the New Y ork State Legidature. These efforts actively involve
Board membersand staff. The proposed reconfigurationwill enable the Partnersto better
market and publicize successes for clients.

Partners have sought and received funding as a result of collaborative efforts. For
example, LSCNY and HLAS received the firg US Department of Justice domestic
violence grant in New York. HLAS provides representation in Onondaga County and
LSCNY covers the four surrounding rurd counties. LSCNY and HLAS are now
collaborative with the Board of Cooperative Education Services to obtain Welfare to
Work funding to represent non-custodid parents on a variety of legd issues. LSCNY,
LABC and LASMNY have been partners in a project to represent SSI applicants for
more than ten years. Other partner collaborations are continuing, though unsuccessful to
date, in areas such as lead paint, fair housing, and immigration.

Projects funded throughout the region have been used as model in order to seek local
funding to replicate ddivery models. For example, LASMNY has a United Way grant to
train community workers onlegd issuesfacingtheir clients. Other partnersare attempting
to develop smilar projects.

The Partners will build on Community experience to go beyond more traditiona ways of
fundraising as practi ced through the broader legd services community. HLAShascreated
and LASMNY isactively conddering creating an endowment fund.

C. Increased Client Access

Since the beginning of federa funding for avil legd services, “access’ has been a paramount god.
While access may mean dlient participation in making decisons that affect their lives— a highly vaued and
meaningful god in and of itsdf — the Partners define * access’ inrelationto successful outcomesinthe lives
of our clients. Access becomes more than just “procedura” in nature, but substantive. It means achieving
ameaningful and pogtive changein the lives of our dients

Accessto justice is more than just being able to walk into the courthouse or the hearing room.
Access means having a full range of legd tools available to walk out of the courthouse or hearing room
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with a successful outcome.

To accomplish our primary god, the Partners commit to enhancing their capacity to increase the
number of clientswho experience successful outcomesas a result of an intervention by our advocates. To
enhance the probakility of achieving a successful outcome, the Partners will enhance existing methods of
creating advocate-client relationships. Given the barriers potentid clients face in the centrd region, the
Partners understand that agod of “one lawyer-one client” may be difficult to achieve.

The Partnerswill seek to increase the number of successful client outcomeshby 10% ineach of the
next three years. In addition, the Partners will increase the number of client contacts (brief advice,
attendance at community lega education programs, etc.) over eachof the next three years. Evauation of
the success of these gods will involve the use of the New York State Income on Lawyer Trust Fund
Account (IOLA) main benefit reporting system.

Giventhe goa's and opportunities for increasing successful outcomes, the intersections will incdlude
the following.

1. Intake. Community partners participated in the statewide intake conference at the New Y ork
Univergty Law School. The NCLS executive director is a member of the statewide intake
working group and assisted in conference design. A regiond intake analys's was conducted and
areport prepared in October 1999. Generdly, the analysis concluded that there was no current
need for regiona integrated intake. The analysis recognized that an ongoing project in Onondaga
County to make the referra process “user friendly” for both potentid clients and referring
organizations reflects the needs of the community. A copy of the report is attached as Appendix
“A.” The Partners will increase the opportunity for potentia clients to relate to an advocate,
building on successful modd's currently used, including:

» Community Partners routingly conduct intake and outreach at community sites, induding
senior citizen centers, hospitals, community based organizations and other indtitutions.

» Other opportunitiesfor face-to-face interactionwill beexplored. For example, thesecould
be based on the video conferencing techniques spearheaded by NCLS.

» Teephone access includes toll-free numbers and access for the hearing impaired.

» The Community participates in the Western New Y ork Law Center (WNY LC) website
datewide referral map. LASMNY is part of a new county-wide referral system for dl
non-profit providers caled First Cdl for Help. If successtul, this model will be expanded

to other counties.

» Recognizing that some applicants and dients in large rurd counties are often closer to
offices maintained by a partner rather than the provider for the county, arrangements will
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be made to reduce client travel.

The RLC has completed areferra protocol and booklet onhow casesareto be referred
to statewide support centers. The booklet was distributed statewide in 2000.

A referra protocol has been developed between NCLS and the Greater Upstate Law
Project (GULP). Additiond referra protocols will be developed based on this modd.

