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ABSTRACT

Impact ing  on the  Imp lementat ion Process 
as Re la tes  t o  th e  Program E v a lua t io n  

Requirements f o r  Community Mental 
Hea l th  Centers

by

Gerald Landsberg 

A d v is o r :  Dr.  I r v i n g  Weisman

Th is  d i s s e r t a t i o n  re p resen ts  a comprehensive d e s c r i p t i o n  and 

e v a lu a t i o n  o f  a p r o j e c t  t h a t  was designed t o  impact  on th e  implementa t ion  

processes a ssoc ia ted  w i t h  the  program e v a lu a t i o n  requ irements  f o r  Community 

Mental Hea l th  Centers mandated under P u b l i c  Law 94-63 ( J u l y  1975). The 

paper desc r ibes  the  newly emerging f i e l d  o f  p o l i c y  imp lementa t ion  and, 

th rough a rev iew o f  th e  l i t e r a t u r e ,  d e f in e s  the  f i e l d  and d e l i n e a te s  the  

processes a ssoc ia te d  w i t h  p o l i c y  imp lementa t ion .  Through t h i s  process o f  

d e l i n e a t i o n ,  t h e  a u tho r  rev iews models o f  imp lementa t ion  as developed by 

Rein and R a b in o v i t z  and Van Meter  and Van Horn and develops th e  t h e o r e t i c a l  

base f o r  p r o j e c t  a c t i v i t i e s .  The s p e c i f i c  requ irements  f o r  program e v a lu ­

a t i o n  f o r  CMHC's, th e  h i s t o r y  o f  the  l e g i s l a t i o n ,  and th e  r o l e  and f u n c t i o n s  

o f  im p o r tan t  " a c t o r s " — The Na t io na l  I n s t i t u t e  o f  Mental H e a l th ,  the  

reg ion a l  o f f i c e s  o f  the  A lc o h o l ,  Drug Abuse and Mental Hea l th  A d m i n i s t r a t i o n ,  

the  Na t io na l  Counc i l  o f  Community Mental Hea l th  Centers  and the  Counci l  on 

Research and E va lua t io n  are d e t a i l e d  t o g e th e r  w i t h  a d e l i n e a t i o n  o f  the  

im p l i c a t i o n s  f o r  p r o j e c t  a c t i v i t i e s .  U t i l i z i n g  the  l i t e r a t u r e  f rom soc ia l  

work and o r g a n i z a t i o n a l  development,  process and ta s k  goa ls  f o r  the  p r o j e c t



are  d e f ine d  and i n t e r v e n t i o n  s t r a t e g i e s  o u t l i n e d .  P r o j e c t  a c t i v i t i e s  are 

then descr ibed ,  a long w i t h  a unique and systemmat ic  e v a l u a t i o n  process 

t h a t  u t i l i z e d  m u l t i p l e  approaches.  E v a lua t io n  data i s  p resented  and 

i n t e r p r e t a t i o n s  suggested.  The paper conc ludes by o f f e r i n g  comprehensive 

sugges t ions  and p r i n c i p l e s  f o r  implementing and e v a l u a t i n g  a p r o j e c t  

designed t o  impact  on the  p o l i c y  imp lementa t ion  process.
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CHAPTER I

INTRODUCTION

Soc ia l  Exper imen ta t ion

Soc ia l  e x p e r im e n ta t i o n ,  e s p e c i a l l y  in new and emerging f i e l d s ,  i s

e s s e n t ia l  t o  the  growth o f  a p r o fe s s io n .  Campbell underscores  the  va lue

o f  s o c ia l  e xpe r im e n ta t i o n  by n o t i n g :

t h e re  i s  e x c e l l e n t  reason t o  b e l i e v e  t h a t  un less ,  we, as s o c ia l  
s c i e n t i s t s ,  do ge t  i n t o  e x pe r im e n t in g ,  we are never going  to  
have a s c i e n c e . . .What I would l i k e  t o  emphasize i s  the  need 
f o r  exper im en ta l  research in which one goes ahead and makes 
changes,  us ing  h is  own wisdom as what needs t o  be done, but  
does i t  in such a way t h a t  he learns  whether o r  no t  he has 
made a d i f f e r e n c e . ^

The p r o j e c t ,  which i s  desc r ibed  in t h i s  paper,  represen ted a so c ia l

exper imen t  t h a t  was s p e c i f i c a l l y  designed t o  (a)  t e s t  the  a p p l i c a b i l i t y

o f  models w i t h i n  the  emerging f i e l d  o f  p o l i c y  implementa t ion  t o  ac tua l

events  r e l a t e d  t o  mandated requ irements  f o r  Community Mental Hea l th  Centers

(CMHC’ s) in program e v a l u a t i o n ;  (b)  t e s t  the  u t i l i t y  o f  im po r tan t  p r i n c i p l e s

w i t h i n  the  so c ia l  work and o r g a n i z a t i o n a l  development l i t e r a t u r e  t o  a

program aimed a t  impact ing  on the  p o l i c y  imp lementa t ion  process;  (c )  t o

develop new approaches f o r  e v a l u a t i n g  the  impact  o f  a program e f f e c t i n g

p o l i c y ;  and, i f  p o s s i b l e ,  (d)  t o  demonstrate t o  the  f i e l d  o f  so c ia l  work

the  importance o f  the  p o l i c y  imp lementa t ion  process and the  need t o  develop

p r o j e c t s  t o  impact  on t h i s  process ;  and (e)  t o  d e l i n e a t e  key p r i n c i p l e s

f o r  u t i l i z a t i o n  in t h i s  t ype  o f  program development.  Thus,  the  p r o j e c t

was s t r u c t u r e d  w i t h  the  f o l l o w i n g  i n t e n t :

research  cou ld  t r a c k  processes o f  program a d m i n i s t r a t i o n ,  
e x p l i c a t e  problems, as we l l  as in v e n t  p r e s c r i p t i o n . . .Such

1
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i n q u i r y  and i n t e r v e n t i o n  o f  p r e s c r i p t i o n s  would be o f  va lu e  
f o r  both p o l i c y  development and program a d m i n i s t r a t i o n . ^

Thus, i t  cou ld  serve as an im po r ta n t  s o c ia l  exper imen t  f o r  s o c ia l  work.

P o l i c y  Imp lementa t ion and Soc ia l  Work

P o l i c y  implementa t ion  is  a new and emerging f i e l d  o f  s tud y .  I t  is

a f i e l d  t h a t  is  o f  s u b s t a n t i a l  impor tance,  e s p e c i a l l y  f o r  s o c ia l  work.

P o l i c y  imp lementa t ion  i s  d e f ined  by Hargrove as:

the  means by which government c a r r i e s  o u t  programs on those  
processes o f  program a d m i n i s t r a t i o n  which take  p lace  a f t e r  a 
g iven p o l i c y  has been agreed upon in a p r i o r  p o l i c y  f o r m a t io n  
and d e c i s io n  s ta g e . ^

and by Van Meter  and Van Horn as:

encompassing those a c t i o n s  by p u b l i c  o r  p r i v a t e  i n d i v i d u a l s  o r  
groups t h a t  a f f e c t  the  achievement o f  o b j e c t i v e s  se t  f o r t h  in 
p r i o r  p o l i c y  d e c i s i o n s . 4

and f i n a l l y  by Pressman and Wi ldavsky as:

t h a t  p a r t  o f  a p u b l i c  program f o l l o w i n g  the  i n i t i a l  s e t t i n g  o f  
g o a ls ,  secu r ing  o f  agreement and commitment o f  funds.®

The importance o f  the  imp lementa t ion  phase i s  t h a t  i t  u l t i m a t e l y

shapes the  d i r e c t i o n  o r  outcome o f  a p roc la imed p o l i c y .  T h is  importance

is  noted by several  o bse rve rs .  Ingram w r i t e s :

P o l i c y  per formance f r e q u e n t l y  f a l l s  s h o r t  o f  p romise .  In one 
majo r  p o l i c y  area a f t e r  a n o t h e r . . . t h e  bold  i n n o v a t i v e  goa ls  
a c tu a l i z e d  in the  l e g i s l a t i o n  e lude  achievement.®

Levine suggests:

th e  t r o u b l e  w i t h  f u l f i l l m e n t  o f  the  goa ls  o f  s o c ia l  p o l i c y  re ­
s u l t e d  no t  so much f rom th e  na tu re  o f  the  programs as f rom the  
d i f f i c u l t i e s  o f  im p lem e n ta t ion .^

And f i n a l l y  W i l l i a m s  concludes:

The g r e a t e s t  d i f f i c u l t y  in d e l i v e r i n g  b e t t e r  s o c ia l  programs 
i s  no t  in d e te rm in in g  what appear t o  be reasonable  p o l i c i e s  
on paper bu t  in f i n d i n g  the  means o f  c o n v e r t i n g  these  p o l i c i e s  
i n t o  f i e l d  o p e ra t io n s .®

P o l i c y  imp lementa t ion  i s  o f  s p ec ia l  s i g n i f i c a n c e  t o  s o c ia l  work s in ce  i t



i s  concerned w i t h  the  development o f  programs designed t o  a l l e v i a t e  the  

s u f f e r i n g  o f  i n d i v d u a ls  and groups. Given these g o a ls ,  s o c ia l  work is  

h i g h l y  dependent  on government a c t i o n s  and, u l t i m a t e l y ,  th e  imp lementa t ion  

processes.

Desp i te  the  s i g n i f i c a n c e  o f  t h i s  f i e l d  t o  the  p r o fe s s io n ,  so c ia l  

work has demonstrated l i t t l e  o r  no i n t e r e s t  in p o l i c y  imp lementa t ion .

Thus, as was noted,  one o b j e c t  o f  t h i s  p r o j e c t  was t o  demonstrate t o  

s o c ia l  work the  va lue  o f  t h i s  emerging f i e l d .

Focusing on Impact ing on the  Program 
E v a lua t io n  Reguirements f o r  Community 

Mental Hea l th  Centers

The focus  o f  t h e  p r o j e c t  grew o u t  o f  the  a u t h o r ' s  invo lvement w i t h  

t h e  Counci l  on Research and E va lua t io n  o f  the  N a t iona l  Counc i l  o f  Community 

Mental Hea l th  Cente rs .  I t s  s p e c i f i c  goal was t o  i n f l u e n c e  the  imp lementa t ion  

phase o f  the  1975 l e g i s l a t i v e l y  mandated program e v a l u a t i o n  requ irements  

f o r  Community Mental Hea l th  Centers  (CMHC's).

In J u l y  1975, t h e  Congress o f  th e  Un i ted  S ta tes  passed P u b l i c  Law 

94-63.  T i t l e  I I  I o f  t h i s  law, known as the  Community Mental Hea l th  Cen te r  

A c t ,  conta ined  a new and e x te n s iv e  s e r ie s  o f  program e v a l u a t i o n  requ irements  

f o r  CMHC's. T h is  law, and the  ensuing r e g u la t i o n s  and g u i d e l i n e s  prepared 

by th e  N a t iona l  I n s t i t u t e  o f  Mental Hea l th  (NIMH), c re a ted  a p o t e n t i a l l y  

im por tan t  new p o l i c y .  I t  a l s o  c rea ted  numerous issues and concerns as 

r e l a t e s  t o  implementa t ion  and the  o p p o r t u n i t y  f o r  a c t i o n  t o  shape and mold 

t h e  p o l i c y .  U l t i m a t e l y ,  the  new d i r e c t i v e  c rea ted  th e  o p p o r t u n i t y  to  

i n f l u e n c e ,  in p a r t ,  the  community mental h e a l th  c e n t e r  movement in the  

Un i ted  S ta te s .

Thus, in essence, the  p r o j e c t  was designed t o  (1 )  impact  on the  

e v a l u a t i o n  requ irement  and, t o  a l i m i t e d  degree,  t h e  CMHC movement and, 

as was noted p r e v i o u s l y ,  (2)  t o  serve  as a demonst ra t ion  p r o j e c t  in
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i n d i c a t i n g  t o  so c ia l  work the  p o t e n t i a l  o f  programs geared a t  impact ing  

on p o l i c y  imp lementa t ion  and in deve lop ing  new knowledge on t h i s  s u b je c t .

Out I i  ne o f  Paper 

The p r o j e c t ,  descr ibed  in these pages, rep re sen ts  the  s t u d e n t ' s  

a c t i v i t i e s  as r e l a t e s  t o  p la n n in g ,  i n i t i a t i n g ,  and o p e r a t i o n a l i z i n g  a 

so c ia l  expe r im en t .  In the  pages t h a t  f o l l o w ,  th e  t o t a l  p r o j e c t  i s  desc r ibed  

in d e t a i l :  th e  newly emerging concept  o f  imp lementa t ion  and i t s  r e l a t i o n

t o  the  p r o j e c t  i s  d iscussed;  the  background f a c t s  as t o  the  i n c l u s i o n  o f  

program e v a l u a t i o n  requ irem ents  f o r  CMHC's in P u b l i c  Law 94-63 and the  

development o f  the  G u id e l in e s  are no ted;  d e t a i l e d  d e s c r i p t i o n s  o f  the  key 

" a c t o r s "  in r e l a t i o n  t o  the  p r o j e c t  and p o l i c y  f o r m u la t i o n  on t h i s  i ssue— 

the  Na t iona l  I n s t i t u t e  o f  Mental H e a l th -C e n t ra l  O f f i c e ,  the  A lc o h o l ,  Drug 

Abuse and Mental Hea l th  A d m in i s t r a t i o n  Regional  O f f i c e s ,  the  N a t iona l  

Counci l  o f  Community Mental Hea l th  Centers and th e  Counc i l  on Research and 

E v a lua t io n  o f  the  N a t iona l  Counc i l  o f  Community Mental Hea l th  C en te rs— are 

i n c lude d ;  the  development o f  a program in c lu d i n g  d e s c r i p t i o n s  o f  p o l i c y  

a n a l y s i s  a c t i v i t i e s ,  the  e s ta b l i s h m e n t  o f  goa ls  and s t r a t e g i e s  ( t a s k  and 

process)  based upon the  l i t e r a t u r e  o f  so c ia l  group work and o r g a n i z a t i o n a l  

development and th e  p lanned steps and t im e t a b le  are p ro v id e d ;  a d e t a i l e d  

account  o f  program a c t i v i t i e s  i s  in c luded ;  the  research  design is  descr ibed  

t o g e th e r  w i t h  the  r e s u l t s  o f  th e  e v a lu a t i o n  p rocess;  and f i n a l l y ,  the  

r e p o r t  d iscusses  new knowledge drawn f rom the  p r o j e c t  and th e  im p l i c a t i o n s  

f o r  so c ia l  work.
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CHAPTER I I

THE POLICY IMPLEMENTATION PROCESS

General I n t r o d u c t i o n

1+ i s  becoming i n c r e a s i n g l y  c l e a r  t o  l e g i s l a t o r s ,  managers, program

deve lo pers ,  e v a lu a to r s  and academic sc h o la rs  t h a t  o u r  n o t io n s  o f  p o l i c y

and program development have been f a r  to o  c i r c u m s c r ib ed  and s i m p l i s t i c

and have f a i l e d  t o  account  f o r  the  f o l l o w i n g  o b s e rv a t i o n s :

P o l i c y  per formance f r e q u e n t l y  f a l l s  s h o r t  o f  promise .  In one 
major  p o l i c y  area a f t e r  ano th e r ,  i n c l u d i n g  c i v i l  r i g h t s ,  p ove r ty  
and the  env i ronment ,  the  b o ld ,  i n n o v a t i v e  goa ls  a r t i c u l a t e d  in 
the  l e g i s l a t i o n  e lude  achievement.

The g r e a te s t  d i f f i c u l t y  in  d e l i v e r i n g  b e t t e r  s o c ia l  programs is  
no t  in d e te rm in in g  what appear t o  be reasonable p o l i c i e s  on paper,  
bu t  in f i n d i n g  the  means f o r  c o n v e r t i n g  these p o l i c i e s  i n t o  o p e r ­
a t i o n a l  f i e l d  o p e r a t i o n s . ^

The evidence f rom th e  pas t  f i f t e e n  years i s  unm is takab ly  c l e a r .

The bo ld  promises and p o l i c y  s ta tements  inco rpo ra te d  i n t o  l e g i s l a t i o n  have

o f t e n  not  borne f r u i t i o n .  Based upon t h i s  f a c t ,  the  f i e l d s  o f  p o l i t i c a l

sc ience  and p o l i c y  a n a l y s i s  have i n c r e a s i n g l y  tu rned  t h e i r  a t t e n t i o n  t o

the  process o f  t r a n s l a t i n g  p o l i c y  i n t o  program a c t i v i t y .  T h is  process ,

known as imp lementa t ion ,  i s  descr ibed  in the  f o l l o w i n g  terms:

the  means by which government c a r r i e s  o u t  programs on those  p ro c ­
esses o f  program a d m i n i s t r a t i o n  which take  p lace a f t e r  a g iven 
p o l i c y  has been agreed upon in a p r i o r  p o l i c y  fo rm a t ion  and de­
c i s i o n  s t a g e . 3

t h a t  p a r t  o f  a p u b l i c  program f o l l o w i n g  th e  i n i t i a l  s e t t i n g  o f  
g oa ls ,  secur ing  o f  agreement and commitment o f  fu n d s .^

encompasses those a c ts  by p u b l i c  and p r i v a t e  i n d i v i d u a l s  o r  groups 
t h a t  a f f e c t  the  achievement o f  o b j e c t i v e s  se t  f o r  them in p r i o r  
p o l i c y  deci s i o n s . ^

6
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a t  issue i s  the  u n i ve rsa l  problem o f  p u t t i n g  a d e c i s io n  i n t o  
e f f e c t .  A l l  o f  us know t h a t  d ec id in g  t o  q u i t  smoking o r  t o  lose 
w e ig h t ,  sad t o  say,  i s  o n l y  the  f i r s t  s tep  toward a s o l u t i o n .
In a complex o r g a n i z a t i o n ,  such as a government agency,  the  same 

mundane d i s t i n c t i o n  between a d e c i s ion  and i t ’ s imp lementa t ion  
p e r t a i n s ,  a l though  many p a r t i e s  may be invo lved  in t h e  d ec is io n  
and th e  process o f  imp lementa t ion ,  may move th rough several  
h ie r a c h i c a l  l a y e r s . 6

Desp i te  the  f a c t  t h a t  imp lementa t ion i s ,  as we no ted ,  a c r u c i a l  

de te rm inan t  in e f f e c t i n g  the  outcome o f  p o l i c y ,  i t  is  an area t h a t  has 

no t  been sub jec ted  t o  in tense  i n v e s t i g a t i o n .  W i l l i a m s  desc r ibed  t h i s  

lack  as f o l l o w s :

We s im p ly  do not  know how t o  implement new s o c ia l  programs o r  
major  program m o d i f i c a t i o n s .  Th is  i s  no t  s u r p r i s i n g  because im­
p le m en ta t ion  is  an e xceed ing ly  d i f f i c u l t  t a s k .  What i s  so hard 
t o  fathom is  why so l i t t l e  has been done t o  i n v e s t i g a t e  the  process 
o f  implementa t ion  s ince  t h a t  a c t i v i t y  i s  o f  c r u c i a l  importance in 
program o p e r a t i o n s ,  p o l i c y  a n a l y s i s  and e v a l u a t i v e  re search ,  pa r ­
t i c u l a r l y  soc ia l  e x p e r im e n ta t i o n . ^

D e l i n e a t i n g  the  Process o f  Implementat ion

Based upon the  l i m i t e d  but  growing work in t h i s  f i e l d ,  c o n s i s t i n g  both 

o f  t h e o r e t i c a l  works and a few case s t u d ie s ,  i t  i s  p o s s ib le  t o  d e l i n e a t e  

some o f  the  steps and f a c t o r s  invo lved  in the  imp lementa t ion  process.

