MEMORANDUM

To:  LSC Project Directors
From: Errol A. Summerlin
Date:  November 20, 2000

Re

Re-configuration of LSC Funded Texas Programs

Accompanying this memorandum is a proposed map redigning the LSC funded programsin
Texas. In addition to the map, you will find alisting of the Texas counties that would be included in the
new program service areas. | am submitting this map for your consideration as we approach the
deadline that has been st by the LSC.

In designing the new service aress, | tried to follow the “guidepods’ that | believe were set by
John McKay a our meeting on November 6. As| interpreted his remarks, we should be guided by the

following:
L

L

Re-configuration of the programsin Texas is the #1 priority of the LSC;

If the Texas programs cannot obtain consensus on re-configuration, LSC will determine
service area boundaries and will start from scratch;

A single satewide L SC program is not preferred, but neither isit ruled out;

The current process of individud program’s merging is jagged and incomplete; it isa
patchwork approach that will not work to the satisfaction of the LSC;

There will be no pure West Texas program or a pure East Texas program; al service
aress should be restructured;

Rurd and migrant components must be integrated with mgor urban service aress,
Uniquely urban or uniquely rura programswill not be acceptable;

There must be full integration and interrel ationships between the remaining programs,



including a seamless Satewide intake system.

In summary, this map crestes a ddivery systemin which

C

C

Three programs are configured in southwest, northwest and eastern regions,

The Migrant and Native American populations would be served by the southwest
regiona program;

Based upon the latest poverty population estimates compiled in May, 1999 and
updated in September 1999 by the Research Department, Fiscal Division of the Texas
Hedlth and Human Services Commission, the southwest region would have an
estimated poverty population of 1,363,009; the northwest region would have a poverty
population of 894,085; the eastern region would have a poverty population of
1,050,682;

The southwest region would include 68 counties, the northwest region would include
114 counties, the eastern region would include 72 counties,

Each of the three regions would have an urban “anchor”, Augtin/San Antonio,
Dallas/Fort Worth, and Houston;

According to the August 2000 membership data provided by the State Bar of Texas,
16,006 attorneys reside in the southwest region, 20,829 attorneys reside in the
northwest region, and 23,020 reside in the eastern region;

The southwest regiond program would have an estimated 200 employees, while the
northwest and eastern programs would each have an estimated 160 employees,

19 of the 24 COG regions would lie wholly within the new programs service areas
while five would be split between programs,

Although | tried to keep current programs and their offices intact with the newly configured
sarvice aress, | was not entirdy successful. The following summarizes some of the more sdient features

of the map.

T

Severd ETLS counties that are immediately adjacent to the current LSNT counties
would go to the northwest regiona program;

Severad TRLA counties that are within an easier griking distance from San Angelo and
Midland/Odessa would go to the northwest regiond program;



LACT s current service areais divided between the remaining three regiona programs
in that the Bdton office and some of the eastern centra counties would go to the
eagtern region while afew of the northwestern counties would go to the northwestern
program. Finaly, Travis county, countiesimmediately adjacent to Travis county, and
the remaining southwest counties would go to the southwest region.

| redlize that the breskup of LACT istroublesome. | tried to look &t it from the “urban” context
that McKay talked about as well as looking at the proximity of Belton to Waco. Any newly configured
program would probably want to take a hard look at those offices and their possible consolidation. |
used the same andlysis, ie proximate distances, to realign the San Angelo and Midland/Odessa’s
service areato include some of those TRLA counties.

Somefind thoughts about case management, seamlessintake, and timelines:

N

The three remaining programs could decide on whether they wanted to use Kemps,
LSNT sor TRLA’s case management system. They need not be uniform throughout
the state.

A single statewide poster would be created to display three telephone numbers, 1-800-
LEGAL AID for dl basic fidd programs, the Advocacy TDD # and the Women's
Advocacy Project. The Legd Aid number would be automated to route the cdl by the
gpplicant entering his’her zip code viatouch tone. Those without touch tone will be
routed via“voice activation”, ie they speek their zip code and the attendant routes the
cal. Each program can decide whether they want the calls routed to a centrd intake
hatline or whether they want to establish “local” intake hotlines within their region.

Al is probably the most well equipped and sendtive program to handle the TDD
cdlers. Those casesthat are not within Al’s priorities could then be referred to the
gopropriate field program. How that is physicdly done, eg. viaemail, can be worked
out later.