All partners provide some form of telephone advice and will continue to seek ways to
increase the effectiveness of this ddivery system within the Community.

Priorities. Each program will conduct comprehensive priority setting surveys. The information
will be shared by the Partners and a region wide response developed by the Partners.

Community Legal Education.  Given theinability, under current resource levels, to engagein
“onlawyer-one-client” assistance, the Partnerswill increase points of servicefor clients. Thesewill
build on some the existing methods and intersections.

»

Partners are working in a statewide effort to expand access to courts with Judge Juanita
Bing Newton of the Office of Court Adminigtration. At least one executive director has
been invited to attend a September meeting of state adminigtrative judges.

The Partnerswill increasethe use of sdf hep dinics. For example, LASMNY and OCBA
VLP, withassstancefromboth LSCNY and HLAS, have established pro bono sdf-help
divorce dinics LSCNY has conducted a pro se child support clinic. NCLS has dso
conducted pro se divorce clinics using private attorneys.

The partners have committed to creating a Community clearinghouse for sdf-help
materids. Thiswill includethe devel opment and maintenance of aCommunity websitewith
materids unique to client in the region and links to generd information.

Recognizing that our capacity to reach potentid clients is enhanced when we train other
humanservicesworkers, the Partners have conducted and will continue to conduct regular
training of socia services agency aff on many topics important to the client population.
For example, LASMNY has a United Way funded project and has conducted such
traninginthree counties. LSCNY wedfare Saff have conducted asix part welfaretraining
for social services saff over the past year. NCL S has conducted six “Know Y our Rights’
session with both human service providers and clients in Essex County. NCL Sroutinely
assistsinNurang Home Ombudsmantrainingand NCL S and the RLC havejointly trained
parent volunteers to be specia education advocates. By working together and sharing
program materids and trainers, the Partners will increase the number of lay advocates
throughout the region.
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Private Attorney Involvement. Our god isto enhance the number of successful outcome for
clients by involving private attorneys. An additional god is to ensure that private attorneys
understand the lega needs and problems faced by low-income dlients. To accomplishthesegodlss,
we will build on some the existing methods and intersections.

»

Each LSC funded Partner will continue to conduct apro bono programdesigned to meet
the legd needs of clients and interests and abilities of private lawyers in the area served.
The dtrategies employed vary and will be tested to determine if they can produce and
increase in successful outcomes. The differing pro bono philosophies are: (1) increasing
the number of pro bono lawyers available to represent clients, and (2) focusng resources
on asmadler number of private lawyers, but enhancing their commitment and activities.

The Partners will uselocd, state and nationa resources to enhance pro bono work. For
example, inOnondaga County, Sgnificant effortsto enhance pro bono participationinclude
a study of legd needs and private attorney response by a community-wide consortium.
More recently, LSCNY and OCBA VLP have experienced a conaulting vigt from the
AmericanBar Association Center for Pro Bono suggesting waystoincreaseprivatelawyer
participation. The ABA report will be shared for possible replication in other counties.

The Partnerswill continue effortsto innovateways to increase pro bono participation. For
example, under a grant from the ABA, the Rura Law Center has established a “Best
Practice” project to develop pro bono in rurd areas. Judges and their staff conduct a
continuing lega education accredited session on practice before their courts in return for
apro bono commitment from the attending lawyers. The focusison rurd countiesin the
region. The events have dready been held in three rurd counties in the region, resulting
in the recruitment of more than 20 new pro bono lawyers. Additiond events are now
being planned. This mode will be presented & an ABA nationa conference this spring.

Different modes of participationwill be used to “fit” private attorney practice settings. For
example, LABC hasdeveloped a successful mode for engaging pro bono activitiesin the
large law firmsin Binghamton. Three law firms have designated a firm contact. Referras
to the firmare madein batches and distributed to lawyers by the firmcontact. The OCBA
operates severd pro bono clinicsonasmilar modd. Law firms accept responghility for
gaffing an in-court landlord-tenant project and an unemployment compensation project.
These modelswill be replicated in the Community.

LASMNY and NCLS will increase PAI participation and effectiveness through
LASMNY’s multi-faceted PAI plan and use of its pro bono coordinator.