Rein and R a b ino v i t z  d e f in e  the  general  process as f o l l o w s :

a d e c l a r a t i o n  o f  government p re fe re n ce s ,  d i c t a t e d  b y  a number o f  
a c to r s  who c re a te  a c i r c u l a r  process c h a r a c te r i z e d  by re c ip r o c a l  
power r e l a t i o n s  and n e g o t i a t i o n s .®

S p e c i f i c a l l y ,  these a u tho rs  suggest  t h a t  the  process in vo lve s  f o u r  

s teps ,  (1)  l e g i s l a t i o n ,  (2) g u i d e l i n e  development,  (3)  resource d i s t r i b u t i o n
9

and (4)  o v e r s i g h t .

Rein and R a b ino v i t z  d e f in e  these steps and t h e i r  importance as f o l l o w s

(1)  L e g i s l a t i o n :  "The law i t s e l f  becomes the  r e f e r r e n t  f o r  a l l  t h e  a c to r s

in t h e  p r o c e s s . . . " ^  They a ls o  note  t h a t  f a c t o r s  a sso c ia te d  w i th  the  l e g i s ­

l a t i o n  and the  process o f  i t ’ s becoming law, e f f e c t  the  process o f  implemen­

t a t i o n .  Among th e  i tems c i t e d  are th e  e x p e r t i s e  o f  t h e  commit tee d r a f t i n g



t he  law, the  c l a r i t y  o f  language in the  law, th e  e x te n t  t o  which d is a g re e ­

ments about the  law are  c l a r i f i e d  and leve l  o f  support  f o r  t h e  l a w . ^  (2)  

G u id e l in e  development i s  th e  f i r s t  s tage in the  process o f  imp lementa t ion  

f o l l o w i n g  the  l e g i s l a t i o n .  I t  i s  norma l l y  the  r e s p o n s i b i l i t y  o f  an admin­

i s t r a t i v e  agency. In the  g u i d e l i n e s ,  " l e g i s l a t i v e  i n t e n t  i s  t r a n s l a t e d

12i n t o  a d m i n i s t r a t i v e  p r e s c r i p t i o n s  f o r  a c t i o n . "  In t h i s  t r a n s l a t i o n

process,  the  bu reauc racy 's  power is  a c t u a l l y  enormous. They note :

These g u i d e l i n e s  are more than a mere r e i n t e r p r e t a t i o n  o f  the  
l e g i s l a t i o n .  Bur ied  in g u i d e l i n e s  are numerous d e c i s io n s  about 
how t o  make a program work.  For example, an agency must decide 
whether i t  should p r e s c r i b e  s p e c i f i c  requ irements  o r  s im p ly  
i n d i c a t e  the  type  o f  r e s u l t  i t  f a v o r s . 1*

They f u r t h e r  i n d i c a t e :  "Once developed,  g u i d e l i n e s  are promulgated

t o  those i n d i v i d u a l s  in departments who must u l t i m a t e l y  a d m in i s te r  the

program. In the  case o f  fede ra l  l e g i s l a t i o n ,  the  new r e g u la t i o n s  and t h e i r

g u i d e l i n e s  are  pub l i shed  in the  Federal R e g is t e r ,  and these are  o f t e n  modi-

14f i e d  a f t e r  i n t e r e s te d  p a r t i e s  ge t  a chance t o  ch a l len g e  them."  (3)  Re­

source D i s t r i b u t i o n :  The nex t  s tage in the  process in vo lve s  resources -

the  amount, t h e i r  d i s t r i b u t i o n  and th e  t im in g  o f  the  re lease  o f  funds.

Key ques t ions  in c lu de :  How much money i s  a l l o c a t e d  t o  t h e  a d m i n i s t r a t i v e

agency? When does th e  money come t o  the  agency? And f o r  what a c t i v i t i e s

15does th e  agency spend the  funds? (4)  The O v e rs ig h t  Process:  O ve rs ig h t

processes a re  s t a r t e d  "as  a way o f  promot ing  a c c o u n t a b i l i t y  a t  the  lower 

le v e l s  o f  th e  b u r e a u c r a c y " ^  and a t te m p t in g  t o  in su re  some leve l  o f  compl iance 

by g ra n tees .  I t  i s  based upon the  concept  t h a t  noncompl iance t h r e a te n s  

democra t ic  p r i n c i p l e s :  " I f  g u i d e l i n e  evasion i s  rampant , the  l e g i t im a c y

o f  the  l e g i s l a t i o n  i s  th rea te ne d .  The commonly used focus o f  o v e r s i g h t  

a re  m o n i t o r i n g ,  a u d i t i n g  and e v a l u a t i o n .  M o n i to r in g  i s  concerned w i th  

whether p r a c t i c e  compl ies w i t h  g u i d e l i n e s . " ^  A u d i t i n g  in vo lve s  the  mon­

i t o r i n g  o f  f i n a n c i a l  accounts .  Eva lua t io n  i s  concerned w i t h  whether p r a c t i c e



produces r e s u l t s .

Th is  f ramework p ro v ide s  im por tan t  conceptual  i n fo r m a t i o n .  A d d i t i o n a l  

p e r s p e c t i v e s  are p rov ided  by a model developed by Van Meter  and Van Horn.

In the  Van Meter and Van Horn model, a number o f  impor tan t  f a c t o r s  a re :

Resource concerns ,  which in c lude  f i n a n c i a l  and o th e r  resources a v a i l ­

ab le  f o r  implementa t ion  ( i n c l u d i n g  a d m i n i s t r a t i o n  and enforcement )  and the  

process o f  a l l o c a t i o n  o f  resources .

Standards ,  which are found in the  l e g i s l a t i o n s ,  r e g u l a t i o n s ,  gu ide ­

l i n e s ,  s ta tements  by p o l i c y  makers, news re leases  and p rocedures.  The 

va lue  o f  these standards  are :

These p o l i c y  s ta tements  t e l l  Fede ra l ,  S ta te  and local  implementors 
what i s  expected o f  them and i n d i c a t e  th e  amount o f  d i s c r e t i o n  
l e f t  open t o  them. P o l i c y  standards  a ls o  p ro v id e  ove rsee rs  w i t h  
t o o l s  o f  i n fe ren c e  and enfo rcement s ince  they  se t  l i m i t s  in the  
types  o f  a c t i v i t i e s  t h a t  are t o l e r a b l e  and on the  sanc t ion s  t h a t  
can be imposed f o r  d e v ia t i o n s . ^ ®

Communications are s i g n i f i c a n t  in t h a t :

P o l i c y  s tandards  cannot  be compl ied w i t h  un less  they a re  com­
municated w i t h  s u f f i c i e n t  c l a r i t y  so t h a t  implementors w i l l  know 
what is  re q u i red  o f  t h e m . ^

Enforcement i s  no t  a s imple  t a s k .  The most extreme form o f  e n fo rc e ­

ment, t h a t  which invo lves  the  c u t t i n g  o f f  o f  funds ,  is  r a r e l y  employed due 

t o  p o s s ib le  harmful consequences, e .g . -embar rassment  t o  t h e  Federal govern­

ment, damage t o  an a l l y ,  g ene ra t ing  Congressional  h o s t i l i t y .  Ins tead,  

o t h e r  forms o f  enforcement a re  u s u a l l y  employed. These forms in c lude :  

in c e n t i v e s  -  money, t e c h n ic a l  a s s is ta n c e ,  research  and s t a f f  a i d ;  co­

o p t a t i o n  and persuasion  -  th rough s o c i a l i z a t i o n  a c t i v i t i e s ;  and c o e rc ive

a c ts  -  e la b o ra te  r e p o r t i n g  and accoun t ing  systems, s i t e  v i s i t s ,  program

, + •  20 reviews and e v a l u a t i o n .

D i s p o s i t i o n  o f  implementors towards p o l i c y  i s  an e s s e n t i a l  f a c t o r .

The imp lementa t ion  o f  a p o l i c y  depends upon the  degree o f  suppo r t  f o r  the

21p o l i c y  and a t  what le v e l s  th e  suppo r t  e x i s t s  in the  agency.
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C h a r a c t e r i s t i c s  o f  the  implement ing agency e f f e c t  the  implementing

process.  The p r im a ry  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s  o f  the  implementing

a g e n c y ( ie s ) ,  e .g .  i t ’ s s t a t u s ,  whether i t  i s  an independent  body o r  a p a r t

o f  a l a r g e r  o r g a n i z a t i o n ,  and th e  degree o f  c e n t r a l i z a t i o n  o r  d e c e n t r a l i -

22za t ion ,  are im por tan t  f a c t o r s .

The Role o f  I n t e r e s t  Groups in the  Imp lementat ion Process

Of p a r t i c u l a r  importance t o  t h i s  paper i s  the  r o l e  o f  i n t e r e s t  groups

in the  imp lementa t ion  process.  As was suggested e a r l i e r ,  i n t e r e s t  groups

p lay  a key and s i g n i f i c a n t  r o le  in the  imp lementa t ion  process .  Rein and

R a b in o v i t z  note " t h a t  the  imp lementa t ion  phase o f  t h e  p o l i t i c a l  process

23is where p o l i c i e s  can be m od i f ied  t o  s u i t  i n d i v i d u a l  o r  group i n t e r e s t . "

The a t t i t u d e s  and p re fe rences  o f  these  groups e f f e c t  r e g u l a t i o n s ,  g u id e l i n e s  

and resource  d i s t r i b u t i o n .  These a u tho rs  c i t e  two i l l u s t r a t i o n s  t o  under­

l i n e  the  in f l u e n c e  o f  i n t e r e s t  groups:

When an agency owes i t ' s  e x i s te n c e  t o  o u t s i d e  i n t e r e s t . . . i t  has 
t o  pay s u b s t a n t i a l  a t t e n t i o n  t o  these  groups.  For example,  the  
o r i g i n  o f  env i ronmenta l  p o l i c y  as we l l  as i t ' s  a d m i n i s t r a t i o n  
through the  Environment P r o te c t i o n  Agency (EPA) developed o u t  o f  
the  very  p o l i t i c a l  movement t h a t  made envi ronmenta l  q u a l i t y  a 
p u b l i c  i ssue .  The agency,  as a r e s u l t ,  faced a c t i v i s t ,  in fo rmed,  
educated c o n s t i t u e n c e s  accounted f o r  i t ' s  ve ry  being .  T h e re fo re ,  
any o p p o s i t i o n  to  the  r e g u la t i o n s  t h a t  e x i s t  has come from o u t ­
s ide  i n t e r e s t s  a t tached  t o  o i l  and energy i n d u s t r i e s  which are 
in c o m p e t i t i o n  w i th  t h e  EPA.
— Cons ider  t h e  case o f  r e g u l a t i n g  th e  r a d i a t i o n  f rom power 
p l a n t s .  About  1971, a t  a t im e  when the  env i ronmenta l  lobby 
enjoyed a p o s i t i o n  o f  maximum in f l u e n c e  and power, th e  a u t h o r i t y  
t o  se t  s tandards  was assigned t o  the  Environment P r o te c t i o n  
Agency. The agency, in t u r n ,  se t  s t r i c t  s tandards f o r  i n d i v i d u a l  
p la n t s  and t r i e d  t o  i n te r v en e  a t  each s tep  in t h e  r a d i a t i o n  c y c le  
in o r d e r  t o  ensure  t h a t  n u c le a r  power pi  a r ts  were guard ing  a g a in s t  
the  p o t e n t i a l  dangers o f  r a d i a t i o n .  When th e  energy c r i s i s  l a t e r  
s h i f t e d  th e  source o f  power t o  the  p roducers  o f  energy,  th e  Nixon 
A d m i n i s t r a t i o n ,  w i t h o u t  a change in l e g i s l a t i o n ,  reassigned the  
r e s p o n s i b i l i t y  f o r  r a d i a t i o n  c o n t r o l  t o  t h e  Atomic Energy Com­
m iss ion ,  which presumably held  a more re la xed  a t t i t u d e  toward 
r a d i a t i o n  procedure .  4

I n t e r e s t  groups,  as was i n d i c a t e d ,  are th u s ,  in an im por tan t  p o s i t i o n
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t o  i n f l u e n c e  the  imp lementa t ion  p rocess.  T h e i r  a b i l i t y  t o  e f f e c t  the

process i s  determined by t h e i r  ac tua l  o r  pe rce ived  power,  t h e i r  cohes iveness ,

t h e i r  i n t e n s i t y  o f  i n t e r e s t  in a p o l i c y  and th e  degree t o  which th e  e x te rn a l

p a r t y  can e s t a b l i s h  a co op o e ra t ive  and harmonious work ing  r e l a t i o n s h i p

25w i t h  th e  government agency o r  bureau.

The R e la t i o n s h ip  o f  the  Imp lementa t ion Process t o  t h i s  Pro . ject

The essence o f  t h i s  p r o j e c t  was t o  o p e r a t i o n a l i z e  a l i m i t e d  so c ia l  

exper iment  th rough  which th e  s tu d e n t  cou ld  s t r u c t u r e  s p e c i f i c  a c t i v i t i e s  

o f  an i n t e r e s t  group ( th e  N a t iona l  Counci l  o f  Community Mental Hea l th  

Cen te rs ,  Inc.  and th e  Counci l  on Research and E v a lu a t i o n )  t o  i n f l u e n c e  

th e  imp lementa t ion  a c ts  o f  governmental  r e g u l a t o r s  -  the  N a t iona l  I n s t i t u t e  

o f  Mental Hea l th  and the  ten  A l c o h o l ,  Drug Abuse and Mental Hea l th  Admin­

i s t r a t i o n  Regional  O f f i c e s .  The focus o f  th e  p r o j e c t  was not  p r i m a r i l y  

d i r e c t e d  a t  the  process invo lved  in l e g i s l a t i o n  o r  g u i d e l i n e  development,  

s ince  in terms o f  t im in g  t h i s  had passed, bu t  were r a t h e r  d i r e c t e d  a t  the  

resource  a l l o c a t i o n ,  o v e r s i g h t  p rocess in g  stages and a t  the  communicat ion 

and enfo rcement p rocesses,  and a t t i t u d e s  and d i s p o s i t i o n s  o f  th e  implementors.  

The s p e c i f i c  na tu re  o f  the  p r o j e c t  and the  a c t i v i t i e s  invo lved  a re  d iscussed 

in a l a t t e r  s e c t i o n .
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CHAPTER I I I

BACKGROUND

Mandating Program Eva lua t ion  
in Community Mental Hea l th  Centers

Background

Program e v a lu a t i o n  requ irements  f o r  community mental h ea l th  cen te rs

are a new phenomenon. For th e  f i r s t  ten  years o f  the  CMHC program,

(1965-1975),  program e v a lu a t i o n  was no t  r e q u i red  o f  c e n te r s .  I t  was not

u n t i l  the  passage o f  P u b l i c  Law 94-63 ( T i t l e  I I I o f  which i s  e n t i t l e d  "The

Community Mental Hea l th  Center  Amendments") in J u l y  1975 was th e re  a

l e g i s l a t i v e  mandate o f  e v a l u a t i o n .

The lack o f  mandatory e v a l u a t i v e  a c t i v i t i e s  can p robab ly  be t ra ce d

t o  numerous f a c t o r s ,  e .g .  newness o f  program, lack  o f  manpower, bu t  a lso

t o  t h e  lack o f  NIMH i n t e r e s t .  Chu and T r o t t e r ,  in  a study  conducted by

the  Ralph Nader sponsored-Cente r  f o r  Responsive Law, w r i t e :

Perhaps the  fundamental reason t h a t  NIMH d id  not  begin e v a lu a t i o n  
e f f o r t s  on i t ' s  own i n i t i a t i v e  i s  t h a t  e v a lu a t i o n  does no t  serve 
the  I n s t i t u t e ' s  b u r e a u c r a t i c  s e l f  i n t e r e s t s . ^

These a u tho rs  suggest  t h a t  NIMH's m o t i v a t i o n  lay in t h e  expansion

o f  t h e  CMHC program and t h a t  o t h e r  a c t i v i t i e s  were seen as e i t h e r  secondary

2
o r  d e t r im e n ta l  t o  t h a t  g o a l .

A number o f  general  t re nds ,  t o g e t h e r  w i t h  s p e c i f i c  e ven ts ,  led t o  a

change in d i r e c t i o n  in r e l a t i o n  t o  e v a l u a t i o n .  By th e  e a r l y  1970's,  i n ­

c rea s ing  a t t e n t i o n  was being focused on th e  c o s t  and on th e  e f f e c t i v e n e s s  

o f  h ea l th  and mental h e a l th  programs. In c o n t r a s t  t o  th e  atmosphere

14
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su r round ing  th e  even ts  o f  the  mid 6 0 ' s  w i th  i t ' s  enactment o f  heralded 

s o c ia l  programs, e .g .  Medicare,  Med ica id ,  the  war on p o v e r t y ,  t h e  70 's  

marked a pe r io d  o f  c o s t  consciousness and s k e p t i c i s m .  The q u e s t io n :

How much worth  are we g e t t i n g  f o r  o u r  buck? became commonplace. Th is  

ques t ion  was o f t e n  t r a n s l a t e d  i n t o  l e g i s l a t i v e  o r  r e g u la t o r y  requ irements  

f o r  so c ia l  programs t o  demonstrate t h e i r  e f f e c t i v e n e s s .

In a d d i t i o n  t o  t h i s  general  t r e n d ,  the  lack  o f  program e v a lu a t i o n

in CMHC's was noted and h e a v i l y  c r i t i c i z e d  in two w id e ly  read re p o r t s

issued by i n f l u e n t i a l  o r g a n i z a t i o n s .  The Ralph Nader sponsored Center

f o r  the  Study o f  Responsive Law issued,  in the  l a t t e r  p a r t  o f  1972, a

r e p o r t  on CMHC's. T h is  r e p o r t  h e a v i l y  c r i t i c i z e d  the  f a i l u r e  t o  implement

CMHC programs t h a t  met the  s ta te d  goa ls  and scored the  lack o f  e v a lu a t i o n

in c e n te rs .  In i t ' s  c r i t i c i s m ,  th e  r e p o r t  t o o k  both NIMH and Centers t o

t a s k  f o r  t h i s  lack .  The r e p o r t  concluded w i th  a s e r ie s  o f  recommendat ions,

among which was the  f o l l o w i n g  sugges t ion :

Each Cente r  should be re q u i re d  t o  e s t a b l i s h  an ongoing program o f  
e v a lu a t i o n  s t a t i n g  not  o n l y  i f  the  y e a r l y  goa ls  s p e c i f i e d  are 
reached,  bu t  a l s o  a l l  p o s s ib le  aspects  o f  t h e  C e n te r ' s  o p e ra t io n  
( i n c l u d i n g  a q u a l i t y  o f  ca re ,  a d m i n i s t r a t i v e  e f f i c i e n c y ,  e t c . )  
. . . R e s u l t s  o f  t h i s  ongoing e v a lu a t i o n  should be pub l i shed  y e a r l y  
and d i s t r i b u t e d  t o  the  Community.^

The Nader study was s h o r t l y  f o l l o w ed  by a r e p o r t  by th e  U.S.

C o m p t ro l l e r  General -  General Account ing  O f f i c e  on the  CMHC program.

(August 1974) Th is  r e p o r t  s t r o n g l y  c r i t i c i z e d  CMHC's f o r  the  lack o f  

adequate management, both programmat ic and f i n a n c i a l ,  and the  f a i l u r e  t o  

develop program e v a lu a t i o n  a c t i v i t i e s .  The GAO r e p o r t  a l s o  s t r o n g l y
4

s t re ssed  the  need t o  improve performance in these  areas.