The WAP program number is included because it is a statewide number that handles a
variety of issues surrounding domestic violence, hasits own pro bono resources and
can help in screening gpplicants.

The affected programs would submit joint letters of intent to compete. Between the
notice of intent to compete and the actua submission of the gpplication, the affected
programs would put together an gpplication that describes the new service areas, how
the McCollum Board issues would be satisfied, etc. Unless, the programs can come
together before December 31, 2001, we could suggest to the L SC that one year grants
be given or a angle grant with pre-gpproved subgrants to existing entities be utilized
during the 2002 fiscal year to maintain continuity during trangtion, with dl program
mergers and consolidations being findized by December 31, 2002. The January 2003



checks would go to the three remaining programs.

Left unresolved are issues around the roles of TLC, the ATJ, TLSC, theremaining IOLTA
programs and either a surviving restricted activities program or anewly created one. Because most of
the IOLTA programs are not statewide in their ddivery, it would be incumbent upon the newly created
L SC programs to work with those providersin their service areas. As | understand where they are and
what they do, thelr current service areas will fit rather easily into the newly configured LSC funded
sarvice aress. It should not be terribly problematic. On the remaining matters, | would like to refer to
Jonathan’ s suggestions because heraises alot of points to consder when we look at the “rest of the
gory”. | would like to hear more when we get to D.C.

Going from nine programs to three necessarily raisesthe level of complexity to reconfiguration.
| throw this map on the table as a suggestion to begin some congtructive didogue on the matter. | have
looked at other possibilities, as| am sure you dl have. They included making the Belton/\Waco area
part of northwestern and dividing CBLS in haf, giving Webb county to the southern region and Nueces
county north to the eastern region, and other smilar scenarios. | looked at four programs but could not
come up with asatisfying urban “anchor” for the fourth area. 1 looked a one statewide program but
was concerned that, standing aone, it might be too beholden to funders or more vulnerable to changing
politica tides. | tried to make poverty populations as even as possible between the remaining
programs, but the projected growth of poverty in the southern region is enormous.

The bottom line isthat things will be dramaticdly different in the near future. On November 13
and again on November 17, | met with dl CBLS gtaff to inform them of the McKay vigt and to share
with them what | am sharing with you here. | wanted to give them the opportunity to ask questions and
engage in adiscusson of the changeswe will face. The aff are certainly concerned about the future
but | was pleased to see that some view this as anew beginning for CBLS and Texas. | believe we can
accommodate this new vison and make it work for us and our client community. No doubt, it will
entall alot of work. | sincerely believe if we look beyond the boundaries of our existing service aress,
we can develop an entirely new delivery system thet is cohesive and responsive to both our funders and
our client communities. Change is inevitable and we need not feer it.

| was doing some grocery shopping the other night and ran into an accountant who worked
with one of our auditors severd years ago. He asked me how things were going. | responded that all
hell was bresking lose and that he would not believe the latest initiative coming out of Washington. He
replied, “so what eseisnew? Y ou guys have dways been under the gun. Thereé sawaysacrissor an
attack of one type or another, but you aways manage to ded with it.” He scorrect. Individualy, and
collectively, we have met every chdlenge that has been thrust our way. Perhaps there has never been a
greater chalenge than the one we face now. Inaway, | think we need to cast aside our roles as
lawyers, lest that zedlous part of usal will lead usto a policy of protectionism. We can dways support
our lawyering position as being in the best interests of our program or our respective client communities.
We need to use our collective experience to lead rather than to lawyer. We need to seize this moment,
to be bold in our thinking and creetive in our gpproach. Every new beginning hasiits cregtors. They are
leaders and founders of anew idea. Think back to the handful of lawyers that got together and started



smal lega aid programs acrossthis state. To thisday, they are spoken of and respected for what they
accomplished. Will we be remembered for what we did or what we lost? Will we be remembered for
our collective achievement or will we be remembered for throwing the sate into chaos, a modern day
Texasrangewar? Mogt important, we have alot of folks who are looking to us for guidance. Let us
embrace this chalenge and move forward collectively to create anew beginning. Let’s build these new
law firmsfor the poor...firmsthat are strong and resourceful in their gpproach to equal justice in Texas.