The rurd portions of the Region will benefit from this reconfiguration because the urban
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areas have a number of private attorneys spedidizing in private rights of action and fee
shifting statutes protecting debtors, consumers, workers, and the disabled. Inrurd aress,
law firms tend to be small genera practices which do not handle these types of litigation.
Therurd clients with theseissueswill be referred to urban atorneys who specidize in the
practice.

5. Where we are.  We believe in the importance of “presence’ in the communities we serve.
Presence facilitates client access to our servicesand enhances our inditutiona credibility with the
dient community, the judiciary, private lavyers, local governments, and other human services
providers. Although the Partners have offices in 23 locdities throughout the region, physica
presence in dl communities is impossible. The Partners will increase our “presence’ through
community outreach and education, awebste, and pro bono lawyers.

A. Quality Assurance — Achieving Excellence

We are committed to assuring that we ddivery high qudity legal services to our clients. We
understand that toa dient, quality assurance extends beyond mesting the minima mal practice standard and
satisfying client need. It is not measured solely by a lawyer’s standard, but by dient standards. Quality
means understand morethanthe law. It means understanding our clients aspeople. Excdlence ultimatdy
means working with each client individually to create legd drategies resulting in a successful outcome.

The Partnerswill intersect inways to improve the qudity of servicesdel iveredin the following ways:

1. Practice Groups. Advocacy daff within the Community is very experienced. Many of our
lawyers and paralegals have worked in legd services for 15 years or more. The Community will
tap into the resources exiging within us. Five practice groups will be formed: Housing, Welfare,
Disability, Domestic Violence/Family, and Education. Each practice group will be convened by
one of our most experienced and respected lawyersinthe substantive area. The practice groups
will st their own agendasbased on current needs and “best responses.” The practice groups will
bring new practitionersinto constant contact withour most experienced lawyers without regard to
geographic boundaries and provide opportunities for mentoring.

2. Training and support. The Partners have engaged in and will continue to engage in training of
legd aff —both for skills and substantive law.  Training needs will be evauated throughout the
Community. We will search out opportunities to meet the expressed needs, looking to unique
methods beyond the important events sponsored by the Greater Upstate Law Project, the New
York State Bar Association (Partnership Conference), and other inditutiond providers. For
example, we will look to private attorneys and law firms. Recently, a private attorney with
extensve experiencein lead paint persond injury litigation, conducted a training for advocatesin
the Community on lead hazards facing our clients. LASMNY hasadgtaff training coordinator who
will develop training plans for NCL S staff and be available to work with the other L SC-funded
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program.

Networ king beyond our regional borders. Our advocacy staff will actively participate in task
forces conducted by the Greater Upstate Law Center (GUL P), bringing statewide expertiseto the
Community. GULP has indicated awillingnessto expand tasksforcesto meet regiona needsand
the Partners will work closgly with GULP on this.

Assisting lawyers tomeet licensing requirements.  Understanding the need for our lawyers
to meet licenang requirements, we will seek collaborations to provide meaningful and economical
continuing education opportunities. For example, the OCBA offers no cost MCLE courses to
LSCNY and HLAS to not only assist inmeeting attorney requirements, but enhance the skillsand
knowledge of g&ff. The Bar Association of Oneida County, as abenefit of membership, offersan
extendve array of training attended by LASMNY d4&ff. Both programs will take advantage of
other MCLE providerssuchas GULP, RLC, the New Y ork State Bar Association, the American
Bar Association, and the national Legal Aid and Defenders Association.  Each program will
designate funds for training in their respective budgets.

Continuing Quality Assurance. The Clinical Programs of the Syracuse University College of
Law has committed to working with the Partners to improve practice by our advocates. We will
devise aplan for not only reviewing work, but providing supports.

Litigation Support. Under the historical configuration of the L SC-funded Partners, the position
of litigation director was difficult to maintain because of the constant need to fund direct service.
Anintersection betweenthe nemly configured Partnerswill alow for the recreation of this function.
Region wide cooperation will dlow the Partners to identify regiona issuesfor litigation and assign
daff to address those issues.

ABA Standards. At the end of thefird year after reconfiguration, the Partners will ensure both
programs meet the ABA Standards for Providers of Civil Legd Servicesto the Poor.