Congress,  th rough  the  forement ioned s tu d ie s  and o t h e r  i n p u t ,  became 

aware o f  th e  need t o  change th e  CMHC program.
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P u b l i c  Law 94-63 T i t l e  I I I—The Community Mental Hea l th  Cente r  Amendments

The v e h i c l e  which became a major  source o f  change as r e l a t e s  t o  CMHC’ s 

requ irem ents  in t h e  areas o f  c l i n i c a l ,  c o n s u l t a t i o n  and a d m i n i s t r a t i v e  

s e rv ic e s  was P u b l i c  Law 94-63 T i t l e  I I I  o f  which i s  known as th e  Community 

Mental Hea l th  C e n te r ’ s Ac t .  P u b l i c  Law 94-63 became th e  " law  o f  land" in  

J u l y  1975 a f t e r  i t  was passed over  P r e s id e n t i a l  ve to .  The Community Mental 

Hea l th  Center  amendment mandated program e v a lu a t i o n  a c t i v i t i e s  in uncharac­

t e r i s t i c  ( f o r  t h i s  type  o f  l e g i s l a t i o n )  d e t a i l .  For Centers  r e c e i v i n g  

funds under PL94-63,  th e  law s p e c i f i e d  the  f o l l o w i n g  requ irem ent :

. . . a n  e f f e c t i v e  procedure  f o r  d eve lo p ing ,  c o m p i l i n g ,  e v a l u a t i n g  
and r e p o r t i n g  t o  the  Sec re ta ry  (HEW) s t a t i s t i c s  and o t h e r  i n f o r ­
mat ion (which th e  S ec re ta ry  s h a l l  p u b l i s h  and d issem ina te  on a 
p e r i o d i c  bas is  and which the  c e n te r  s h a l l  d i s c lo s e  a t  l e a s t  
a n n u a l l y  t o  the  general  p u b l i c )  r e l a t i n g  t o  (a)  the  c o s t  o f  the  
C e n te r ’ s o p e ra t i o n  (b)  the  p a t t e r n s  o f  use o f  i t ’ s s e rv i c e s  (c )  
the  a v a i l a b i l i t y ,  a c c e s s i b i l i t y  and a c c e p t a b i l i t y  o f  i t ' s  s e r ­
v ice s  (d)  t h e  impact  o f  i t ' s  s e rv ic e s  upon the  mental h e a l th  o f  
■the re s id e n t  o f  i t ’ s catchment a r e a . . .

. . . s u c h  community mental h e a l th  c e n te r  w i l l ,  in c o n s u l t a t i o n  w i t h  
the  r e s id e n t  o f  i t ' s  catchment a rea,  rev iew i t ' s  program o f  s e r ­
v i c e s ,  and the  s t a t i s t i c s  and o th e r  in fo rm a t io n  r e f e r r e d  t o  
(ab ove ) .

. . . I n  each f i s c a l  year f o r  which a community mental h e a l th  c e n te r
re ce ives  a g r a n t    such a c e n te r  s h a l l  devote ,  f o r  a program
o f  c o n t i n u in g  evaluat ion o f  the  e f f e c t i v e n e s s  o f  i t ' s  program in 
s e rv in g  the  needs o f  th e  re s id e n t s  o f  i t ' s  catchment area and 
f o r  a rev iew o f  th e  q u a l i t y  o f  the  s e rv ic e s  p rov ided  by the  
Center ,  no t  less than an amount equal t o  2 per  centum o f  the  
amount o b l i g a t e d  by the  c e n te r  in the  p reced ing f i s c a l  yea r  f o r  
i t ' s  o p e r a t i n g  expenses.

. . . A  c e n te r  s h a l l  have e s ta b l i s h e d  in accordance w i t h  the  regu­
l a t i o n  p re s c r ib e d  by th e  S e c r e ta r y . . .an ongoing q u a l i t y  assurance 
program ( i n c l u d i n g  u t i l i z a t i o n  and peer rev iew s ys tem s ) re sp ec t in g  
the  C e n te r ' s  s e r v i c e s . ^

The law a l s o  mandated a r o l e  f o r  the  Na t iona l  I n s t i t u t e  o f  Mental 

Hea l th  in h e lp in g  C e n te r ' s  improve t h e i r  management and e v a l u a t i o n  capa­

b i l i t i e s .  The l e g i s l a t i o n  mandated t h a t  NIMH was t o  p ro v ide  t e c h n i c a l  

a s s is ta n c e  t o  C e n te r ' s  on management issues i n c l u d i n g  e v a l u a t i o n .  The
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law s ta te d :

Not  more than 2 per  centum o f  the  t o t a l  amount a p p ro p r ia te d  under 
(CMHC budget  amount) f o r  any f i s c a l  year  s h a l l  be used by the  
Sec re ta ry  t o  p ro v id e ,  d i r e c t l y  th rcdgh  the  Department ,  te c h n ic a l  
a s s is ta n c e  f o r  program management and f o r  t r a i n i n g  in program 
management t o  community mental he a l th  c e n t e r s . ^

G u id e l in e s  f o r  Program E va lua t ion

The enactment o f  l e g i s l a t i o n  is  but  the  i n i t i a l  s tep  in the  process 

o f  t r a n s l a t i n g  law in t o  a c t i o n s .  The t r a n s l a t i o n  o f  the  program e v a lu a t i o n  

mandates o f  P u b l i c  Law 94-63 i n t o  a c t i o n  re q u i re d  the  NIMH develop gu ide ­

l i n e s .  The g u i d e l i n e s  o p e r a t i o n a l l y  d e f in e  the  law i n t o  s p e c i f i c  tasks  

which a re  re q u i re d  o f  g rantees  t o  comply w i t h  Federal s tandards .  G u ide l in e s  

a l s o  serve as t o o l s  f o r  educa t ion  and a c c o u n t a b i l i t y  f o r  g rantees  and the  

g r a n t i n g  agency. Dav is ,  Windle and S h a r f s t e i n ,  in d is c u s s in g  th e  CMHC 

Program E va lua t io n  G u id e l in e s ,  d e f i n e  t h a t  f u n c t i o n  as f o l l o w s :

The va lue  o f  g u id e l i n e s  i s  determined by t h e i r  a p p ro p r ia te n e ss .  
G u id e l in e s  c a r r y  an inh e ren t  s i g n i f i c a n c e  in f u r t h e r i n g  the  i n ­
t e n t i o n  o f  Congress in the  use o f  Federal funds.  Beyond t h a t ,  
they  can c o n t r i b u t e  t o  the  a t ta in m e n t  o f  s tandards  f o r  program 
e v a lu a t i o n  t h a t  should help  bear b e n e f i c i a l  f r u i t . ^

The g u i d e l i n e s  were developed o ve r  a p e r iod  o f  two years by NIMH.

Dur ing  these  two years ,  ove r  500 persons and o r g a n i z a t i o n s  were co n s u l te d ,
Q

i n c l u d i n g  the  Na t iona l  Counc i l  o f  CMHC’ s. The g u i d e l i n e s  went th rough 

numerous d r a f t s  and r e v i s i s i o n s ,  however, even w h i l e  in  d r a f t  form, they  

were u t i l i z e d  as temporary s tandards .

The f i n a l  g u i d e l i n e s ,  which have become th e  o p e r a t i o n  s tandards  by 

which NIMH and the  ADAMHA Regional O f f i c e s  can measure the  degree o f  com­

p l i a n c e  by CMHC's, con ta ined  the  f o l l o w i n g  s p e c i f i c a t i o n s :

S t a f f i n q - 1n o r d e r  t o  focus  r e s p o n s i b i l i t y  and f a c i l i t a t e  communi­
c a t i o n ,  each c e n te r  shouId a pp o in t  one person t o  c o o rd in a te  
e v a lu a t i o n  e f f o r t s  and r e p o r t s ,  g i v i n g  him o r  her  means t o  c o n s u l t  
w i t h  c e n te r  dec is ion -m ake rs  in p lann ing  f o r  changes i n d ic a te d  as 
d e s i r a b le  on the  bas is  o f  e v a l u a t i o n s ,  cons ide red  w i t h  o th e r  
f a c t o r s .  The persons who conduct  the  c e n t e r ' s  program e v a l u a t i o n . . .  
should be q u a l i f i e d  by t r a i n i n g  and /o r  expe r ie nce  t o  do so 
e f f e c t i v e l y .
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In fo rm a t io n  C apab i1i t y - The c a p a b i l i t y  t o  c o l l e c t  and i n t e g r a t e  
data on c l i e n t s ,  s t a f f ,  funds and se rv ic e s  d e l i v e r e d  i s  bas ic  
t o  program e v a lu a t i o n  a l thou gh  the  r o u t i n e  o p e ra t i o n  o f  such 
in f o r m a t i o n  systems i s  no t  i t s e l f  program e v a l u a t i o n . . .T h is  
management i n fo r m a t io n  system shou ld ,  as a minimum, p rov ide  
data f o r  th e  annual s t a t i s t i c a l  r e p o r t ,  t he  in v e n to ry  o f  com­
prehens ive  CMHC’ s, r e q u i re d  o f  a l l  o p e r a t i n g  c e n te r s .  The 
s t a t i s t i c s  in the  annual r e p o r t  p ro v ide  a bas is  f o r  c e n te r  
e v a lu a t i o n  when used t o  assess movement toward th e  f u l f i l l m e n t  
o f  a C e n te r ' s  o b j e c t i v e s  and goa ls  o r  o th e r  v a lu a b le  c r i t e r i a . ^ ®

Content  Focuses

(a)  Cost o f  O p e r a t i o n - The e s t im a te  c o s t  o f  the  c e n t e r  o p e r a t i o n . . .  
I d e a l l y  t h i s  should be c a l c u la t e d  f o r  episodes o f  d i r e c t
and i n d i r e c t  s e r v i c e  on th e  Center  as a whole and f o r  u n i t s  
o f  major  types  o f  s e r v i c e s .

(b)  Use o f  S e r v i c e - The numbers and r a te s  o f  catchment area r e s i ­
dents use o f  the  C e n te r ' s  s e r v i c e ,  by e lement o f  s e rv i c e  and 
c l i e n t s  age,  sex,  f a m i l y  income, race and geograph ic  sub a rea.

(c )  A v a i l a b i l i t y ,  A c c e s s i b i l i t y  and A c c e p t a b i l i t y

(1)  A v a i l a b i I i t y - t h e  amount o f  v a r io u s  types  o f  s e r v i c e  per 
1000 catchment area r e s id e n t s .

(2)  A c c e s s i b i I i t y -

( I )  Temporal -days and hours c e n t e r ' s  a re  open f o r  
admi ss ion .

( I I )  Geographic a c c e s s i b i I i t y .

( I l l )  F in a n c ia l  a c c e s s i b i I i t y - a b s e n c e  o f  dete rment 
b a r r i e r s  t o  t r e a tm e n t  r e s u l t i n g  f rom fees.

( IV )  P sycho log ica l  and

(V) S o c i o c u l t u r a l  a c c e s s i b i I i t y - c I i m a t e  o f  acceptance,  
respec t  and unders tand ing  a t  th e  c e n te r .

(3)  A c c e p t a b i l i t y  o f  S e r v i c e s - p r e d i l e c t i o n  t o  use o f  s e rv ic e .

(d) Impac t-The impact  o f  c e n t e r  s e rv ic e s  on th e  mental h e a l th  and
r e la t e d  problems o f  t h e  r e s i d e n t s  o f  the  catchment a rea ,  t h e i r
f a m i l i e s  and f r i e n d s  and,  t o  the  e x te n t  t h a t  reasonable  e s t im a tes  
are  p o s s i b l e ,  t h e i r  n e igh bo rs ,  employers,  o t h e r  c a r e - g i v i n g  
agencies and the  general  p u b l i c .

(e)  O ther M a t t e r s -

(1)  The c e n t e r  should a l s o  co n s id e r  the  impact  o f  i t ' s
i n d i r e c t  c o n s u l t a t i o n  and educa t ion  s e rv i c e s  in 
a t t a i n i n g  program g oa ls .
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(2) Awareness o f  s e rv ic e .

(3) The e f f e c t i v e n e s s  in reduc ing  u nap p rop r ia te  i n s t i t u -  
t i o n a I i  za t  i o n .  ̂ ^

Ci t i z e n  Review and Response

Each Center  i s  re q u i re d  t o  p lan  and c a r r y  o u t  a procedure a t  
l e a s t  a n n u a l l y  f o r  formal  rev iew o f  in fo r m a t io n  d e r ived  f rom 
e v a l u a t i o n  e f f o r t s .  The formal rev iew must be conducted in 
c o n s u l t a t i o n  w i th  the  r e s id e n t s  o f  i t ’ s catchment area and 
should in v o lv e  an open, announced p u b l i c  f o ru m . . .T h e  c e n t e r ’ s 
procedures  t o  in v o lv e  catchment area r e s id e n ts  in e v a lu a t i o n  
should inc lude  (a)  p u b l i c i t y  (b) p r o v i s i o n  o f  b r i e f  summaries 
o f  the  e v a l u a t i o n  r e p o r t . . . ( c )  making cop ies  o f  th e  annual 
e v a l u a t i o n  r e p o r t  a v a i l a b l e  t o  the  p u b l i c  i n s p e c t io n  and (d) 
r e c o rd in g  sugges t ions  and e v a lu a t i o n s  by catchment area r e s i d e n t s . ^

Annual E v a lu a t io n  Report

A nn ua l ly  each c e n te r  must prepare an e v a lu a t i o n  r e p o r t  as re q u i re d  
i n v o l v i n g  the  c e n te r  board t o  the  e x te n t  the  board i s  a b le ,  t o  
be a v a i l a b l e  as a separa te  document and a l s o  submit ted  as p a r t  
o f  a d d i t i o n a l  g r a n t  a p p l i c a t i o n s . ^

These G u id e l in e s  a lso  d iscuss  the  s u b je c t  o f  Techn ica l  A ss is tance

and no tes :

Several e f f o r t s  t o  a s s i s t  Centers t o  develop usefu l  program e v a l ­
u a t io n  have been mandated by Congress in the  CMHC Act  and are 
being implemented by the  NIMH and DHEW Regional O f f i c e s .  Program 
E v a lua t io n  i s  among the  t o p i c s  f o r  which spec ia l  t e c h n i c a l  a ss is tan ce  
suppor t  i s  p rov ide d .  Centers  should make t h e i r  needs known t o  
t h e i r  Regional  O f f i c e .  Fur thermore,  mental h e a l th  s e rv ic e s  
research g ra n ts  and \% program e v a lu a t i o n  c o n t r a c t s  c o n t in u e  t o  
develop e v a lu a t i o n  methods.

An I n t r o d u c t i o n  t o  t h e  " A c to r s "

The review o f  the  law, g u i d e l i n e s  and the  h i s t o r i c a l  development have 

p rov ided  us w i t h  a " f ramework o r  s tage s e t . "  The rev iew a l s o  p rov ide s  some 

o u t l i n e s  as r e l a t e s  t o  the  goa ls  and tasks  f o r  the  p r o j e c t  which a re  d i s ­

cussed in t h e  l a t t e r  s e c t i o n s .  The law and g u i d e l i n e s  do n o t  p rov ide  us 

w i t h  s u b s ta n t i v e  in f o r m a t i o n  as t o  t h e  key a c to r s  and t h e i r  r o l e s  in th is ,  

p r o j e c t  (melodrama).  In t h e  f o l l o w i n g  s e c t i o n s ,  the  "key a c to r s " - C e n t r a I  

O f f i c e  o f  the  Na t iona l  I n s t i t u t e  o f  Mental H e a l th ,  th e  Regional  ADAMHA 

(DHEW) O f f i c e s ,  the  Na t io na l  Counc i l  o f  Community Mental Hea l th  Centers
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(NCCMHC), and the  Counci l  on Research and E va lua t io n  o f  the  Nat iona l  

Counci I, and t h e i r  r o l e s  are exp lo red .

Na t iona l  I n s t i t u t e  o f  Mental Hea l th  

Background and H i s t o r i c a l  Development

The Nat iona l  I n s t i t u t e  o f  Mental Hea l th  (NIMH) i s  t h a t  agency o f  the 

Federal government t h a t  has p r imary  r e s p o n s i b i l i t y  f o r  deve lop ing  and 

implementing p o l i c y  in the  area o f  mental h e a l th .

The I n s t i t u t e  was e s ta b l i s h e d  in 1947 as a d i r e c t  r e s u l t  o f  the

passage o f  the  Na t io na l  Mental Hea l th  Act  o f  1946. I t ’ s e s s e n t ia l  t a sks

were de f in ed  as f o l l o w s :

. . . t o  be a c t i v e l y  invo lved  in the  areas o f  research ,  demon­
s t r a t i o n ,  c o o r d in a t i o n ,  t r a i n i n g  and a s s is ta n c e  t o  s t a te s  in 
the  use o f  the  most e f f e c t i v e  methods o f  p re v e n t io n ,  d iagn os is  
and t re a tm e n t  o f  p s y c h i a t r i c  d i s o r d e r s . ^

Through the  pe r iod  o f  1947 u n t i l  1963, NIMH was concerned a lmost  e x c l u s i v e l y

w i t h  t r a i n i n g  and research .  The r o l e  o f  the  I n s t i t u t e  changed d r a m a t i c a l l y

w i t h  the  passage o f  the  Community Mental Hea l th  Centers Act  o f  1963. That

a c t  des ignated NIMH as being re sp o n s ib le  f o r  the  development,  imp lementa t ion

and ongoing s u p e rv is io n  o f  the  CMHC program.

Present  Func t ions

O r g a n i z a t i o n a l l y  a t  the  p resen t  t im e ,  NIMH i s  one o f  the  t h r e e  d i v i s i o n s  

under the  A l c o h o l ,  Drug Abuse and Mental Hea l th  A d m in i s t r a t i o n  (ADAMHA) 

which i s  p a r t  o f  the  P u b l i c  Heal th  Serv ice  under the  umbre l la  o f  the  Depart ­

ment o f  H ea l th ,  Educat ion and We l fa re .  The budget  o f  NIMH i s  579 m i l l i o n  

d o l l a r s  o f  which 269 m i l l i o n  o r  46$ i s  f o r  fund ing  o f  CMHC’ s,  112 m i l l i o n  

f o r  research,  84 m i l l i o n  f o r  t r a i n i n g ,  7? m i l l i o n  f o r  community support  

programs, 76 m i l l i o n  f o r  St .  E l i z a b e t h ' s  H o sp i ta l  and 30 m i l l i o n  f o r  NIMH 

s t a f f  f u n c t i o n s . ^  I t ' s  c e n t r a l  headquarte rs  a re  in R o c k v i l l e ,  Mary land.

The c u r r e n t  purpose and f u n c t i o n  o f  the  agency i s  de f in ed  in i t ' s
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Handbook (1977) as f o l l o w s :

Prov ides  le a d e rsh ip ,  p o l i c i e s ,  and goa ls  f o r  the  Federal e f f o r t  
in the  promot ion  o f  mental h e a l t h ,  the  p re ven t io n  and t re a tm e n t  
o f  mental i l l n e s s ,  and the  r e h a b i l i t a t i o n  o f  a f f e c t e d  i n d i v i d u a l s .
In c a r r y i n g  o u t  these r e s p o n s i b i l i t i e s ,  the  I n s t i t u t e :  (1)  Con­
ducts and supports  research on the  b i o l o g i c a l ,  p s y c h o lo g i c a l ,  
s o c i o l o g i c a l ,  and e p id e m io lo g ic a l  aspects  o f  mental hea l th  and 
i l l n e s s ;  (2)  supports  th e  t r a i n i n g  o f  p ro fe s s io n a l  and pa rap ro -  
fe s s io n a l  personnel  in the  promotion o f  mental h e a l th  and the  
p reven t io n  and t re a tm e n t  o f  mental i l l n e s s ;  (3)  conducts and 
supports  research on the  development and improvement o f  mental 
h e a l th  s e rv i c e s  d e l i v e r y ,  a d m i n i s t r a t i o n ,  and f i n a n c in g  and 
suppor ts  mental h ea l th  s e rv ic e s  programs and p r o j e c t s  in c lu d in g  
f a c i l i t i e s  c o n s t r u c t i o n  as a p p r o p r i a t e ;  (4) c o l l a b o r a t e s  w i t h  
and p rov ides  t e c h n ic a l  a s s is tan c e  t o  S ta te  a u t h o r i t i e s  and 
Regional O f f i c e s ,  and suppor ts  S ta te  and community e f f o r t s  in 
p la nn in g ,  e s t a b l i s h i n g ,  m a in ta in in g ,  c o o r d in a t i n g  and e v a lu a t i n g  
more e f f e c t i v e  mental h e a l t h  programs; (5)  c o l l a b o r a t e s  w i t h ,  
p rov ide s  a s s is ta n c e  t o ,  and encourages o th e r  Federal agenc ies ,  
n a t i o n a l ,  f o r e i g n ,  S ta te  and loca l  o r g a n i z a t i o n s ,  h o s p i t a l s ,  and 
v o lu n t e e r  groups t o  f a c i l i t a t e  and extend programs t o  promote 
mental h e a l t h  and p reven t  mental i l l n e s s ,  and f o r  the  ca re ,  
t r e a tm e n t ,  and r e h a b i l i t a t i o n  o f  m e n ta l l y  i l l  persons;  (6) 
c a r r i e s  o u t  a d m i n i s t r a t i v e  and f i n a n c i a l  management, p o l i c y  
development,  p lann ing  and e v a lu a t i o n  and p u b l i c  i n fo rm a t ion  
f u n c t i o n s  which are  re q u i re d  t o  implement such programs; (7)  
ex e rc is e s  a d m i n i s t r a t i v e  and p o l i c y  o v e r s i g h t  f o r  the  o p e ra t io n  
o f  S a in t  E l i z a b e t h ’ s H o s p i t a l . ^

Desp i te  t h e  numerous r e s p o n s i b i l i t i e s  l i s t e d ,  NIMH's most im por tan t  

t a s k ,  o p e r a t i o n a l l y  and p o l i t i c a l l y ,  i s  t o  supe rv ise  the  CMHC program.