Staff Protocols. The programs will jointly develop staff evauaion protocols and client
satisfaction surveys to ensure clients receive high quality representation.

Peer Review. The Centra Region providersrecognizethat peer review can play apart in quaity
assurance and are aware that L SC programs within other regions are developing a peer review
system. The L SC and non-L SC providersin the Centra Region cannot commit to supporting this
peer review proposal at this time. This LSC date planning initiative has been ongoing since
January, 1998. LSC providers in the Sate were first gpproached about a peer review systemin
late January, 2001. A draft proposal was not circulated to al LSC providers until February 28,
2001 and there has not been an opportunity to formally critique and evauate the proposa. The
proposa has aso not beenwiddy circulated among the non-L SC providersinvited to participate
in the state planning process. The Central Region providers are willing to continue a dialog
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regarding the peer review proposa, but do not bdieve that peer review is essentid for qudity
assurance within the Region at thistime.

ACCOUNTABILITY, COORDINATION AND IMPLEMENTATION

For the past five years, the executive directors of the Community Partners have met regularly and
workedtogether on many issues, induding state planning, fund raisng, and service coordination. Thisbody
will expand and become the Centra Region Justice Community Council. The Council will include g&ff,
board, dients and non-LSC providers. The Council will be charged with plan implementation and
accountability and with coordination among Central Regionprograms. The Council will asoberesponsible
for integrating aspects of the state plan.

Council leadership will indude a chair and coordinators for each of the four categories of
intersection. Thefirst chair will be Robert Salzman, executive director of LASMNY. Bob Sazman will
aso serve as a liason to the statewide Steering Committee for state planning.  The coordinators for the
intersections will be:

Organizationd Competency — Dennis Kaufman
Organizational Growth — Kate Spann

Access — Peter Racette

Quality Assurance — Robert Salzman

Council leadership pogtions will initidly be occupied by the LSC-funded Partner executive
directors, but will rotate to recognize and devel op leadership potentia inthe Community. Each coordinator
will be charged withcreatingimplementationplans with milestones and monitoring progress toward reaching
the goals. Additiondly, an annud review will be conducted to determine the continuing viability of the
implementationplan. The Council, gtting as a committee of the whole, will be charged withreceiving and
andyzing the annud reviews. If the Council determines that dedicated staffing is needed, the Partners
commit to fund the necessary staff positions. As soon as this plan is gpproved by LSC, the Council will
be organized.

CONCLUSION

This plan is the culmination of regiona planning and collaboration which began prior to the LSC
state planning initigtive and which has expanded in response to thet initiative. The plan fundamentally
changes the structure of LSC programs in the region in a way which will increase both the quantity and
qudity of services to dients throughout the region. The plan increases the ability of Centra Region
programs to equalize dient accessto servicesthroughout the Regionand provide afull range of highquaity
sarvices to dients irrespective of where they reside within the region. The plan sets ambitious gods and
high expectations for success. Most importantly, the plan renews the commitment of saff , Boards and
management to bring about successful outcomes for low income people throughout the region.
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March 15, 2001 Respectfully submitted,

Dennis Kaufman
Peter Racette
Robert Sdzman
Kathleen Spann

ATTACHMENT A

PROPOSED MEM ORANDUM OF UNDERSTANDING

WHEREAS, the Legd Services Corporation (LSC), has indicated that service area

reconfigurationislikely to occur when service areas subject to competitive grant applicationare announced
in 2001 and LSC dated inaFebruary 27, 2001 |etter to the directors of the LSC-funded programsin the
Central New Y ork Regionthat reconfiguration of programs is necessary inthe Central Region, the Boards
of North Country Lega Services, Inc. (NCLS) and the Lega Aid Society of Mid New York, Inc.
(LASMNY) enter intothe followingMemorandumof Understanding regarding merger. ThisMemorandum
of Understanding shdll be effective only if L SC reconfiguresthe respective service area of the two programs
into asngle sarvice areg; only if the programs respective due diligence investigations reved no obstacles
to merger; and only if this agreement is approved by the Board of Directors of each program.

A.

1.

Corporate Entity

The name of the organization will be decided prior to the effective date of the merger (hereinafter
designated Surviving Cor poration). The organization name will reflect the regiond makeup of
the fourteen county service area.