Aside  f rom the  importance o f  the  CMHC program t o  th e  o v e r a l l  NIMH program, 

the  f a c t  i s  t h a t  the  CMHC program p rov ides  NIMH w i t h  i t ’ s major  v e h i c l e  

f o r  i n t e r f a c e  w i t h  l e g i s l a t i v e  o r g a n i z a t i o n s ,  p r o fe s s io n a l s  and p ro fe s s io n a l  

o r g a n i z a t i o n s  and th e  p u b l i c  a t  la rg e .  T h is  p o i n t  needs f u r t h e r  e la b o r a t i o n .  

NIMH’ s research and t r a i n i n g  e f f o r t s ,  a l though  e x te n s i v e ,  are p r i m a r i l y  

v e h i c l e s  f o r  c o n ta c t  w i t h  t h e  p r o fe s s io n a l  and academic communi t ies .  The 

CMHC program, and t h e r e  a re  a pp rox im a te ly  650 CMHC's s e rv in g  o ve r  1/3 o f  

t h e  c o u n t r y ,  in v o lv e s  NIMH d i r e c t l y  w i th  th e  p u b l i c  and, as a r e s u l t ,  w i t h  

Congress,  c i t i z e n ' s  groups and o r g a n i z a t i o n s .

NIMH; O ve ra l l  O rg an iza t io n

The I n s t i t u t e  i s  a v e ry  complex o r g a n i z a t i o n  w i t h  numerous d i v i s i o n s
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and bureaus.  The c o m p lex i ty  o f  t h i s  s t r u c t u r e  can be seen by the  o r g a n i ­

z a t i o n a l  c h a r t  on the  nex t  page. In rev ie w in g  t h i s  c h a r t ,  i t  i s  q u i t e  

obv ious  t h a t  many o f  i t ’ s d i v i s i o n s  have l i t t l e  o r  no re le vancy  t o  the  

CMHC program o r  CMHC program e v a lu a t i o n  a c t i v i t i e s .  I t  i s  f o r  t h a t  reason 

t h a t  th e y ,  f o r  the  purposes o f  t h i s  paper,  w i l l  be ignored .  The paper 

w i l l  focus  on those d i v i s i o n s  t h a t  have im p o r ta n t  r e s p o n s i b i l i t i e s  f o r  

CMHC and program e v a l u a t i o n .

F igu re  1 desc r ibes  th e  o v e r a l l  o r g a n i z a t i o n  o f  the  Na t iona l  I n s t i t u t e  

o f  Mental H ea l th .
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The NIMH D iv i s i o n s  Relevant  t o  CMHC's and t o  Program E va lua t ion

In F igure  2 below, the  key d i v i s i o n s  and branches o f  NIMH t h a t  have 

re levance  t o  CMHC program e v a lu a t i o n  a re  i d e n t i f i e d .

FIGURE 2

DIVISIONS AND BRANCHES OF THE 
NATIONAL INSTITUTE OF MENTAL HEALTH* 
RELEVANT TO CMHC PROGRAM EVALUATION
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O f f i c e  o f  the  D irec to r-N IM H

The O f f i c e  o f  the  D i r e c t o r  has the  f o l l o w i n g  r e s p o n s i b i l i t i e s :

A. p ro v id e s  le a d e rs h ip ,  d i r e c t i o n  and p o l i c y  in the  development
o f  the  I n s t i t u t e  g o a ls ,  p r i o r i t i e s ,  p o l i c i e s  and p r o g r a m s . . . ,  
and serves as the  s o c ia l  p o i n t  f o r  the  Department 's  e f f o r t s
in mental h e a l th  and i l l n e s s ;

B. p ro v ide s  o v e r a l l  program c o o r d in a t i o n ;
C. conducts  and c o o r d in a te s  I n s t i t u t e  in te rag ency ,  i n t e r c o o r ­

d i n a t i o n  a n d . . . i n c l u d i n g  l i a i s o n  w i t h  Regional  O f f i c e s ;
D. assesses the  impact  o f  I n s t i t u t e  programs;
E. p ro v ide s  suppo r t  t o  t h e  I n s t i t u t e  in v a r io u s  areas o f  ad­

m i n i s t r a t i v e  management and in program development,  p o l i c y  
a n a l y s i s  and l e g i s l a t i v e  a n a l y s i s . ™

I t  i s  due t o  i t ' s  prominence in p o l i c y  making t h a t  the  O f f i c e  o f  the

D i r e c t o r  i s  im p o r ta n t .  O p e r a t i o n a l l y ,  d u r in g  th e  l a s t  ye a r ,  th e  O f f i c e

has been u n s e t t l e d .  The lo ng - te rm  D i r e c t o r  was, f o r  many months, o u t  o f

f a v o r  w i t h  the  Sec re ta ry  o f  HEW and f i n a l l y  fo rced  t o  res ig n  in January 1978.

The I n s t i t u t e  has, f o r  t h e  l a s t  s i x  months, opera ted  w i t h  a temporary

Di r e c t o r .

O f f i c e  o f  Program Development and A n a ly s is

The O f f i c e  o f  Program Development and A n a ly s is  i s  d i r e c t l y  under the

D i r e c t o r  o f  NIMH and is  p a r t  o f  the  l a r g e r  O f f i c e  o f  D i r e c t o r .  I t ' s  general

r e s p o n s i b i l i t i e s  a re  as f o l l o w s :

A. develop program p lans  and m on i to rs  progress  towards e s ta b -  
I i  shed o b j e c t i  ves;

B. ana lyzes  program p o l i c y  and a c t i v i t i e s  and develops recom­
mendations f o r  c r i t i c a l  program change;

C. deve lops I n s t i t u t e  program e v a lu a t i o n  p o l i c y  and p lans  and 
i n i t i a t e s  p roposa ls  f o r ,  and p a r t i c i p a t e s  i n ,  program e v a l u a t i o n ;

D. deve lops data requ irem ents  p e r t i n e n t  t o  p lann ing  and e v a l u a t i n g  
program a c t i v i t i e s . ^

With t h i s  O f f i c e ,  the  key branch i s  the  Program A n a ly s i s  and E va lua t ion

Branch. The Branch has t h e  f o l l o w i n g  r e s p o n s i b i l i t i e s :

A. develops a system f o r  a n a ly s i s  o f  t h e  I n s t i t u t e ' s  programs 
and p repares  r e p o r t s  r e f l e c t i n g  program s t a t u s ;

B. deve lops I n s t i t u t e  program e v a l u a t i o n  p o l i c y  and s t r a t e g y  
f o r  u t i l i z i n g  e v a l u a t i o n  funds;

C. c o o r d in a te s  th e  development o f  an annual I n s t i t u t e  program 
e v a l u a t i o n  p lan which inc ludes  s p e c i f i c a t i o n s  f o r  c o n t r a c t  
s t u d ie s ;
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D. m on i to rs  e v a lu a t i o n  c o n t r a c t s  f rom i n i t i a t i o n  t o  t e r m in a t i o n  
and takes a c t i o n  t o  in su re  t h a t  accepted e v a lu a t i o n  study  
recommendations are implemented;

E. serves as an in fo rm a t io n  resource f o r  the  p lann ing  f u n c t i o n  
and o th e r  I n s t i t u t e  a c t i v i t i e s ;

F. i n t e g r a t e s  data f rom research  programs, program a n a l y s i s ,  
program e v a lu a t i o n  and b io m e t r i c  surveys and o th e r  sources 
f o r  the  p re p a ra t io n  o f  majo r  re p o r t s  w i t h  s i g n f i c a n t  p o l i c y
i m p l i c a t i o n s . " ^

The O f f i c e  o f  Program Development and A n a l y s i s ,  and e s p e c i a l l y  the  

Program A n a ly s is  and Eva lua t io n  Branch, p lay  a key r o l e  as r e l a t e s  t o  p ro ­

gram e v a l u a t i o n .  As a f a c t o r  o f  i t ' s  l o c a t i o n  in the  O f f i c e  o f  the  D i r e c t o r  

o f  NIMH, t h i s  group has an i n f l u e n t i a l  r o le  in h e lp in g  t o  determine NIMH 

p o l i c y  and program e v a lu a t i o n  a c t i v i t i e s .  The Program A n a ly s is  and Evalu­

a t i o n  Branch has a s i g n i f i c a n t  r o l e  in p lann ing  the  issues r e l a t e d  in CMHC 

s e rv ic e s  which w i l l  be s tud ie d  on a n a t io n a l  bas is .  I t  prepares Request 

f o r  Proposa ls  (RFP's) f o r  these c o n t r a c t s  t o  study p r i o r i t y  issues.  Based 

upon study r e s u l t s ,  i t  o f t e n  p repares recommendations f o r  p o l i c y  a c t i o n .  

D i v i s i o n  o f  Manpower and T r a in i n g  Programs

Th is  d i v i s i o n  has the  f o l l o w i n g  f u n c t i o n :

A. p lans ,  a d m in i s te r s ,  and suppo r ts  programs in the  p la n n in g ,  
development,  t r a i n i n g  and u t i l i z a t i o n  o f  mental h e a l th  man­
power t o  meet mental h ea l th  s e r v i c e  d e l i v e r y  system and 
research n e e d s . . . ;

B. c o l l e c t s  and ana lyzes data  and conducts s t u d ie s  r e l a t e d  t o  
na t io nw id e  p e rs p e c t i v e s  and needs rega rd in g  mental h ea l th  
manpower p la n n in g ,  t r a i n i n g ,  development and u t i l i z a t i o n . ^

The D i v i s i o n  in c lude s  a P s y c h ia t r y  Educa t ion  Branch, Psychology Educat ion

Branch, Soc ia l  Work Educat ion Branch,  P s y c h i a t r i c  N u rs in g  Educat ion Branch,

Mental Hea l th  Research Manpower Development Branch,  Manpower and A n a l y t i c
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Stud ie s  Branch, and th e  Vestermark Center  f o r  Manpower Development.

The Manpower and T r a in i n g  D i v i s i o n  has some importance t o  e v a lu a t i o n  

due t o  the  f a c t  i t  c u r r e n t l y  p rov ides  some f i n a n c i a l  support  t o  e v a lu a t i o n  

t r a i n i n g  programs, e .g .  Columbia U n i v e r s i t y  School o f  P u b l i c  H e a l th ,  F lo r i d a  

S ta te  U n i v e r s i t y ,  U n i v e r s i t y  o f  Oregon. The p resen t  support  is  l i m i t e d ,  but
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i t  could  suppo r t  o th e r  p r o j e c t s  t o  t r a i n  mental h e a l th  e v a l u a t o r s .  

D i v i s i o n  o f  B iometry  and Epidemiology

The d i v i s i o n  has th e  f o l l o w i n g  general  f u n c t i o n s :

A. adv ises  and a s s i s t s  in th e  development o f  b i o s t a t i s t i c a l  
and o t h e r  s t a t i s t i c a l  a n a ly s i s  programs in the  o p e r a t i n g  
components o f  NIMH and th e  o th e r  ADAMHA I n s t i t u t e s ,  recom­
mends p o l i c i e s  and s tandards  f o r  th e  o p e r a t i o n  o f  such 
programs and p ro v id e s  s t a t i s t i c a l  and mathemat ical  s e rv ic e s  
t o  o th e r  ADAMHA I n s t i t u t e s  as requested;

B. conducts research and develops q u a n t i t a t i v e  models f o r  
research and data c o l l e c t i o n  in t h e  areas o f  b i o m e t r i c ,  
e p id e m io lo g ic  and demographic s i g n i f i c a n c e ;

C. co o rd in a te s  I n s t i t u t e  a c t i v i t i e s  in mental h ea l th  
ep idem io logy ;  develops and suppor ts  programs o f  research ,  
t r a i n i n g ,  f i e l d  t r i a l s  and demonst ra t ions  p e r t a i n i n g  t o  
ep ide m io log y ;  and o pe ra tes  f i e l d  s t a t i o n s  f o r  t h e  conduct  
o f  ep idem io logy  s t u d ie s ;

D. c a r r i e s  o u t  a n a t i o n a l  r e p o r t i n g  program and s t im u la t e s  
th e  development o f  p r o j e c t s  f o r  t h e  col l e c t i o n  and 
a n a l y s i s  o f  data on the  c h a r a c t e r i s t i c s  and p a t t e r n s  o f  
use o f  mental h e a l th  and r e l a t e d  f a c i l i t i e s  on a n a t i o n a l ,  
r e g io n a l .  S ta te  o r  loca l  l e v e l ;

E. p rov ides  te c h n ic a l  a s s is ta n c e  in s t a t i s t i c a l  and e p id e m io lo g ic  
methodology,  development o f  mental h e a l th  in fo r m a t io n  systems 
and in th e  use o f  s t a t i s t i c a l ,  e p id e m io lo g i c  and demographic 
data in program management and research th rough  c o n s u l t a t i o n ,  
con fe rences ,  workshops,  seminars and p u b l i c a t i o n s . ^

In t h i s  D i v i s i o n ,  t h e  key branches in c lu de  th e  Survey and Reports

Branch,  the  S t a t i s t i c a l  Program Development Branch,  and the  Cen te r  f o r

E p id em io lo g ica l  S tu d ie s .  The Survey and Reports Branch has t h e  f o l l o w i n g

responsi  b i I i t i e s :

A. conducts annual and s p ec ia l  surveys on th e  c h a r a c t e r i s t i c s ,  
o f  mental h e a l th  and r e l a t e d  f a c i l i t i e s  and o f  the  p a t i e n t s  
served;

B. develops s tand a rd ized  r e p o r t i n g  procedures and d e f i n i t i o n s  and 
c a r r i e s  o u t  spec ia l  s t u d ie s  t o  e v a lua te  th e  r e l i a b i l i t y  and 
f e a s i b i l i t y  o f  r e p o r t i n g  techn ique s ;

C. ana lyzes data r e s u l t i n g  f rom these  surveys and issues re p o r t s  
on th e  f i n d i n g s . ^

One component o f  t h e  Survey and Reports Branch i s  t h e  Community Mental 

Hea l th  Centers  Sec t ion  which:

A. conducts  annual and spec ia l  s t u d ie s  on t h e  c h a r a c t e r i s t i c s ,  
s t a f f i n g ,  fun d in g ,  expe n d i tu re s  and p a t i e n t  p o p u la t i o n s  served 
in F e d e ra l l y  funded community mental h e a l t h  c e n te rs ;



27
B. Analyzes da+a r e s u l t i n g  f rom these su rveys ,  prepares and 

issues r e p o r t s  on these  f i n d i n g s . ^

The S t a t i s t i c a l  Program Development Branch,  as p a r t  o f  t h i s  d i v i s i o n ,  

has the  f o l l o w i n g  f u n c t i o n s :

A. p ro v ide s  a d v i s o ry  and c o n s u l t a t i v e  s e rv i c e  t o  a d m in i s t r a t o r s  
o f  S ta te  and local  mental h e a l th  programs on the  o r g a n i z a t i o n  
o f  s t a t i s t i c a l  r e p o r t i n g  systems, and on the  use o f  s t a t i s ­
t i c a l  data and r e l a t e d  i n fo r m a t io n  f o r  program p la n n in g ,  
e v a lu a t i o n  and management;

B. g ive s  d i r e c t i o n  and guidance t o  the  Regional  O f f i c e s  in the  
development o f  necessary s t a t i s t i c a l  s e r v i c e s  and a c t i v i t i e s ;

C. c o l l a b o r a t e s  w i th  reg ion a l  and n a t io n a l  groups o f  b i o s t a t i s ­
t i c i a n s  t o  improve the  leve l  o f  s t a t i s t i c a l  s e rv i c e s  in mental 
he a l th  and r e l a t e d  programs;

D. develops b i o s t a t i s t i c a I  manpower in mental h e a l th  through 
s t i m u l a t i o n  and suppo r t  o f  t r a i n i n g  a c t i v i t i e s .

The l a s t  key branch w i t h i n  t h i s  d i v i s i o n  is  th e  Center  f o r  Epidemio­

lo g i c  S tu d ie s ,  which has the  f o l l o w i n g  r e s p o n s i b i l i t i e s :

A. serves as foca l  p o i n t  f o r  and c o o r d in a te s  I n s t i t u t e  a c t i v i t i e s  
in mental hea l th  ep idemio logy ;

B. ana lyzes and e va lua tes  c u r r e n t  research  and r e l a t e d  program 
developments in t h i s  area;

C. conducts  research ,  and s t i m u l a t e s ,  deve lops ,  and supports  
programs o f  research ,  t r a i n i n g ,  f i e l d  t r i a l s  and demonstra­
t i o n s  p e r t a i n i n g  t o  ep idemio logy  us ing  such means as research 
and t r a i n i n g  g ra n t s ,  c o n t r a c t s  and con fe rences ;

D. o pe ra tes  reg ion a l  f i e l d  s t a t i o n s  f o r  s u r v e i l l a n c e  o f  local  
mental h e a l th  c o n d i t i o n s  and conduct  o f  s tu d ie s  w i t h i n  t h e i r  
catchment areas;

E. c o l l a b o r a t e s  w i th  o r g a n i z a t i o n s  o u t s id e  the  I n s t i t u t e  i n c lu d in g  
S ta te  and loca l  agenc ies t o  f a c i l i t a t e  program development;

F. s t im u la te s  communicat ion o f  i n fo r m a t i o n  th rough c o n s u l t a t i o n
and the  development o f  con fe rences ,  commit tees and p u b l i c a t i o n s . 2 7

The B iometry  and Epidemiology  D i v i s i o n  i s  im p o r tan t  t o  program e v a l ­

u a t io n  in t h a t  (a)  p re p a ra t i o n  o f  r e p o r t s  f o r  t h a t  D i v i s i o n  c o n s t i t u t e s  an 

im p o r tan t  f u n c t i o n  f o r  CMHC e v a lu a to r s ;  (b)  th e  data f rom Biometry  can be 

usefu l  on ongoing program e v a l u a t i o n ;  and (c)  the  data can have im p l i c a t i o n s  

f o r  n a t io n a l  p o l i c y  in t h a t  i t  i s  the  o n l y  source o f  d e t a i l e d  s t a t i s t i c a l  

data t h a t  p ro v ide s  some degree o f  measurement o f  the  success o r  f a i l u r e  

o f  the  CMHC program.
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D iv i s i o n  o f  Mental Hea l th  Serv ice  Programs

The D i v i s i o n  which has p r imary  r e s p o n s i b i l i t y  o f  th e  CMHC programs 

i s  t h a t  o f  Mental Hea l th  Serv ice  Programs. The d i v i s i o n  has the  f o l l o w i n g  

fu n c t i o n s :

A. P lans ,  develops,  a d m in i s te r s ,  and eva lua tes  programs f o r  the  
support  o f  mental h e a l th  s e rv i c e s  n a t io n w id e ,  i n c lu d in g  (1)  
p la n n in g ,  o p e r a t i o n s  and f a c i l i t i e s  a s s is ta n c e  f o r  compre­
hensive  community mental h e a l th  c e n te rs  (2)  improvement o f  
the  q u a l i t y  o f  ca re  and competence o f  s t a f f  in S ta te  mental 
h o s p i t a l s ;  and (3) general  improvement o f  S ta te  and local 
systems f o r  the  d e l i v e r y  o f  mental h e a l th  s e rv i c e s ;

B. p ro v ide s  new knowledge o f  d i r e c t  re levance  t o  the  d e l i v e r y  
o f  mental h e a l th  s e rv i c e s  th rough in t ra m u ra l  research  and 
development programs;

C. p rov ide s  te c h n ic a l  a s s is ta n c e ,  t r a i n i n g  and c o n s u l t a t i o n  t o  
reg iona l  o f f i c e s ,  S ta te ,  p u b l i c  and p r i v a t e  n o n p r o f i t  and 
v o lu n ta r y  agenc ies  in program development,  a d m i n i s t r a t i o n ,  
f i n a n c in g  and e v a lu a t i o n  o f  mental h ea l th  s e r v i c e s ;

D. c o o rd in a te s  I n s t i t u t e  a c t i v i t i e s  and c o n s u l t s  w i t h  o th e r  
Federal and S ta te  agencies on mental h e a l th  aspects  of  
medical ca re  p rov ided  under l e g i s l a t i o n  and in agreements 
w i t h  o th e r  agencies ;

E. c o o rd in a te s  I n s t i t u t e  a c t i v i t i e s  in such spec ia l  areas as
community care  o f  c h r o n ic  p a t i e n t s ,  c h i l d r e n ' s  mental he a l th  
s e rv i c e s ,  c i t i z e n  p a r t i c i p a t i o n ,  p a t i e n t  r i g h t s ,  r u r a l  mental 
he a l th  and mental h e a l th  aspects  o f  the  Na t iona l  Heal th  
Serv ice  Corps;  and

F. recommends and assesses l e g i s l a t i v e  budgetary and p o l i c y
i n i t i a t i v e s  r e l a t e d  t o  the  d e l i v e r y  o f  mental hea l th  
serv i ces.

W i th in  the  D i v i s i o n  the  key branches a re  the  Community Mental Hea l th  

Serv ice  Support  Branch,  the  Mental Hea l th  Serv ices  Development Branch,  and 

the  Mental Hea l th  Care and Serv ices  F inanc ing  Branch.  The Community Mental 

Hea l th  Serv ices  Support  Branch has th e  f o l l o w i n g  f u n c t i o n s :

A. Plans ,  a d m in i s te r s  and eva lua tes  programs concerned w i t h  the
development and improvement o f  n a t ion w id e  community mental
he a l th  s e rv ic e s  th rough use o f  Federal g ra n ts ;

B. i d e n t i f i e s  n a t io n a l  program goa ls  and p r i o r i t i e s  and develops
regulat ions and p o l i c i e s  f o r  program imp lementa t ion ;

C. assures the  c o l l e c t i o n  and a n a l y s i s  o f  data r e l e v a n t  t o  the
e x te n t  and e f f e c t i v e n e s s  o f  programs supported th rough com­
muni ty  mental h ea l th  c e n te rs  and HIP g ra n ts ;

D. p rov ides  resources  and assures te c h n ic a l  a s s is ta n c e  t o  S ta te  
and loca l  governments,  i n s t i t u t i o n s ,  community groups and 
o th e r  Federal agencies and c o l l a b o r a t e s  w i t h  such groups in 
s t i m u l a t i n g  t h e  development o f  mental h e a l th  s e rv i c e s  d e l i v e r y  
systems;
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E. p ro v id e s  c o n s u l t a t i o n  t o  DHEW re g io n a l  o f f i c e  s t a f f s  and 
p a r t i c i p a t e s  w i t h  re g iona l  o f f i c e s  in c o n s u l t a t i o n  t o  
a p p l i c a n t s ,  g ran te es ,  and o th e rs  on l e g a l ,  r e g u la t o r y ,  
f i s c a l ,  program and management problems;

F. c o n s u l t s  w i t h  o th e r  NIMH components in th e  conduct  o f
a c t i v i t i e s  d i r e c t e d  toward f o s t e r i n g  and enhancing im­
provement in mental h e a l t h  s e r v i c e  models;

G. serves as the  foca l  p o i n t  f o r ,  and c o o r d in a te s  I n s t i t u t e
a c t i v i t i e s  designed t o  encourage p a r t i c i p a t i o n  o f  p r i v a t e
c i t i z e n  and v o lu n t a r y  c i t i z e n  o r g a n i z a t i o n s  in mental h ea l th  
a c t i  v i  t  i es;

H. promotes demonst ra t ion  and t r a i n i n g  t o  implement c i t i z e n  
invo lvement programs and s t im u la t e s  communicat ion o f  ap­
p r o p r i a t e  i n fo r m a t io n  th rough c o n s u l t a t i o n ,  confe rences ,  
and pub I i c a t i o n s ;

I .  c o o r d in a te s  I n s t i t u t e  a c t i v i t i e s  in b u i l d i n g  s e rv i c e  l i nkages  
and deve lo p ing  in t e g r a te d  community suppo r t  systems which 
w i l l  m a in ta in  p re -  and p o s t - i n s t i t u t i o n a I i z e d  i n d i v i d u a l s
in the  community a t  op t im a l  l e v e l s  o f  f u n c t i o n i n g ;

J .  ana lyzes  developments in Fede ra l ,  S ta te  and loca l  mental 
h ea l th  community suppo r t  programs;

K. i d e n t i f i e s  issues and problems in the  p r o v i s i o n  o f  appro­
p r i a t e  community-based care  and promotes p o l i c y  changes, 
research ,  t r a i n i n g  and te c h n ic a l  a s s is ta n c e  which w i l l  
overcome o b s ta c le s  and improve s e r v i c e  d e l i v e r y . 29

The Mental Hea l th  Serv ices  Development Branch,  w i t h i n  the  l a r g e r  

v i s i o n ,  has the  f o l l o w i n g  r e s p o n s i b i l i t i e s :

A. Promotes the  con t inued  improvement and development o f  mental 
h ea l th  s e rv i c e s  th rough  (1)  p la n n in g ,  imp lement ing,  and 
s u p p o r t in g  research  and t r a i n i n g  p r o j e c t s  th rough which new 
mental h e a l th  s e r v i c e  models a re  i n i t i a t e d  and improvements 
in e x i s t i n g  programs and p r a c t i c e s  a re  in t ro du ce d ,  (2)  i n t e r ­
p r e t i n g  and f o s t e r i n g  th e  d i f f u s i o n  and adop t ion  o f  knowledge 
d e r ived  f rom research  and o p e ra t i o n s  r e l a t i v e  t o  the  p rog res ­
s iv e  p la nn in g  and development o f  mental h e a l th  s e r v i c e s ,  (3) 
p r o v id i n g  t e c h n i c a l  a s s is tan c e  c o n s u l t a t i o n  t o  mental h e a l t h  
s e rv i c e s  p r o v id e r s  t o  encourage and a s s i s t  in the  development 
o f  model programs o f  h igh  q u a l i t y ,  (4)  s tu d y in g ,  t e s t i n g  and 
implement ing methods t o  improve the  i n t e r f a c e  between t e c h ­
n o lo g i c a l  p rogress  and more e f f e c t i v e  s e r v i c e s ;

B. f o s t e r s  e f f e c t i v e n e s s  and e f f i c i e n c y  in s p e c i f i c  s e rv i c e  
areas ,  th rough  needs assessment, knowledge r e t r i e v a l  and 
g e n e ra t i o n ,  and systems o p e ra t i o n s  i n c l u d i n g  c h i l d r e n ' s  
s e r v i c e s ,  s h e l t e re d  programs, s e rv i c e s  f o r  th e  e l d e r l y ,  r u r a l  
s e r v i c e s ,  p la n n in g ,  e v a l u a t i o n ,  i n t e g r a t i o n  o f  s e rv ic e s  w i t h  
a l l i e d  systems, c l i n i c a l  f a c i l i t y  programs, and o r g a n i z a t i o n a l  
management;

C. c o o r d in a te s  mental h e a l th  s e rv ic e s  research and development 
w i th  a p p r o p r i a t e  NIMH elements and o t h e r  Federal programs.^®

I t  should a l s o  be noted t h a t  w i t h i n  th e  branch t h e r e  are two e n t i t i e s
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t h a t  a re  o f  c r u c i a l  importance t o  CMHC program e v a l u a t i o n ,  (a)  One is  an 

o r g a n i z a t i o n a l  e n t i t y - T h e  Techn ica l  Ass is tance  Committee.  Techn ica l  

a s s is ta n c e  c o n s i s t s  o f  the  p r o v i s i o n  o f  t r a i n i n g ,  educa t ion  and c o n s u l t a ­

t i o n  t o  CMHC's t o  improve t h e i r  program management. T h is  a ss is tan ce  i s  

mandated l e g i s l a t i v e  (PL94-63) and r e q u i r e s  t h a t  up t o  2% o f  t h e  funds 

a l l o c a t e d  f o r  CMHC s e rv ic e s  should be used f o r  those  s e r v i c e s .  Th is  

t e c h n ic a l  a s s is ta n c e  is  p rov ided  both by th e  NIMH Cen tra l  O f f i c e  and the  

ADAMHA Regional  O f f i c e s  by funds a l l o c a t e d  under t h i s  l e g i s l a t i v e  mandate. 

The Techn ica l  A ss is tance  Committee c o o r d in a te s  a l l  TA a c t i v i t y  and reviews 

and approves fund in g  p roposa ls ,  (b)  The o t h e r  c r u c i a l  e n t i t y  c o n s i s t s  o f  

the  Program E v a lua t io n  S p e c i a l i s t .  More than any o th e r  i n d i v i d u a l  in the  

I n s t i t u t e ,  t h i s  E v a lua t io n  S p e c i a l i s t  has in f lu en c e d  and been concerned 

w i t h  the  development o f  program e v a l u a t i o n  in CMHC's. He has f o s te re d  

t h i s  movement by h e lp in g  in the  development o f  Techn ica l  A ss is tance  p r o j e c t s  

th rough h i s  r o l e  in the  Regional  O f f i c e / C e n t r a l  O f f i c e  Task Force on Program 

E v a lua t io n  and by d i r e c t  CMHC c o n t a c t .  Through h i s  w r i t i n g  and personal  

communicat ions,  the  E va lu a t io n  S p e c i a l i s t  has a l s o  fo s te re d  the  d issemina­

t i o n  o f  program e v a lu a t i o n  in f o r m a t i o n  t o  CMHC's.

I t  should a ls o  be noted t h a t  t h e  Mental Hea l th  Serv ices  Department 

Branch had the  ma jor  r e s p o n s i b i l i t y  f o r  p re p a r in g  the  G u id e l in e s  on CMHC 

Program E v a lu a t io n .

The l a s t  branch w i t h  th e  d i v i s i o n  t h a t  w a r ran ts  o u r  a t t e n t i o n  i s  th e  

Mental Hea l th  Care and Serv ice  F inanc ing  Branch.  T h is  branch has the  

f o l l o w i n g  func t ions*.

A. Serves as th e  foca l  p o i n t  f o r  and c o o r d in a te s  I n s t i t u t e
a c t i v i t i e s  concerned w i th  f i n a n c in g  and assurance o f  q u a l i t y  
mental h e a l th  care  under Federal h e a l t h ,  h e a l th  insurance  and 
Soc ia l  S e c u r i t y  l e g i s l a t i o n ,  and a c t i v i t i e s  concerned w i t h  the  
r i g h t s  o f  the  e m o t i o n a l l y  d i s t r e s s e d ;
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B. c o n s u l t s  w i t h  o t h e r  Federal and S ta te  agencies on the  mental 
he a l th  aspects o f  medical and s o c ia l  s e rv ic e s  f in anced  by o r  
th rough  these programs;

C. s t im u la t e s  the  coverage o f  mental h e a l th  s e rv ic e s  in p u b l i c  
and v o lu n t a r y  h e a l th  insurance ,  medical and so c ia l  a s s is ta n c e  
programs;

D. examines the  r e l a t i o n s h i p  na t io nw id e  between f i s c a l  resources  
and the  o r g a n i z a t i o n  and d e l i v e r y  o f  mental h e a l th  s e rv i c e s
and e v a lu a te s  th e  economic impact  o f  va r io us  sources and
le v e l s  o f  fund in g  on these s e rv i c e s ;

E. p rov ides  i n fo r m a t io n  and guidance to  mental h e a l th  programs
na t ionw ide  rega rd ing  fund ing  resources f o r  mental h e a l th  
s e r v i c e s ,  q u a l i t y  assurance approaches t o  the  e v a l u a t i o n  o f  
mental h e a l t h  p a t i e n t  ca re ,  and p a t i e n t  r i g h t s ;

F. p ro v id e s  c o n s u l t a t i o n  and t e c h n i c a l  a s s is ta n c e  t o  o th e r  
Federal  agencies and p r i v a t e  o r g a n i z a t i o n s  on (1)  th e  
development,  p o l i c y  f o r m u la t i o n  and imp lementa t ion  o f  the  
mental h e a l t h  requ irem ents  o f  Federal h e a l t h ,  h e a l th  insurance 
and Soc ia l  S e c u r i t y  programs, and (2) t h e  assessment, im­
provement and development o f  programs, p o l i c i e s  and p ro ­
cedures concerned w i t h  t h e  maintenance and advancement o f
t h e  r i g h t s  ( c o n s t i t u t i o n a l  and c l i n i c a l )  o f  the  e m o t i o n a l l y  
di s t re s s e d ;

G. promotes the  development o f  research and t r a i n i n g  programs
in mental h e a l th  care  a d m i n i s t r a t i o n  and in  f i n a n c i a l  management 
and p a t i e n t  ca re  e v a l u a t i o n . - ^

Th is  branch has i t ' s  impact  in  th e  area o f  program e v a lu a t i o n  as a r e s u l t

o f  i t ' s  concern w i t h  t h e  issues o f  peer rev iew and q u a l i t y  assurance.

Both issues ,  a l though  c l i n i c a l  in n a tu re ,  a re  g e n e r a l l y  o p e r a t i o n a l l y

de f ined  as being in the  area o f  program e v a l u a t i o n .  W i th in  the  branch,

th e  Ch ie f  o f  Q u a l i t y  Assurance and Standard Program i s  ve ry  concerned

w i t h  the  development o f  q u a l i t y  assurance systems in CMHC's.

Regional  O f f i c e / C e n t r a l  O f f i c e  Task Force on Program E v a lua t io n

As we w i l l  d iscuss  in the  se c t io n  on Regional  O f f i c e s ,  these  are

no t  t e c h n i c a l l y  o r  a c t u a l l y  p a r t  o f  the  s t r u c t u r e  o f  NIMH. Regional

O f f i c e s  a re  p a r t  o f  t h e  l a r g e r  umbre l la  o r g a n i z a t i o n - A l c o h o l , Drug Abuse

and Mental Hea l th  A d m i n i s t r a t i o n  (ADAMHA). Desp i te  t h i s  lack  o f  connec t ion

t o  th e  formal  NIMH s t r u c t u r e ,  Regional  O f f i c e s  p la y  a c r u c i a l  r o le  in

r e l a t i o n  t o  CMHC's. These Regional  O f f i c e s  rev iew and approve a l l  CMHC

g r a n t  a p p l i c a t i o n s ,  m o n i to r  th e  f u n c t i o n  o f  c e n te rs  and p lan  and implement
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Techn ica l  A ss is tance  programs f o r  Cente rs .  Given t h i s  o r g a n i z a t i o n a l  

q u i r k  and t h e  f a c t  t h a t  program e v a lu a t i o n  r e s p o n s i b i l i t i e s  are spread 

across  a number o f  D i v i s i o n s  and Branches w i t h i n  NIMH, i t  became necessary,  

in l i g h t  o f  mandates f o r  e v a l u a t i o n ,  t o  e s t a b l i s h  a c o o r d in a t i n g  mechanism.

In 1975, under a c h a r t e r  f rom the  D i r e c t o r  o f  NIMH, a Regional  O f f i c e / C e n t r a l  

O f f i c e  Task Force on Program E v a lua t io n  was e s ta b l i s h e d .  The purpose o f  

the  Task Force was t o  c o o r d in a te  a c t i v i t i e s  on program e v a lu a t i o n  between 

reg ion s  and between th e  reg ion s  and the  Cen tra l  O f f i c e .  I t ’ s r o l e  a ls o  

inc luded  i n i t i a t i n g  ideas f o r  Techn ica l  A ss is tan ce  p r o j e c t s  and rev iew in g  

Techn ica l  A ss is tance  p roposa ls  in the  area o f  program e v a l u a t i o n .  In 

f a c t ,  the  f u n c t i o n i n g  o f  t h e  Task Force has been " s p o t t y . "  I t  has gone 

th rough long p e r iod s  o f  no t  meet ing ;  Cen tra l  O f f i c e  p a r t i c i p a t i o n  has been 

more v ig o rou s  than Regional  O f f i c e  p a r t i c i p a t i o n ;  and o f t e n ,  members were

u nc lea r  as t o  i t ’ s s p e c i f i c  purpose.  However, i t  s t i l l  i s  a p o t e n t i a l

• x, ■ , 32i n f l u e n c i a l  group.

NIMH S t a f f  Col lege

The NIMH s t a f f  C o l lege  i s  a re ce n t  c r e a t i o n  and d i r e c t l y  under the

D i r e c t o r  o f  NIMH. U n l i k e  the  o t h e r  e n t i t i e s  d esc r ibed ,  t h e  S t a f f  C o l lege

has no o p e r a t i o n a l  r e s p o n s i b i l i t i e s .  I t  was e s ta b l i s h e d  as an in t ra m ura l

component o f  the  I n s t i t u t e  t o  meet educa t ion  needs o f  NIMH and ADAMHA

s t a f f s .  I t ' s  programs were l a t e r  expanded t o  be open t o  members o f  Fede ra l ,

S ta te  and loca l  mental h e a l th  programs. In the  course o f  i t ' s  a c t i v i t i e s ,

t h a t  S t a f f  C o l lege  has developed and implemented numerous seminars and

workshops in the  area o f  program e v a lu a t i o n  and q u a l i t y  a s s u r a n c e . ^

Summary

The N a t iona l  I n s t i t u t e  o f  Mental Hea l th  has ma jor  r e s p o n s i b i l i t i e s  

f o r  ove rsee ing  the  Community Mental Hea l th  Cente r  program. As p a r t  o f
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these r e s p o n s i b i l i t i e s ,  i t  i s  concerned w i t h  CMHC program e v a l u a t i o n .  The 

concerns in c lu de  deve lop ing  G u id e l in e s  (s tand a rds )  f o r  CMHC Program E va l ­

u a t i o n ,  and f o r  deve lop ing  Techn ica l  A ss is tance  programs. The most impor­

t a n t  r o le s  as r e l a t e s  t o  program e v a lu a t i o n  are p layed by: Program A n a ly s is

and E va lua t io n  Branch o f  the  O f f i c e  o f  Program Development and A n a ly s i s ;  

the  Program E v a lu a t io n  S p e c i a l i s t  assigned t o  the  Mental Hea l th  Serv ices  

Development Branch in the  D i v i s i o n  o f  Mental Hea l th  Serv ice  Programs; 

the  Techn ica l  A ss is tan ce  Committee o f  the  same branch and d i v i s i o n ;  and 

the  C h ie f  o f  the  Q u a l i t y  Assurance Program in the  Mental Hea l th  Care and 

Serv ice  F inanc ing  Branch in the  D i v i s i o n  o f  Mental Hea l th  Serv ice  Programs. 