By November 30, 2001, Surviving Cor poration will be formed by the statutory merger  of
North Country Legd Services, Inc. (NCLS) and the Legal Aid Society of Mid New Y ork, Inc.
(LASMNY).

The corporate charter, 501(c)(3) status and by-laws of LASMNY, will be used by the merged
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entity, with appropriate changes as needed. The NCLS and LASMNY Boards will determine
appropriate changes prior to the effective date of the merger.

Surviving Corporation will have a Board of Directors congtituted in accordance with LSC
regulations. The Board of Directors will be comprised of 35 members, at least 21 of whom will
be attorneys appointed in accordance with L SC regulations and 12 of whomwill be dient digible
persons gppointed in accordance withL SC regulaions. 22 membersof the Board will named by
and chosen from the current LASMNY Board, at least 13 of whom will be attorneys appointed
in accordance with L SC regulations and 7 of whom will be dient digible persons appointed in
accordancewith LSC regulations. 13 members of the Board will be named by and chosen from
the current NCL S Board at least 7 of whomwill be attorneys appointed in accordance with LSC
regulations and 4 of whom will be dient digible persons appointed in accordance with LSC
regulations. Theinitid compogtion of Surviving Corporation Board of Directors will include a
least one representative from each of the fourteen countiesin the service area and the by-laws of
Surviving Corporationshdl providefor at least one Board member fromeach county inthe service
aea. Theinitid compositionof Surviving Cor por ation Board committeesshdl be digtributed in
reasonable proportion to the members formerly affiliated with each organization and each
committee will include at least one member formerly affiliated with each organization.

These Board compostion and committee compostion requirements will be included in the
Surviving Corporation’ s corporate by-laws.

Management and Administration

The Executive Director of Surviving Cor por ation shal be Robert Sdzman, the current executive
Director of LASMNY . TheAssociateDirector of Surviving Cor por ation shdl be Peter Racette,
the current Executive Director of NCLS. The duties and responsibilities of the Director and the
Associate Director shdl be negotiated prior to the merger, with approva of the NCLS and
LASMNY Boards. The main adminigrative offices shdl be located in Utica, New York.
Adminidrative and management duties and functions shal be dlocated among exigting
adminigrative and management daff. A plan detalling the adminigtrative and management duties
for Surviving Cor por ation shdl be prepared prior to the effective date of the merger. This plan
will be submitted to the Personne Committees of NCLS and LASMNY and the full boards of
both organizations for consderation and adoption prior to the effective date of the merger.

Merger Process

The partiesto this agreement will give al necessary access to representatives of each other for the
process of duediligence. Duediligencewill include gppropriate inquiry into regul atory compliance.

All current clients of both programs will be notified prior to any merger or consolidation of ether
the change inname of their counsel or change in their counsdl and that representationwill continue
without interruption.  All retainer agreements in use by the parties will be modified by May 15,
2001 to indude a provison stating that the client consents to the transfer of hisher case to
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Surviving Corporation, or if his file is closed prior to merger, transfer of hisfile to Surviving
Corporation. Surviving Corporation shdl accept dl dients of NCLS and LASMNY and
assume dl respongbility for work still to be completed subject to the New York Rules of
Professond Responghility.

Fiscal Process

The gpplication for LSC funding for 2002-04 will be filed by LASMNY on behaf of Surviving
Corporation, dthough saff at NCLS will assist as appropriate in the preparation of the
goplication.

The LASMNY and NCL S Executive Directors shdl secure the permission of the IOLA Fund of
the State of New York (IOLA). The gpplication for IOLA funding for 2002 will be made by
LASMNY onbehdf of Surviving Cor por ation, dthough staff at NCL S will assist as appropriate
in the preparation of the application.

All locd funderswill be assured that their funds will be expended and accounted for pursuant to
their intentions asto both purpose and geography. Local funders are funders whose grants cover
a goecific geographic area different from the fourteen county area contemplated by the merged
organization, such as grants from the state Commission onQudity of Care; United Way; County
Offices for the Aging or Department of Socia Services, and the Disability Advocacy Project
(DAP) funded by the state Office of Temporary and Disability Assistance.