Secondary bu t  im p o r tan t  r o le s  are p layed by the  Regional  O f f i c e / C e n t r a l  

O f f i c e  Task Force on Program E v a lu a t io n ;  the  head o f  the  Mental Heal th  

Serv ice  Development Branch;  th e  D i r e c t o r ,  D i v i s i o n  o f  Mental Hea l th  Serv ice  

Programs; the  Survey and Reports Branch o f  t h e  D i v i s i o n  o f  Biometry  and 

Epidemio logy;  the  D i v i s i o n  o f  Manpower and T r a in i n g  Programs; and the  

S t a f f  Col lege.

A lc o h o l ,  Drug Abuse and Mental Hea l th  
A d m in i s t r a t i o n  Regional O f f i c e s

General Func t ions

There a re  ten  A l c o h o l ,  Drug Abuse and Mental Hea l th  A d m in i s t r a t i o n  

(ADAMHA) Regional  O f f i c e s  across  th e  Un i ted  S ta te s .  These re g iona l  o f f i c e s  

a re  p a r t  o f  t h e  P u b l i c  Hea l th  S e rv ice -A lco h o l  , Drug Ab.use and Mental Hea l th  

A d m i n i s t r a t i o n .  O r g a n i z a t i o n a l l y ,  they  are  no t  su b u n i t s  o f  th e  Na t io na l  

I n s t i t u t e  o f  Mental Hea l th  but  r a t h e r  they  r e l a t e  t o  NIMH th rough  a s e r i e s  

o f  f o rm a l i z e d  l i a i s o n  r e l a t i o n s h i p s .  Desp i te  t h e i r  p o s i t i o n  v i s -a - v i s -N IM H ,  

these Regional  O f f i c e s  p la y  key r o le s  in r e l a t i o n  t o  Community Mental 

Hea l th  Cen te rs .  These key r o l e s  in v o lv e  g r a n t  rev iew and a p p ro v a l ,  con­

t r a c t  compl iance and m o n i t o r i n g ,  and the  p r o v i s i o n  o f  t e c h n ic a l  a s s is ta n c e .
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S p e c i f i c a l l y ,  th e  f u n c t i o n s  o f  the  Regional O f f i c e s  are d e f ined  as f o l l o w s

D i r e c t s  and co o rd in a te s  programs and a c t i v i t i e s  t o  improve 
access and a v a i l a b i l i t y  o f  community and s t a t e  mental h e a l th  
programs.

Promotes the  p la n n in g ,  development and d e l i v e r y  o f  q u a l i t y  
mental h e a l t h ,  drug abuse and a lcoho l  s e rv i c e s  th rou gho u t  
the  re g io n .

A s s i s t s  in mental h ea l th  program development a t  s t a t e  and 
loca l  l e v e l s  th rough th e  p r o v i s i o n  o f  p ro fe s s io n a l  c o n s u l ­
t a t i o n ,  guidance and t e c h n ic a l  a s s is ta n c e  in c lu d in g  i n t e r ­
p r e t a t i o n  o f  n a t io n a l  p o l i c i e s  and g u i d e l i n e s  t o  g r a n t o r s ,  
p ro s p e c t i v e  g ra n tees ,  S ta te  and local  o f f i c i a l s  and n o n - p r o f i t  
organ i z a t i o n s .

Analyzes programmat ic  da ta ,  rev iews and recommends a c t i o n  
on g ra n t  a p p l i c a t i o n s  and c o n t r a c t  p ro po sa ls ,  and p rov ide s  
con t inuous  programmat ic m o n i to r i n g  o f  d i v i s i o n  g ra n ts  and 
c o n t r a c t s  f o r  compl iance w i t h  a p p l i c a b l e  laws,  r e g u l a t i o n s ,  
p o l i c i e s  and performance s ta n d a r d s .34

O rg an iz a t io n  o f  Regional O f f i c e

Each Regional  O f f i c e  is  headed by a C h ie f .  Th is  C h ie f ,  a mental

h e a l th  p r o f e s s i o n a l ,  supe rv is es  th e  a c t i v i t i e s  o f  the  o f f i c e  and the

p ro fe s s io n a l  s t a f f .  The p r o fe s s io n a l s  ( s o c ia l  worke rs ,  p s y c h o lo g i s t ,

p s y c h i a t r i s t s )  implement th e  rev iew and m o n i t o r i n g  f u n c t i o n s  and have a

s u b s t a n t i a l  r o l e  in deve lop ing  t e c h n i c a l  a s s is ta n c e  a c t i v i t i e s .  I t  should

be noted t h a t  most o f  t h e  s t a f f  have no e x p e r t i s e  in e v a lu a t i o n  and most

o f f i c e s  have no t  des ignated  any program e v a l u a t i o n  s p e c i a l i s t s .

The Ten Regional  O f f i c e s

There a re  ten Regional O f f i c e s  which cor respond w i t h  the  ten  DHEW

re g io n s .  These are as f o l l o w s :

Region Loca t io n  S ta tes  Covered
I Boston,  MA Maine,  Vermont, N. Hampshire,  C o n n e c t i c u t ,

Rhode Is land
I I  New York,  NY New York,  New Je rsey ,  Puerto  R ico ,  V i r g i n

I s lands
I I I  P h i l a d e lp h i a ,  PA Delaware, Mary land,  Pennsy lvan ia ,  V i r g i n i a ,

W. V i r g i n i a ,  Washington, D.C.
IV A t l a n t a ,  GA Alabama, F l o r i d a ,  N. C a r o l i n a ,  Georgia,

Kentucky,  M i s s i s s i p p i ,  Tennessee
V Chicago,  IL I l l i n o i s ,  Ind ia na ,  M ic h ig an ,  Minnesota,

Ohio,  Wisconsin
VI D a l l a s ,  TX Arkansas,  Lo u is ia n a ,  N. Mexico,  Oklahoma,

Texas
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Region Loca t ion  S ta tes  Covered
V I I  Kansas C i t y ,  MO Iowa, Kansas, M is s o u r i ,  Nebraska
V I I I  Denver,  CO Co lo rado ,  Montana, N. Dakota,  S.

Dakota,  Utah,  Wyoming
IX San F ran c isco ,  CA A r i z o n a ,  C a l i f o r n i a ,  Nevada, Hawai i ,

A .S . ,  W . I . ,  Guam, T r u s t t e
X S e a t t l e ,  WA A laska ,  Idaho,  Oregon, Washington

General R e la t i o n s h ip s  w i t h  NIMH

The Regional  O f f i c e s  i n t e r a c t  w i t h  several  key NIMH o f f i c e s .

1. F ie ld  L ia is o n  Branch,  which has as i t s  main focus as "se rves  
as l i a i s o n  and c o o r d in a t i n g  p o i n t  between mental h ea l th  
program o f f i c i a l s  on PHS Regional  S t a f f s  and headquar te rs ,
NIMH."35

2. D i v i s i o n  o f  Mental Hea l th  S e rv ice  Programs " p ro v id e s  con­
s u l t a t i o n  t o  DHEW Regional  O f f i c e  s t a f f s  and p a r t i c i p a t e s  
w i t h  Regional  O f f i c e s  in c o n s u l t a t i o n  t o  a p p l i c a n t s ,  
g rantees  and o th e r  l e g a l ,  r e g u l a t i o n ,  f i s c a l ,  program 
and management p rob le m s . "36

3. O f f i c e  o f  Program Support

Regional  O f f i c e  Roles in R e la t i o n s h ip  t o  CMHC Program E va lu a t io n

The Regional  O f f i c e s  have a number o f  im po r ta n t  r e s p o n s i b i l i t i e s  in 

r e l a t i o n s h i p  t o  CMHC Program E v a lu a t io n  a c t i v i t i e s .  These a c t i v i t i e s  

i nc lude :

1. M o n i to r  th rough  g ra n t  rev iews and o n - s i t e  v i s i t s ,  CMHC compl iance 

w i t h  f u l f i l l i n g  mandates in the  area o f  program e v a lu a t io n -s p e n d in g  

2 % o f  th e  CMHC's funds on e v a l u a t i o n ,  d eve lop ing  the  needed te c h n ic a l  

a c t i v i t i e s ,  e .g .  consumer feedback and outcome s t u d ie s ,  p re pa r ing

an Annual E v a lua t io n  Repor t  and P lan,  and h o ld in g  a community forum.

2. To p lan ,  develop and fund te c h n ic a l  a s s is ta n c e  and t r a i n i n g  a c t i v i t i e s

f o r  CMHC's in the  area o f  e v a l u a t i o n ,  and

3. To work w i t h  th e  NIMH Task Force on Program E v a lu a t io n  in the  areas

o f  p o l i c y  f o r m u la t i o n  and the  development o f  Techn ica l  A ss is tance

p r o j e c t s .

Summary

The ten  ADAMHA Regional  O f f i c e s  re p re s e n t  by law and r e g u la t i o n s
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im po r tan t  bodies in r e l a t i o n  t o  CMHC's. T h e i r  power stems f rom t h e i r  

r o le s  in approv ing  g r a n t s ,  m o n i to r in g  CMHC a c t i v i t i e s  and in deve lop ing  

t e c h n ic a l  a s s is ta n c e  a c t i v i t i e s .  Through these  mechanisms and by member­

sh ip on the  NIMH Task Force on Program E v a lu a t i o n ,  they  have an im por tan t  

r o l e  in implementing th e  requ irem ent  o f  P u b l i c  Law 94-63 as r e l a t e s  t o  

CMHC Program E v a lu a t io n  a c t i v i t i e s .

Na t iona l  Counc i l  o f  
Community Mental Hea l th  Centers

In t r o d u c t i o n

The Na t io na l  Counci l  o f  Community Mental Hea l th  C e n te rs ,  I n c . ,  

(NCCMHC) i s  the  lobby ing  o r  i n t e r e s t  group f o r  Community Mental Hea l th  

Cente rs .  The goal and purpose o f  the  Na t iona l  Counc i l  a re  desc r ibed  as 

f o l l o w s  in t h e  by- laws o f  t h a t  o r g a n i z a t i o n .

A r t i c l e  I I -Purpose and Goal

Sec t io n  1-Purpose. The purpose o f  the  Na t io na l  Counc i l  o f  
Community Mental Hea l th  Cen te rs ,  Inc.  s h a l l  be t o  (a)  promote 
the  concep t ,  fund ing  and d e l i v e r y  o f  community mental h e a l th  
s e r v i c e s ;  (b)  p ro v id e  te c h n ic a l  guidance and su pp o r t  f o r  i t ' s  
members; (c )  serve  as a means f o r  co op e ra t i on  and communicat ion 
between i n d i v i d u a l  community mental h e a l t h  c e n te rs ;  and (d)  
work in l i a i s o n  w i t h  o t h e r  human s e r v i c e  agenc ies as a 
p r o t a g o n i s t  f o r  community mental h e a l t h .
Sec t ion  2 -G oa l . The goal o f  th e  Counci l  s h a l l  be the  es ta b ­
l ishment  and maintenance o f  e f f e c t i v e  and comprehensive com­
mun i t y  mental h e a l th  programs f o r  a l l  persons in t h e  Un i ted  
S ta te s .  ->7

H i s t o r y

The e x is te n c e  o f  the  N a t iona l  Counci l  as a " p r o t a g o n i s t "  o r g a n i z a t i o n  

f o r  CMHC's i s  c o m p a ra t i v e ly  new. The Counc i l  began in  a smal l  in fo rma l  

manner o u t  o f  a meet ing o f  a h a l f - d o z e n  o r  so CMHC D i r e c t o r s  in the  l a t e  

f a l l  o f  1969. The idea f o r  t h e  o r g a n i z a t i o n  grew o u t  o f  C e n te r ' s  D i r e c t o r s  

concern in the  areas o f  l e g i s l a t i o n  and fund ing  and the  f e l t  need f o r  a 

lobby ing  o r g a n i z a t i o n .  The Counc i l  was in co rp o ra te d  in August  o f  1970
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and run by a p a r t - t i m e  D i r e c t o r ,  who a l s o  headed a l e g i s l a t i v e / g o v e r n m e n ta l  

a f f a i r s  c o n s u l t i n g  f i r m .  Accord ing  t o  most o b s e rv e rs ,  t h i s  p a r t - t i m e  

D i r e c t o r  was th e  N a t iona l  Counc i l  f o r  t h e  p e r io d  o f  1970-1974. Through 

p a in s ta k in g  a c t i v i t y ,  membership was g r a d u a l l y  b u i l t  up f rom CMHC's o r  

o t h e r  mental h e a l th  agenc ies .  O r g a n i z a t i o n a l l y  d u r in g  t h i s  p e r io d ,  Regional  

networks in the  ten  ADAMHA reg ions  were e s ta b l i s h e d  and a Board o f  D i r e c t o r s  

formed.  I t  should be noted t h a t  membership in the  re g io n a l  networks and 

the  Board had been l i m i t e d  t o  CMHC s t a f f  members.

In 1975, t h e  N a t io na l  Counci l  went th rough  a p e r io d  o f  d r a s t i c  

changes:

- I t ' s  membership had reached a lmost  500 Cente rs  and Mental Heal th  

agenc i es.

- I t  was decided t o  h i r e  a f u l l - t i m e  Execu t ive  D i r e c t o r .

-The by- laws o f  t h e  o r g a n i z a t i o n  were changed t o  recogn ize  the  

i n c r e a s i n g l y  im p o r tan t  r o l e  being p layed by community leaders and 

laymen in CMHC's. The new by - laws  c a l l e d  f o r  f o r m a l i z i n g  r o le s  

f o r  community leaders  by (a) hav ing in each reg ion  a S t a f f  D i r e c t o r  

(CMHC p r o f e s s i o n a l )  and a Community D i r e c t o r  (non-mental  he a l th  

p ro fe s s io n a l  e le c te d  f rom CMHC community a d v i s o r y  boards)  and (b) 

an a l t e r n a t i n g  every  o t h e r  year  in the  p re s iden cy  o f  t h e  Na t iona l  

Counci l  between a p ro fe s s io n a l  and a n o n - p r o f e s s i o n a l .

-D u r in g  t h e  same p e r io d ,  th e  Board a ls o  increased t h e  t im es  i t  

would meet d u r ing  th e  year .

- F i n a l l y ,  the  groundwork was l a i d  f o r  th e  e s ta b l i s h m e n t  o f  Counci I s . 38 

C u r re n t  S ta tu s ,  O r g a n iz a t io n  and S t r u c t u r e  

General In fo rm a t io n

The Na t iona l  Counc i l ,  a t  the  p resen t  t im e ,  has a membership o f  715 

Cen te rs ,  a board o f  26 t h a t  meets t h r e e  t im es  a n n u a l l y ,  a budget  o f



a pp ro x im a te ly  $450,000.00 a n n u a l l y ,  sponsors an Annual Program Meet ing 

which u s u a l l y  a t t r a c t s  f rom 1000-1200 p a r t i c i p a n t s  and m a in ta in s  i t ' s  

o f f i c e  in Washington,  D.C.

F igu re  3 p ro v ide s  a d e t a i l e d  ove rv iew  o f  the  o r g a n i z a t i o n  o f  the  

Nat iona I  Counci I .
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The Board o f  D i r e c t o r s

The Na t iona l  Counc i l  has a Board o f  D i r e c t o r s  c o n s i s t i n g  o f  26.

The d u t i e s  o f  the  Board (as d e t a i l e d  in the  Board Handbook) are as f o l l o w s :

1. To determine the  goa ls  and p o l i c i e s  o f  the  Na t io na l  Counci l
o f  Community Mental Hea l th  Cen te rs ,  Inc.

2. To i d e n t i f y  areas o f  i n t e r e s t  a nd /o r  concern in t h e  f i e l d  
o f  community mental h e a l th  and t o  adopt  a p p r o p r ia t e  p o s i ­
t i o n s  o r  i n i t i a t e  approved a c t i o n s .

3. To develop l e g i s l a t i v e  a c t i o n  on be h a l f  o f  Community 
Mental Hea l th  Centers .

The d u t i e s  o f  each member o f  th e  Board o f  D i r e c t o r s ,  in a d d i t i o n

t o  the  above,  s h a l l  be:

1. To serve in appo in ted  c a p a c i t i e s  on Board Committees in
o r d e r  t o  enhance the  e f f o r t s  o f  the  Na t io na l  C o u nc i l .

2. To a t t e n d  a l ! Board meet ings .
3. To s t i m u l a t e  i n t e r e s t  and knowledge o f  community mental 

h e a l th  issues and l e g i s l a t i o n . ^ ®

The t w e n t y - s i x  members o f  the  Board in c lude  s i x  o f f i c e r s - P r e s i d e n t ,

P r e s i d e n t - E l e c t ,  Vice P re s id e n t ,  T re a s u re r ,  Sec re ta ry  and Immediate Past

P res iden t -and  twen ty  board members f rom each o f  t h e  ten re g ion s .  There

is  a S t a f f  D i r e c t o r  and Community D i r e c t o r .  I t  should a l s o  be noted t h a t

the  Cha irpersons  o f  th e  f i v e  C o u n c i l s  a re  e x - o f f i c i o  members o f  the  B o a r d . ^

To c a r r y  o u t  i t ' s  f u n c t i o n s ,  th e  Board meets t h r e e  t im es  a year .

Once in connec t ion  w i t h  the  Annual NCCMHC Business and Program Meet ing

42
and a t  two o t h e r  separa te  occas ions .  The Board has,  in o rd e r  t o  f a c i l i ­

t a t e  maximum a t t e n t i o n  t o  a l l  aspects  o f  the  NCCMHC's o p e r a t i o n s ,  e s ta b ­

l i s h e d  several  commit tees .  These commit tees ,  which meet a t  l e a s t  tw ic e  

a yea r ,  a re :

-Nomina t ing  Committee
-By - law s  Committee
-F inance  and Personnel Committee
- A c c r e d i t a t i o n  and Standards Committee (addresses a l l  a c c r e d i ­

t a t i o n  and s tandards  m a t te rs  o f  concern t o  the  membership)
-Membership Committee
- P u b l i c  P o l i c y  Committee (makes recommendations t o  the  Board o f  

D i r e c t o r s  re ga rd in g  p o s i t i o n s  on l e g i s l a t i v e  issues ;  coopera tes  
w i t h  the  Deputy D i r e c t o r  f o r  Government A f f a i r s  in the  implemen­
t a t i o n  and m o n i t o r i n g  o f  t h e  l e g i s l a t i v e  network)
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- In s u ran c e  Committee
-P la n n in g  and E va lu a t io n  Committee
- E x e c u t i v e  Committee
-Annual Meet ing  Committee
-Awards Committee
- E t h i c s  Committee
- P u b l i c a t i o n s  and P u b l i c  In fo rm a t io n  Committee (recommends 

general  p o l i c y  f o r  the  Na t io na l  Counc i l  News, a l l  o th e r  
p u b l i c a t i o n s  and a l l  p u b l i c  in fo r m a t io n  a c t i v i t i e s )

- V o t i n g  and C r e d e n t i a l s  Committee 
- R e s o lu t i o n  Committee43

Regional  S t r u c t u r e

The NCCMHC Has e s ta b l i s h e d  a s t r u c t u r e  o f  ten  reg ion a l  ne tworks.