The directors of NCLS and LASMNY shall take immediate steps to ascertain how funding from
the state budget anticipated to be received for the sate fisca year running fromApril 1, 2001 until
March 31, 2002 can be transferred to Surviving Cor por ation.

Fund Balances

The exiding programfund balances as of the effective date of the merger shdl berestricted for the
counties served by the program which accrued the fund balance, accounted for separately, and
expended within the service area of the program which accrued the fund baance. For a period
of four (4) years thereafter, Surviving Corporation shdl mantan, adminiser, and make
disbursements from the NCL S fund baance for usein and benefit of the areas served by NCLS
immediately prior to the merger and shdl maintain, administer, and make disbursements from the
LASMNY fund balancefor useinand bendfit of the areas served by LASMNY immediady prior
to the merger. If the respective fund balances have not been expended during that four year
period, any remaining funds from ather fund balance may be used as deemed appropriate by the
Board and Management of Surviving Cor por ation.

Operations
All offices shdl remain open for as long as their operations are in the best interest of the dient

community. An office closure policy will be developed by Surviving Cor por ation following the
merger.
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Condggtent with program policies and to ensure that dients continue to recelve high qudity and
effective legd services, direct face-to-face dient representation shdl be the primary method of
sarviceddivery. Brief service and counsd and advise services shdl be used in gppropriate cases,
induding when the program does not have a casehandler avalable to accept a case for
representation. Other methods of service delivery shdl be explored by Surviving Corporation.
Client intake shdl continue to be done locdly at each of the five full-time offices of NCL S and
LASMNY. Fallowing the merger, Surviving Corporation shdl continue to explore whether
regiona intake can be used to supplement present client intake procedures.

Staff

No staff reductions or changes in staff location will occur because of the merger. For aperiod of
two (2) years following the merger, employees will not be terminated or moved to another office
except for good cause or due to funding cutbacks. Both NCLS and LASMNY currently have
employment terminaionpoliciesand proceduresthat include employee grievances. Followingthe
merger, Surviving Cor poration shdl have policies for employment termination requiring good
cause, the specifics of which shal be developed in consultation with gaff. By the end of the two
year period discussedinthis paragraph, Surviving Cor por ation shdl undertake acomprehensive
priority setting survey to assist the Board determine priorities for service.  In addition, the
comprehensive survey shdl aso be used toensurethat gaffing patterns and current officelocations
continue to ensure that clientsthroughout the service area have equal access to the comprehengve
services offered by the program.

Casehandler and casehandler support staff duties and functions are not expected to change as a
result of merger pending the evauations regarding dient intake discussed in paragraph F3 and
prioritiesequaity of access discussed in paragraph G1.

Prior to the merger, ajoint saff committee shdl be established induding Saff frombothNCL S and
LASMNY Thejoint staff committee shal be consulted by the Executive Directors of NCLS and
LASMNY regarding merger issues.

Sdaries and Benefits. Prior to merger, a Sdary and Benefit Plan shdl be developed for Board
consderation to cover dl employees. It isunderstood that no employee of either LASMNY or
NCLS gl be reduced in either sdary or benefits that they have as of the effective date of the
merger. The plan will describe the cogts of parity for smilar job descriptions and aplan to achieve

parity.

Interim Period

Subsequent to the adoptionof this Memorandum of Understanding and prior to the merger of the
two organizations, the Executive Directors shal consult with each other before making changesin
gaffing, office locations, lease renewdss, or purchases which would require LSC prior gpprova.

Thisdraft MOU shdl beincluded inaplanfor ddivering servicesto the Centra Region of the state
to be submitted to LSC by March 1, 2001.
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WHEREFORE, if this agreement is approved by both the NCLS and LASMNY Boards of
Directors, NCLS and LASMNY shall prepare amerger plan consgtent with New York State Not for
Profit Corporation law and subject to approva pursuant to New Y ork State Not for Profit Corporation
law.
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ATTACHMENT B
CENTRAL REGION INTAKE ANALY SIS
October 4, 1999
Introduction

The fallowing programs have attended meetings of thelega servicesprovidersincentral New Y ork
held on February 9, 1999; June 11, 1999; and October 1, 1999 and have responded to the intake survey
. Syracuse Law School IOLA Senior Justice Fdllow (PILF 11); Frank H. Hisock Legd Aid Society
(Hisock); Legd Aid for Broome and Chenango (LAFBAC); Legd Aid Society of Mid-New Y ork
(LASMINY); Legd Services of Centra New York (LSCNY); North Country Legd Services (NCLS);
Onondaga County Bar Association Volunteer Lawyer Project (VLP) and the Rural Law Center of New
York (RLC). The providers serve the following 21 counties. Broome;, Cayuga; Chenango; Clinton;
Cortland; Delaware;, Essex; Franklin; Fulton; Hamiltory Herkimer; Jefferson; Lewis, Madison;
Montgomery; Oneida; Onondaga; Oswego; Otsego; St. Lawrence; and Schoharie. Program main offices
are located in Syracuse (PILF I1; Hisock; LSCNY; and VLP ); Utica (LASMNY); Binghamton
(LAFBAC); and Plattsburgh (NCLS; RLC). Full-time branch offices are located in Amaterdam, llion,
Oneida, Oneonta(LASMNY); Canton(NCL S); Cortland, Oswego, Watertown (LSCNY ); and Norwich
(Broome). Part-time outreach officesare maintained in Auburn (LSCNY); Elizabethtown, Saranac Lake,
Hogansburg, and St. Lawrence Psychiatric Center (NCLS); and New Bremen, Cobleskill, Gloversville,
Johnstown; and Walton (LASMNY). There is not an integrated regiond intake system in the central
region. Each provider operates their own intake designed to meet the needs of their own clientele.

For purposes of this andysis, intakeis defined as the method by whichlow income people contact
the lega services providersin the region and access the legd services provided by the programs.

1. What are the strengths of the region’ s intake systems?

The greatest strength of the intake sysemsinthe regionisthat each programis accessible to clients
in fundamental ways. Fird, dl are open to client intake five days per week, 7-8 hours per day at al full-
time offices. Second, there are full-time offices or part-time outreach officesin 23 locdities to serve 21
counties. Third, the programs are willing to accept intake for awide variety of poverty law issues. Fourth,
the programs serving the regionaccept clientsin avariety of ways. wak-in; phone-in; or by referra from
another human services provider. The intake systems are designed to provide maximum client access to
program services, both geographically and across the spectrum of civil poverty law cases.

A second grength of the intake systems is that all are local and are percelved as part of the
community by bothlowincome people and other human services providers. The local nature of intake is
adrength in avariety of ways. Firgt, it enhances providers understanding of specific problems faced by
low income people inthat community. Thisinformsprograms genera case prioritiesand the determination
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whether to provide extended representation in any particular case. Second, program staff develop local
knowledge and loca contacts whichare invaugble inresolving lega problems expeditioudy. Findly, locad
intake enhances the programs’ ability to

respond to legd problems quickly, particularly emergencies.

Thereisnot duplication of servicesamongprogramsintheregion. With the exception of Onondaga
County, each programservesadistinct geographic area. 1nOnondaga County, the four providers, aswel
as the county Assgned Counsd Program, have developed a comprehengve table describing each
program’s services in pecific areasof the law, income digibility requirements, types of services available,
and intake method. The table, distributed among staff at the five programs as well as among human
services providers, isrevised quarterly. Clients are able to access the gppropriate provider in each of the
remaining 20 countiesin the region because there is only one provider of free genera avil legd servicesin
those counties.

2. What are the gapsin the region’ s intake systems?

Providers acknowledge that there are likdy low income persons who requirelegd servicesand are
either unaware of the programs’ services or unable to accessthe programs’ services. Despite effortsto
maintain open intake and provide access in a variety of ways, it is likely there are people who need
programservices and cannot accessthe programs. Programs try to address this gap by maintaining muiti-
faceted intake, doing outreach, and maintaining regular contact with other human services providers.