These reg ions  c o in c id e  w i t h  the  re g iona l  s e r v i c e  areas e s ta b l i s h e d  by

th e  Department  o f  H e a l th ,  Educat ion and W e l fa re .  The general  purpose o f

these re g ion a l  s t r u c t u r e s  a re  t o  (1)  m a in ta in  and r e c r u i t  membership;

(2)  p ro v ide  a system o f  l i a i s o n  from the  Board o f  D i r e c t o r s  t o  Centers

in the  re g io n ;  (3)  t o  educate and in fo rm t h e i r  reg ions  about community

mental h e a l th  issues and about  NCCMHC a c t i v i t i e s ;  (4) t o  hold an Annual

Regional  Meet ing t o  promote th e  in te rchange  o f  programmat ic in f o r m a t i o n

and t o  d iscuss  NCCMHC r e la t e d  bus iness ;  and (5) t o  develop a system o f

s t a t e  c o o r d in a t o r s  and l e g i s l a t i v e  c h a i rp e rs o n s .  The major  r e s p o n s i b i l i t y

f o r  ove rsee in g  th e  development o f  these  re g ion a l  s t r u c t u r e s  l i e s  w i t h  th e

Regional  S t a f f  D i r e c t o r  (mental h e a l th  p r o fe s s io n a l )  and the  Regional

Community D i r e c t o r  ( c i t i z e n  board member). These d i r e c t o r s  are  e le c te d

44by each re g ion  and serve  on th e  NCCMHC Board o f  D i r e c t o r s .

As was noted above, an i n t e g r a l  component o f  t h i s  re g ion a l  s t r u c t u r e

i s  a system o f  S ta te  Cha irpersons  and S ta te  L e g i s l a t i v e  Cha irpersons .

These S ta te  Cha irpersons  have th e  f o l l o w i n g  r o l e :

. . . ( t h e y )  a re  the  f i r s t  l i n k  between the  NCCMHC Board and s t a f f  
and th e  i n d i v i d u a l  member c e n te rs .  T h e i r  main areas o f  respon­
s i b i l i t i e s  a re  in th e  areas o f  i n fo r m a t io n  d ess im in a t io n  and 
membership r e c r u i tm e n t .  They a ls o  a s s i s t  in p la nn in g  s t a t e  and 
re g ion a l  NCCMHC meet ings and c o o r d in a te  v a r io u s  a c t i v i t i e s  w i th  
the  re g iona l  d i r e c t o r s  and l e g i s l a t i v e  c h a i r p e r s o n s . 45
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The S ta te  L e g i s l a t i v e  Cha irpersons  have as t h e i r  r e s p o n s i b i l i t i e s  

(1)  deve lop ing  a l e g i s l a t i v e  network w i t h  the  s t a t e  (2)  m a in ta in in g  l e g i s ­

l a t i v e  l i a i s o n  w i t h  th e  Na t io na l  Counc i l  and the  governmental  a f f a i r s  

s p e c i a l i s t s  on s t a f f . ^

I t  i s  the  Regional  S t r u c t u r e  w i t h  the  subsequent  d i v i s i o n s  a long 

s t a t e  l i n e s  t h a t  p rov ides  the  Na t io na l  Counc i l  w i t h  i t ' s  main methods o f  

c o n t i n u in g  membership in p u t  and w i th  the  a b i l i t y  t o  m o b i l i z e  members around 

key l e g i s l a t i v e  issues.

Counci Is

The Board o f  the  N a t iona l  Counci l  has e s ta b l i s h e d  f i v e  C o u n c i l s .

These C ou nc i l s  a re  the  Counci l  on S e rv ice s ,  Counci l  on Management, Counc i l

on Research and E v a lu a t i o n ,  Counci l  on Community Issues and th e  Counc i l

on P re v e n t io n .  The r o l e  o f  the  C ounc i l s  a re  desc r ibed  as f o l l o w s :

In o r d e r  t o  f a c i l i t a t e  the  o p p o r t u n i t i e s  f o r  in p u t  f rom the  
membership in r e l a t i o n  t o  the  major  issues o f  concern in the  
f i e l d  o f  community mental h e a l t h ,  the  Board o f  the  Na t io na l  
Counc i l  o f  Community Mental Hea l th  Centers  has e s ta b l i s h e d  
f i v e  C ou nc i l s  which r e p o r t  d i r e c t l y  t o  the  Board o f  D i r e c t o r s .
The C o u n c i l s  a re  charged w i t h  the  r e s p o n s i b i l i t y  o f  examining 
c r i t i c a l  issues which a f f e c t  the  f i e l d  o f  community mental h e a l th  
and p re pa r in g  p o s i t i o n  papers f o r  rev iew by th e  Board o f  D i r e c t o r s .
These p o s i t i o n  papers become N a t iona l  Counci l  p o l i c y  upon adop t ion  
by the  Board o f  D i r e c t o r s  and a re  d i s t r i b u t e d  t o  the  membership 
and o th e r  i n t e r e s t e d  p a r t i e s .
When a p p r o p r i a t e ,  each o f  these  f i v e  C o u n c i l s  may reques t  
a u t h o r i t y  f rom th e  Board o f  D i r e c t o r s  t o  e s t a b l i s h  ad hoc 
ta s k  fo r c e s  t o  a s s i s t  in the  p re p a ra t i o n  o f  p o s i t i o n  papers.
The membership o f  such ta s k  fo r ce s  i s  no t  l i m i t e d  t o  Na t io na l  
Counci l  members. ^

Each Counc i l  i s  composed o f  a Cha irperson  and f i v e  members. The 

members o f  the  Counci l  must be assoc ia ted  w i t h  F u l l  Member c e n te rs  o r  

A ssoc ia te  Members c e n te rs  but  should be r e p r e s e n t a t i v e  o f  the  broad 

c o n s t i t u e n c y  o f  th e  Na t iona l  C o u nc i l .  Each member s h a l l  be appo in ted  t o  

a t h r e e  year te rm ( w i th  the  p o s s i b i l i t y  o f  reappo in tment  f o r  a second 

t h r e e  year  term) by th e  P re s id e n t  w i t h  th e  a dv ice  o f  the  Board o f  D i r e c t o r s .



43

The P r e s id e n t ,  w i t h  the  a dv ice  o f  t h e  Board o f  D i r e c t o r s ,  s h a l l  a lso

a pp o in t  t h e  Cha irperson  o f  each Counc i l  f o r  a term o f  one year w i t h  the

p o s s i b i l i t y  o f  reappo in tment  f o r  two a d d i t i o n a l  te rms.  The Cha irperson

o f  each Counc i l  s h a l l  a t te n d  a l l  meetings o f  the  Board o f  D i r e c t o r s  as

48an e x - o f f i c i o  member ( w i t h o u t  v o t i n g  p r i v i l e g e s ) .

The r e s p o n s i b i l i t i e s  o f  the  Cha irpersons  and C o u nc i l s  a re  d e t a i l e d

below:

Counci l  Cha irpersons  r e p o r t  t o  the  Board o f  D i r e c t o r s  a t  each 
r e g u la r  meet ing .  In a d d i t i o n ,  each Counci l  i s  r e q u i re d  t o  
submit  an annual r e p o r t  t o  the  Board o f  D i r e c t o r s .  Th is  r e p o r t  
should cover  a c t i v i t i e s  o f  th e  Counci l  d u r in g  the  year ,  spec ia l  
p r o j e c t s  undertaken,  ta sk  fo r c e s  c rea ted  and a p p r o p r i a t e  recom­
mendations f o r  a c t i o n  by the  Board o f  D i r e c t o r s .  Each Counci l  
s h a l l  a l s o  submit  an annual f i n a n c i a l  r e p o r t .

Annual Meet ing

Each year  f o r  t h e  pas t  seven ye a rs ,  t h e  N a t iona l  Counc i l  has sponsored 

an Annual Meet ing .  T h is  Annual Meet ing  runs f rom th r e e  and o n e - h a l f  t o  

f o u r  days. I t ' s  main t h r u s t  has been on program development,  and i t  

f e a tu re s  workshops,  seminars and le c tu r e s .  A secondary f e a t u r e  has been 

t o  promote the  in te rchange  o f  ideas between CMHC's and t o  d issemina te  

i n fo r m a t io n  about  the Na t io na l  Counci l  and i t ' s  a c t i v i t i e s .  One component 

o f  the  Annual Meeting has been th e  Business meet ing a t  which t im e  the  

membership o f  th e  Counci l  can vo te  on board p o l i c y  r e s o l u t i o n s  f o r  the  

C o u n c i l .  The lo c a t i o n  o f  the  Annual Meeting v a r i e s  f rom year t o  year 

across  the  Un i ted  S ta tes  and u s u a l l y  a t t r a c t s  f rom lO O O to  1200 a t tendees ,  

most ly  r e p r e s e n ta t i v e s  o f  CMHC's.

S t a f f

The s t a f f  o f  the  N a t iona l  Counc i l  now c o n s i s t s  o f  an Execu t ive  

D i r e c t o r ,  a Deputy D i r e c t o r  f o r  Governmental A f f a i r s ,  a D i r e c t o r  o f  P u b l i c  

In fo rm a t io n  and T r a i n i n g ,  an A d m i n i s t r a t i v e  A s s i s t a n t  f o r  Governmental 

A f f a i r s ,  an A d m i n i s t r a t i v e  A s s i s t a n t ,  one and o n e - h a l f  s e c r e t a r i a l  workers
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and a p a r t - t i m e  accoun tan t .

The s p e c i f i c  f u n c t i o n s  o f  each o f  the  p ro fe s s io n a l  s t a f f  members

are  o u t l i n e d  ( b r i e f l y )  below:

Execu t ive  P i r e c t o r - GeneraI l e ade rsh ip  t o  th e  o r g a n i z a t i o n ;  
management o f  the  Counci I ; d i r e c t i o n  o f  the  o f f i c e  and the 
imp lementa t ion  and s u p e rv is io n  o f  the  p o l i c i e s  adopted by 
the  Board. C oo rd ina te  a c t i v i t i e s  w i t h  o t h e r  n a t io n a l  o rgan­
i z a t i o n s ,  lay groups and l i a i s o n  w i t h  government o f f i c e s .

Deputy D i r e c t o r  f o r  Governmental A f f a i r s - M o n i to rs  a l l  l e g i s ­
l a t i v e  p ro po s a ls ,  works w i t h  Congressional  leaders ,  works w i t h  
NCCMHC membership on l e g i s l a t i o n ,  works w i t h  Federal o f f i c e s  
on r e g u l a t i o n s ,  g u i d e l i n e s  and Techn ica l  A ss is tance  p r o j e c t s .

A d m i n i s t r a t i v e  A s s i s t a n t  f o r  Government A f f a i r s - A s s i s t s  Deputy 
D i r e c t o r  f o r  Governmental A f f a i r s  in the  above mentioned 
a c t i v i t i e s .

D i r e c t o r  o f  P u b l i c  In fo rm a t io n  and T r a i n i n q - Has r e s p o n s i b i l i t y  
f o r  a l l  p u b l i c a t i o n s  and n e w s le t t e r s ,  deve lo p ing  p u b l i c  i n f o r ­
mat ion documenta t ions ,  help  p lan and conduct  workshops and 
t r a i n i n g  i n s t i t u t e s  and work on the  Annual Meet ing.

A d m i n i s t r a t i v e  A s s i s t a n t - Has p r im ary  r e s p o n s i b i l i t i e s  f o r  
a c t i v i t i e s  a ssoc ia ted  w i t h  the  Annual Meet ing and f o r  s p e c i f i c  
t r a i n i n g  a c t i v i t i e s .

The p ro fe s s io n a l  s t a f f ,  as was in d i c a te d  in the  jo b  d e s c r i p t i o n s ,  

enables the  Na t io na l  Counc i l  t o  work on a s u b s t a n t i a l  number o f  issues 

w i t h  a wide range o f  o r g a n i z a t i o n s .  These a c t i v i t i e s  can perhaps be 

summarized as f o l l o w s : -  (1)  lobby ing  and l e g i s l a t i v e  p o l i c y  development 

and promot ion (2)  l i a i s o n  w i t h  governmental  o r g a n i z a t i o n s  (3)  l i a i s o n  

w i th  o t h e r  n a t io n a l  o r g a n i z a t i o n s  (4)  in f o r m a t i o n  d iss e m in a t io n  (5 )  to  

p ro v ide  workshops and edu ca t ion a l  a c t i v i t i e s  (6 )  m a in ta in in g  communicat ion 

and f o s t e r i n g  co op e ra t ion  o f  the  membership and (7)  a s s i s t i n g  the  Board 

o f  D i r e c t o r s  in t h e i r  a c t i v i t i e s .

Fi nanci nq

F inanc ing  the  named a c t i v i t i e s  o f  the  Board, s t a f f  and f i v e  Counc i l s  

r e q u i r e s  a budget  o f  a pp rox im a te ly  $450,000.00.  The 1978/79 budget  

in d i c a te s  t h a t  the  main sources o f  income f o r  the  Na t io na l  Counci l  a r e : -
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Membership dues ($300,000.  o r  60+$);  the  Annual Meet ing ($60,000.  o r  15$);

Grants and C o n t rac ts  f rom NIMH and o th e r  government agencies ($55,000.  o r

15$); and o th e r  minimal resources .  The major  e xpe n d i tu re s  are  f o r  s a l a r i e s ,

52t r a v e l  (Board and s t a f f ) ,  p r i n t i n g  and funds f o r  the  C o u n c i l .

Summary

The Na t io na l  Counci l  o f  Community Mental Hea l th  Cen te rs ,  I n c . ,  has 

become, in the  e i g h t  years s ince  i n c o r p o r a t i o n ,  a s u b s t a n t i a l  and i n f l u e n t i a l  

o r g a n i z a t i o n .  I t  o pe ra tes  on numerous d i f f e r e n t  a c t i v i t i e s  th rough  a 

complex system o f  o r g a n i z a t i o n a l  u n i t s - B o a r d ,  s t a f f ,  C o u n c i l s ,  and Regional 

and S ta te  networks .  A survey o f  i t ' s  a c t i v i t i e s  (The Board Handbook, the  

NCCMHC Annual Report ,  N a t io na l  Counc i l  News, and severa l  a r t i c l e s  in 

p ro fe s s io n a l  j o u r n a l s )  would i n d i c a t e  i t  has become the  c h i e f  " p r o t a g o n i s t "  

f o r  Community Mental Hea l th  Cente rs  in th e  Un i ted  S ta te s .

The Counci l  on Research and E va lua t io n

Func t ions  o f  C o u n c i l s  in General

The f i v e  C o unc i l s  were e s ta b l i s h e d  by th e  Board o f  D i r e c t o r s  th rough

a c t i o n s  in t h e  l a t t e r  p a r t  o f  1975 and th e  e a r l y  p a r t  o f  1976. The miss ion

o f  the  C o u n c i l s ,  as noted e a r l i e r ,  was t o  "examine c r i t i c a l  issues which

a f f e c t  the  f i e l d  o f  community mental h e a l t h  and p re p a r in g  p o s i t i o n  papers

53f o r  re ivew by the  Board o f  D i r e c t o r s . "  Accord ing  t o  the  Execu t ive  

D i r e c t o r ,  e s ta b l i s h m e n t  o f  the  C o u nc i l s  was a r e c o g n i t i o n  by the  Board 

t h a t  t e c h n ic a l  e x p e r t i s e  was needed t o  he lp  them deal w i t h  t h e  b lossoming 

issues in community mental h e a l t h  and r e a c t  t o  t h e  s p e c i f i c s  d e t a i l e d  in 

P u b l i c  Law 9 4 - 6 3 .54

Func t ions  o f  th e  Counc i l  on Research and E va lua t io n

The r e s p o n s i b i l i t i e s  assigned t o  the  Counci l  on Research and E va lua t io n  

r e f l e c t  both the  broader  issues and the  issues a s soc ia ted  w i t h  P u b l i c  Law
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94-63.  The f u n c t i o n  o f  the  Counci l  was de f ined  as f o l l o w s :

The Counci l  on Research and E v a lua t io n  has broad respon­
s i b i l i t i e s  f o r  research and e v a lu a t i o n  a c t i v i t i e s .  Th is  
may in c lu d e ,  bu t  no t  be l i m i t e d  t o ,  such areas as accred­
i t a t i o n ,  data c o l l e c t i o n ,  program e v a l u a t i o n ,  P ro fe ss io n a l  
Standard Review O r g a n iz a t i o n ,  pure and a p p l i e d  research,  
u t i l i z a t i o n  rev iew,  e t c .  The Counc i l  w i l l ,  w i t h  d i r e c t i o n  
and consent  f rom the  Board o f  D i r e c t o r s ,  e s t a b l i s h  p r i o r i t i e s ,  
a p p o in t  ad hoc ta s k  f o r c e s ,  prepare  p o s i t i o n  papers,  and c a r r y  
o u t  o t h e r  a c t i v i t i e s  necessary t o  f u r t h e r  the  use and d i s ­
semina t ion  o f  research and e v a lu a t i o n  methods and r e s u l t ,  
and o f  e v a lu a t i o n  procedures in community mental h ea l th  
c e n t e r s . ^5

The charge t o  the  Counci l  on Research and E va lua t io n  was both broad 

and g en e ra l ,  s in c e ,  acco rd ing  t o  the  Execu t ive  D i r e c t o r ,  th e  Board wanted 

t o  encourage f l e x i b i l i t y  and lacked th e  e x p e r t i s e  t o  more r i g o r o u s l y  d e f in e  

the  f u n c t i o n s .

Board S upe rv is io n  o f  Counc i l  A c t i v i t y

Board s u p e rv is io n  o f  a l l  C o unc i l s  and t h e i r  a c t i v i t i e s  were b u i l t  

in th rough the  f o l l o w i n g  mechanisms: (1)  a p p o in t i n g  th e  Cha irpersons  to

be e x - o f f i c i o  members o f  the  Board and r e q u i r i n g  t h a t  they  r e p o r t  a t  each 

Board meet ing;  (2)  submit  an annual r e p o r t  and an annual f i n a n c i a l  r e p o r t ;  

and (3)  th rough  the  assignment o f  NCCMHC s t a f f  t o  work w i t h  each C o u n c i l .  

Composi t ion o f  the  Counc i l  on Research and E va lua t io n

The Counci l  on Research and E v a lu a t io n  developed th rough the  

f o l l o w i n g  s teps .

1. Dr. John B e l l * ,  an o u ts ta n d in g  e v a l u a t o r  f rom a western s t a t e ,  who 

had worked as the  key NCCMHC Board member p r e v i o u s l y ,  was des ignated 

as Cha irperson  in the  e a r l y  s p r in g  o f  1976.

2. Board members were asked t o  p ro v id e  names o f  cand ida tes  t o  the  C o u n c i l ,  

t o  th e  Execu t ive  D i r e c t o r  and the  th e n - P r e s id e n t  o f  the  Na t io na l  

C o u n c i l .  In p r o v id i n g  these names, most Board members s o l i c i t e d  in p u t  

f rom d i f f e r e n t  c e n te rs  in the  re g ion .

^ f i c t i t i o u s  name
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3. Candida tes  being cons idered  were then asked t o  submit  c u r r i c u lu m  

v i t a e s  t o  the  Na t iona l  C o unc i l .

4. The v i t a e s ,  which numbered over  f o r t y ,  were reviewed p r i m a r i l y  by 

th e  Chairman o f  the  R&E C o u n c i l ,  and s e c o n d a r i l y  by the  P re s id e n t  

o f  t h e  Na t iona l  C o unc i l .

5. In rev ie w in g  these v i t a e s ,  c o n s id e r a t i o n  was g iven  t o  these f a c t o r s -  

e x p e r t i s e  and exper ience  in e v a l u a t i o n ,  geograph ic  l o c a t i o n ,  sex, 

age, p ro fe s s io n a l  d i s c i p l i n e .

6. I t  should a lso  be noted t h a t  the  " p o l i t i c a l "  c o n s i d e r a t i o n  a l s o  was 

g iven credence in r e l a t i o n  t o  one p o s i t i o n .  Based upon d iscu ss io n s  

between the  t h r e e  key d ec i s io n  makers, f i n a l  membership f o r  th e  Counci l  

was dete rmined.  The o r i g i n a l  group c o ns is te d  o f  the  f o l l o w i n g  members

in a d d i t i o n  t o  Dr. B e l l * ,  who was in h i s  f o r t i e s ,  a Ph .D . ,  p s y c h o lo g i s t

f rom a CMHC in Region 8:

Lucy D o w d * - t h i r t i e s - M a s t e r  in Urban P lann ing  but  an exper ienced

e v a l u a t o r  f rom a CMHC in Region 9.