The primary gap inthe delivery of servicesisthat programs are oftennot able to provide extended
services or court representation in cases where that level of service isthe norm for lega representation.
Thisisnot agap in the intake system, but is aresult of limited resources and gaff availability. The intake
systems are designed to ensure maximum dient access to programs and to ensure that “emergency”
cases-imminent loss of shdlter, utilities or benefits and expiring deadlines for adminigrative gppeds and
responsve pleadings—are handled expeditioudy. Many clients, however, once having accessed the
programs services, are provided with limited services, such as counse and advice, Smply because the
programs do not have saff avalable for more extended representation.  While open intake systems are
somewhat inconggtent with the limited extended services avallable, it is a ddiberate Strategy. It enables
the programs to identify and serve those clients with the highest need for services and enhances the
programs &bilities to identify emerging issues within the communities they serve.

A related gap in the ddivery of servicesisthat a client ismore likely to receive extended services
if dedicated funding is available for that type of client. Within the region, dedicated funding isavailablefor
Socia Security disability and Supplemental Security Income clamants; domestic violencevictims, mentdly
ill and developmentdly disabled individuas, persons with AIDS/HIV; and the ederly. Thisisnotagapin
the intake system, but aredity of funding avalability.

A second related gap in the delivery of services is that extended services are more likely to be
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provided to dientsinthe immediae vicnity of full-time offices. Again, thisisnot agep intheintake system,
but a reflection limited resources. The area served by programs in the centra region is immense
(approximately 23,500 square miles, dmogt hdf the land area of the state). Programs often provide
extended servicesinlandlord/tenant and income maintenance cases to dientswhose cases are heard where
officesarelocated, while providing counsdl and adviceto dientswho are inmore remote locations because
it takes less resources to represent a client who lives close to an office.

Providersdo not believe centrdizing intakeinthe regionwould makeadditiona resourcesavailable
to reducethe above problems. Locd intake is so intertwined withdecisions onwhich casesto accept and
the extent and nature of assistance provided that local intake would need to be maintained, thus resulting
in a duplication of intake services. Furthermore, as locd intake currently plays such an important
information-gathering role in case sdection, it is believed that even if local intake were discontinued, the
programs would dill need to performtheinformation-gatheringfunctionlocaly. Sinceindividud programs
are the sole provider in 20 of the 21 counties in the region the programs believe centrdized intake would
duplicate services rather than avoid duplication of services,

3. Do providers work together to closeintake gaps, keep each other informed on changesin intake
procedures; and provide referrals?

For purposes of thisdiscussion, it is assumed “referras’ means referras of clients between legd
servicesprograms inthe region, not referrals of clients to human services providers. Thereisnot aformd
referral process among the regiond providers. With the exception of Onondaga County, where providers
maintain an up-to-date table reflecting their respective services, the regiond providers arerespongble for
exclusve geographic aress. Thusreferrds are necessary in two different Stuations. The firgt iswhen a
client in a county contacts a provider who does not cover that county. In those Stuations the person is
provided with the name and telephone number of the appropriate provider. As aresult of the state
planning process, programs can now advise clients how to access other providers intake systems.

The second stuation is when aclient who resides in one program’s service areahas alegd issue
arisgng in a county covered by another provider. This most often occursin Family Court cases. Thereis
not aformal referra process for these cases. If the program where the client resides fedl's representation
is imperative, they contact the neighboring program directly and try to make arrangements for the
neighboring program to accept the case. Providersin the region specifically note that this Stuation does
not arisefrequently enough to be considered a“ gap” inintake. Providers also emphasize that the Stuation
does not arise frequently enough to justify devising forma systems to address the Stuation. The difficulty
with inter-program referrds is not an inability to make the referral, but a lack of resources to provide
extended representation to the dients being referred. Findly, it is noted that inter-program referrd isa
state-wide issue as much as a regiona issue: central region providers are as likdy to make referrds to
providersin other regions asto other centra region providers.

Providersin the region have not developed their intakein consultationwithother providers, nor is
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there a perceived need to do o a thistime. Each have independently designed intake systems to meet
the needs of the communities they are responsible for serving and to accommodate aswdll as possible the
competing demandsfor their limited resources. The information regarding each provider’ s intake system
developed in conjunction with the state planning process is useful, but not imperative since programs,
except those in Onondaga County, have exclusve service aress.

CONCLUSIONS

The regiond providers conclude that there is not a need for integrated regiond intake. With the
exception of Onondaga County, each provider serves designated counties. The programs serving
Onondaga County work closdly witheachother to ensure no duplication of effort and that dientsare routed
to the appropriate program.
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