Margie H a r p e r * - l a t e  f o r t i e s - w i t h  Ph.D. in psycho logy ,  who had been a 

program e v a l u a t o r  bu t  who was in an a d m i n i s t r a t i v e  p o s i t i o n  a t  

her  c e n te r  in Region 10.

Robert  Hayward*-a p s y c h i a t r i s t  in h i s  e a r l y  f o r t i e s  who had c l i n i c a l  

a d m i n i s t r a t i v e  r e s p o n s i b i l i t i e s  a t  a CMHC in Region 6.

Jeanne Kramer*-a Ph.D. p s y c h o lo g i s t  in her  e a r l y  t h i r t i e s ,  who was a 

d i r e c t o r  o f  an e v a lu a t i o n  program a t  a Region 4 CMHC.

The a u th o r -a  s o c ia l  worker  in h is  e a r l y  t h i r t i e s ,  who was the  d i r e c t o r

o f  an e v a lu a t i o n  u n i t  a t  a Region 2 CMHC.

The terms o f  the  members were determined by drawing l o t s  a t  the

f i r s t  Counci l  meeting in October 1976. Based upon th e  l o t  drawn, the  

^ f i c t i t i o u s  names
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terms f o r  each o f  the  members were as f o l l o w s :  Dr.  Bel 1-1978; the

au thor -1978 ;  Lucy Dowd-1979; Dr.  Hayward-1979; Dr.  Harper and Dr.  Kramer- 

1980. The term ended as o f  the  annual meeting (February )  o f  the  year 

c i  te d .

Counc i l  O r i e n t a t i o n  and A c t i v i t i e s  Dur ing the  Per iod 
October 1976-December 1977

Dur ing the  f i r s t  year and one q u a r t e r  o f  th e  Research and E v a lu a t io n

C o u n c i l ,  t h e re  was o n l y  l i m i t e d  a t t e n t i o n  paid  t o  the  issue o f  im p le m en ta t io n .

The f o l l o w i n g  issues assumed major  a t t e n t i o n  d u r in g  th e  course  o f  t h e  t h r e e

Counci l  meet ings.

1. Review and C r i t i q u e  on th e  J o i n t  Commission f o r  the  A c c r e d i t a t i o n  
o f  H o sp i ta Is -S ta n d a rds  f o r  Program E v a lu a t io n  in Community Mental 
Hea l th  Centers

The J o i n t  Commission had, o r i g i n a l l y  under c o n t r a c t  f rom NIMH and then 

in dependen t ly ,  developed a s e r ie s  o f  s tandards  f o r  a c c r e d i t a t i n g  CMHC's. 

( A c c r e d i t a t i o n  was o f  p o s s ib le  long-range b e n e f i t s  to  n on -h o s p i ta l  based 

CMHC's t o  make them e l i g i b l e  f o r  t h i r d  p a r t y  re imbursement payment. )

These s tandards  were t o  be u t i l i z e d  in a p i l o t  t e s t  o f  some s i x t y  CMHC's.

The Board Committee on Standards and A c c r e d i t a t i o n  had worked w i t h  the  

JCAH on w r i t i n g  these  standards .  The Research and E v a lu a t io n  Counc i l  

f e l t  t h a t  these standards  m igh t  become the  norms f o r  the  f i e l d  and th e re  

were s u b s ta n t i a l  ques t ions  as t o  the  v a s t  a r r a y  o f  s p e c i f i c  and c o s t l y  

requ irements d e t a i l e d .  (Dr .  Harper p layed the  majo r  le ade rsh ip  r o l e  

in t h i s  a r e a . )

2. The Es tab l i shm en t  and Report  o f  a Task Force on Peer Review and 
Q u a l i t y  Assurance

The issue o f  Peer Review Q u a l i t y  Assurance and th e  r e l a t i o n s h i p  o f

CMHC's t o  P ro fe s s io n a l  Standard Review O rg a n iz a t io n s  were caus ing

s u b s t a n t i a l  apprehension in the  f i e l d .  The Board made a sp ec ia l  reques t

t o  th e  Research and E va lu a t io n  Counc i l  t o  develop a comprehensive
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r e p o r t  w i t h  recommendations on th e  t o p i c .  Lucy Dowd o f  the  Research

and E v a lua t io n  Counci l  too k  a ma jor  le ade rsh ip  r o l e  in e s t a b l i s h i n g  and

work ing  w i t h  t h i s  Task Force.  The Task Force co ns is ted  o f  Lucy Dowd and

th e  a u th o r  f rom the  Research and E v a lu a t io n  C o u n c i l ,  a p s y c h i a t r i s t  from

the  NCCMHC Board Committee on A c c r e d i t a t i o n s  and S tandards,  a CMHC Center

D i r e c t o r  f rom a Tennessee CMHC and two s p e c i a l i s t s  f rom NIMH. A l l

members o f  th e  commit tee were e x pe r ts  on the  s u b je c t .  The Task Force

met once and had numerous correspondence.  A r e p o r t ,  w i t h  the  f o l l o w i n g

recommendat ions,  was sent  t o  the  Board:

NIMH study the  co s ts  and e f f e c t i v e n e s s  o f  v a r io us  q u a l i t y  
assurance systems and sponsor m u l t i p l e  CMHC compar isons;  t h a t  
NCCMHC e s t a b l i s h  a l i a i s o n  w i t h  the  PSRO Nat iona l  Adv iso ry  
Counci l  and t h a t  S ta te  PSRO o r g a n i z a t i o n s ;  t h a t  NIMH develop 
a complete package o f  conferences and workshops t o  t r a i n  CMHC 
s t a f f s  in q u a l i t y  assurance tech n iq u e s ,  develop a c le a r inghouse  
t o  share new in fo r m a t i o n  among c e n te rs  and he lp  develop new 
models o f  q u a l i t y  assurance,  e s p e c i a l l y  in the  area o f  ambula to ry
c a r e . 58

3. A P r e l im i n a r y  Review o f  the  R ig h ts  o f  P a t i e n t s  in Research S tud ie s

Based upon a p r e l i m i n a r y  rev iew o f  the  issues ,  the  Counci l  issued a

b r i e f  r e p o r t  t h a t  recommended t h a t  each CMHC e s t a b l i s h  a committee

c o n s i s t i n g  o f  p ro fe s s io n a l  and consumers t o  rev iew a l l  research p ro -

59posaIs i n v o l v i n g  p a t i e n t s .

4. Implementa t ion  Re la ted A c t i v i t i e s

The Counci l  d id  become invo lved  p e r p h e r i a l l y  w i t h  t h r e e  se ts  o f  a c t i v i t i e s ,

(a)  Two members o f  the  Counc i l  (Dr.  Kramer and the  a u th o r )  consu l te d  

w i t h  two NIMH o f f i c i a l s  in r e v i v i n g  th e  s i x t h  d r a f t  o f  t h e  NIMH g u i d e l i n e s  

on CMHC program e v a l u a t i o n .  The c o n s u l t a t i o n  occur red  a t  a ve ry  l a t e  

stage in  development o f  g u i d e l i n e s .  E a r l i e r ,  d r a f t  se ts  had been issued 

and d i s t r i b u t e d  t o  ADAMHA Regional  O f f i c e  s t a f f  and t o  CMHC’ s.  (b)  The 

Counci l  e s ta b l i s h e d  l i a i s o n  r e l a t i o n s h i p s  w i t h  NIMH O f f i c e  o f  Program 

Development and A n a ly s i s  and the  Mental Hea l th  Serv ices  Branch.  T h is
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l i a i s o n  r e l a t i o n s h i p  was implemented by having lower leve l  s t a f f  f rom 

the  s e c t i o n s  a t t e n d  one sess ion  a t  th e  meet ings o f  the  Research and 

E v a lu a t io n  C o u n c i l .  A t  these meet ings ,  the  NIMH s t a f f  would p resen t  the  

v a r io u s  NIMH p r o j e c t s  o r  a c t i v i t i e s  in e v a l u a t i o n  t h a t  were being planned 

o r  being implemented.  Research and E v a lu a t io n  Counc i l  members would 

comment on these  a c t i v i t i e s  and p r o j e c t s .  Research and E v a lu a t io n  Counci l  

members would a l s o  propose new ideas and suggest  new p r o j e c t s  o r  new 

procedures.  I t  should be noted t h a t  the  new procedures were usefu l  in 

t h a t  they  p ro v ide  some R&E Counc i l  in p u t  i n t o  NIMH d e c is io n  making but  

t h e r e  were l i m i t e d .  One o f  t h e  major  l i m i t s  o f  c o n ta c t  was th e  f a c t  t h a t  

the  in p u t  was in fo rma l  and o c c u r r i n g  w i t h  NIMH secondary leve l  o f f i c i a l s .

The h ig h e r  leve l  o f f i c i a l s  w i t h  more a u t h o r i t y  were no t  invo lved  in these 

d is c u s s io n s  nor d id  th e re  e x i s t  any formal  r e l a t i o n s h i p  so t h a t  the  R&E 

Counci l  was informed about  NIMH a c t i o n s  o r  responses t o  i t ' s  recommendat ions.  

Moreover, ano the r l i m i t i n g  f a c t o r  was t h a t  the  l i a i s o n  r e l a t i o n s h i p  

e x i s t e d  o n ly  w i t h  two o f f i c e s  w i t h  the  NIMH Cen tra l  O f f i c e  and d id  no t  

in c lu d e  any r e l a t i o n s h i p  w i t n  the  ten  Regional  O f f i c e s  which have major  

c o n t ro l  over  CMHC r e la te d  a c t i v i t i e s ,  (c )  A t h i r d  area in which the  

Research and E v a lu a t io n  Counci l  became l i m i t e d l y  in vo lved  w i t h  the  

imp lementa t ion  process was in the  area o f  t e c h n ic a l  a s s i s ta n c e .  Techn ica l  

as s is ta n c e  r e f e r s  t o  the  p r o v i s i o n  o f  a id  t o  CMHC's t o  a s s i s t  them in 

f u l f i l l i n g  the  mandates o f  P u b l i c  Law 94-63 (CMHC Act  o f  1975). The 

l e g i s l a t i o n  s p e c i f i c a l l y  i n d i c a te s  t h a t  NIMH is  re q u i r e d  t o  spend an 

amount equal t o  2% o f  a l l  the  funds a l l o c a t e d  t o  CMHC fund ing  t o  p rov ide  

te c h n ic a l  a s s is tan c e  to  CMHC's. Ye t ,  t h e r e  e x i s t e d  ma jo r  problems in the  

area o f  t e c h n ic a l  a s s is tan c e .  These in c lu ded :  NIMH u n d e r - f i n a n c in g  o f

the  program, lack o f  inpu t  by CMHC's i n t o  program development and some 

que s t io na b le  types  o f  p r o j e c t s  sponsored.  The Research and E v a lu a t io n
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Counc i l  d r a f t e d  some general  p o l i c y  s ta tements  on te c h n ic a l  a ss is tan ce  

in  the  area o f  program e v a l u a t i o n .  Below a re  e xce rp ts  f rom these  p o s i t i o n  

s ta tem en ts :

That  each reg ion a l  o f f i c e  u t i l i z e  a core  o f  c o n s u l t a n t s  drawn 
f rom CMHC's who a re  cons ide red  t o  be program e v a l u a t i o n  e xpe r ts  
in the se  re g ion s .  These c o n s u l ta n ts  should be paid  t o  (a) 
help p lan  a l l  e v a l u a t i o n  a c t i v i t i e s  and te c h n ic a l  a s s is ta n c e  
programs in the  re g ion  (b)  rev iew and comment on the  C e n te r ' s  
Annual E v a lu a t io n  Repor t  (c )  p ro v ide  c o n s u l t a t i o n  t o  the  
m a j o r i t y  o f  CMHC's which do not  have e f f e c t i v e  e v a lu a t i o n  
components.

Regional  O f f i c e s ,  in s e t t i n g  up e v a l u a t i o n  con fe rences ,  should 
be c o g n iz a n t  o f  the  need t o  pay the  t r a v e l  and per diem ex­
penses o f  one person f rom each c e n te r .

I t  i s  recommended t h a t  these  workshops be o rgan ize d ,  run by 
and geared t o  CMHC s t a f f .

T r a i n i n g  c i t i z e n  boards should inc lude  t r a i n i n g  such boards t o  
e f f e c t i v e l y  work w i t h  e v a lu a to r s  and e v a l u a t i o n  d a t a . 60

The impact  o f  th e  work in t e c h n ic a l  a s s is ta n c e  i s  q u i t e  l i m i t e d  due t o

t h e  lack o f  any formal  r e l a t i o n s h i p s  t o  h ig h e r  a u t h o r i t i e s  a t  the  NIMH

C e n t r a l  O f f i c e  and lack  o f  connec t ing  l i n k s  t o  Regional  O f f i c e s .

Lack  o f  a C o n s t i tu e ncy  Base f o r  the  Counci I

Desp i te  the  f a c t  t h a t  th e  Counci l  was a c t i v e ,  i t  had no d i r e c t

c o n s t i t u e n c y .  In f a c t ,  a s id e  f rom members o f  the  NCCMHC Board and key

NIMH o f f i c i a l s ,  knowledge o f  i t s  e x is ten ce  was l i m i t e d .  CMHC and o th e r

mental  h e a l t h  agency s t a f f ,  i n c lu d in g  those  which were members o f  NCCMHC,

d i d  no t  know o f  i t s  e x i s te n c e  and a c t i v i t i e s .  There e x i s t e d  no mechanism

f o r  i n p u t  f rom program e v a lu a to r s  and mental h e a l th  agency managers in

r e l a t i o n  t o  R&E Counc i l  p o l i c y  p o s i t i o n s .  The r e s u l t  o f  t h i s  gap (a)

l e f t  the  Counc i l  open t o  "cha rges "  t h a t  i t  was e l i t i s t  and i t ' s  p o s i t i o n s

were not  r e p r e s e n t a t i v e  o f  t h e  p o s i t i o n s  o f  p r a c t i t i o n e r s  and (b)  i t

d e p r i v e d  th e  Counc i l  o f  a p o t e n t i a l  c o n s t i t u e n c y  which would s t re ng th en

i t ' s  p o s i t i o n .  Moreover,  t h e r e  e x i s t e d  w i t h i n  the  Counci l  some f e e l i n g s
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by s e le c ted  members t h a t  i t  d id  n o t  want t o  go pub I i  c and a s a t i s f a c t i o n  

w i t h  an e l i t i s t  ideo logy .

Process Fac to rs  t h a t  L im i te d  the  Counci l  A c t i v i t i e s

In a d d i t i o n  t o  the  lack  o f  a c o n s t i t u e n c y  and the  n e g le c t  o f  s t r a t e g i e s  

t o  develop t h i s  c o n s t i t u e n c y ,  the  Research and E v a lu a t io n  Counci l  a l s o  

was handicapped by a number o f  process f a c t o r s .

1. The R&E Counc i l  d id no t  c l e a r l y  d e f i n e  i t ' s  r o l e  and purpose,  and 

members were confused over  what rep resented  a p p r o p r ia t e  f u n c t i o n s .

Moreover,  t h e re  was o n l y  l i m i t e d  conceptual  concern w i th  a r o l e  in 

i n f l u e n c i n g  the  imp lementa t ion  process.

2. R e s u l t i n g  f rom t h i s  c o n fu s io n ,  the  a c t i v i t i e s  o f  the  Counc i l  were 

o f t e n  h e l t e r - s k e l t e r .  Moreover,  f r e q u e n t l y  the  Counc i l  f u n c t io n e d  as

a pass ive  r e a c to r  r a t h e r  than an a gg ress ive  a c to r  geared towards c e r t a i n  

goa I s.

3. The communicat ion and d e c i s io n  making cen te red  around the  Cha irpe rson .  

Counci l  members r o l e s  were u s u a l l y  c i r c u m s c r ib e d .  T h is  f a c t o r  made i t  

d i f f i c u l t  t o  have im p o r tan t  d e c i s io n s  made between meet ings .  I t  a lso  

f r a n k l y  l i m i t e d  the  manpower and a c t i v i t i e s  o f  the  C o u nc i l .  Members 

g e n e r a l l y  were ve ry  l i m i t e d  in t h e i r  p a r t i c i p a t i o n  in ta s k  a c t i v i t i e s .  

Summary

The Research and E va lua t io n  C o u n c i l ,  in  th e  f i r s t  year  and one h a l f  

o f  i t ' s  e x is te n c e ,  represented a group t h a t  ( 1) grew in importance and 

in f l u e n c e ,  (2 ) bu t  whose a c t i o n s  were l i m i t e d  by the  f a c t  t h a t  i t  lacked 

a c l e a r l y  d e f ine d  r o l e  and focus ,  lacked a c o n s t i t u e n c y  base and i t ' s  

i n t e r n a l  process d id  not  f u l l y  u t i l i z e  th e  s k i l l s  o f  i t ' s  members f o r  

ta s k  achievement.
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CHAPTER IV

PROGRAM DEVELOPMENT

The O p p o r tu n i t y  f o r  A c t io n  

Through the  f i r s t  year  o f  the  e x is te n c e  o f  the  Research & E v a lua t io n  

C o u n c i l ,  t h e  a u t h o r ’ s o p p o r t u n i t y  t o  i n f l u e n c e  the  d i r e c t i o n  o f  the  C o u n c i l ’ s 

a c t i v i t y  was q u i t e  c i r c u m s c r i b e d . H is  r o l e  was l i m i t e d  t o  being a Counci l  

member. Even though the  a u th o r  was very  a c t i v e  as a member, he had l i m i t e d  

o r  no c o n ta c t  w i t h  Na t io na l  Counci l  o f  CMHC Board o r  s t a f f  o r  upper echelon 

NIMH o f f i c i a l s .  Fu r therm ore,  t h e  a u th o r  was, due t o  h i s  p o s i t i o n ,  unaware 

o f  c e r t a i n  types  o f  i n f o r m a t i o n .

The p rospec ts  f o r  the  a u th o r  being a b le  t o  e x e r t  s i g n i f i c a n t  leade rsh ip  

appeared dim. The a u t h o r ' s  te rm as a member o f  th e  Research & E va lua t io n  

C o u n c i l ,  which had been decided by l o t ,  was the  s h o r t e s t .  His membership 

on th e  Counc i l  was due t o  e x p i r e  as o f  February 1978. Then, a b r u p t l y ,  

even ts  changed t h i s  dim o u t l o o k .  Dr. John B e l l ,  Cha irperson  o f  the  Research 

& E v a lu a t io n  Counci I ,was appo in ted  t o  the  Task Panel on the  Assessment o f  

Community Mental Hea l th  C e n te r ' s  o f  t h e  P r e s i d e n t ’ s Commission on Mental 

H ea l th .  As Dr.  B e l l  became more in vo lved  w i t h  h i s  a c t i v i t i e s  on the  

P r e s i d e n t ’ s Commission on Mental H e a l th ,  he had less  t im e  f o r  a c t i v i t i e s  

o f  th e  Counc i l  on Research & E v a lu a t i o n .  T h e re fo re ,  a t  t h e  C h a i rp e rs o n 's  

reques t  and w i t h  the  agreement o f  the  t h e n - P r e s id e n t  o f  the  NCCMHC Board 

and the  Execu t ive  D i r e c t o r ,  the  a u th o r  was named th e  Co-Chairperson o f  

the  Research & E v a lu a t io n  Counci l  in la t e  October 1977. The a u th o r  was 

informed a t  t h a t  t im e  he was t o  be reappo in ted  t o  th e  Research & E v a lu a t io n

56
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Counci l  f o r  a t h r e e  year p e r io d  and would o f f i c i a l l y  assume the  r o l e  o f  

Cha irperson as o f  February 1978. I t  was t h i s  change t h a t  p rov ided  him 

w i t h  the  o p p o r t u n i t y  t o  develop t h e  program o f  a c t i o n  which is  o u t l i n e d  

in the  pages which f o l l o w .

A na lyz in g  t h e  Problem 

General Problems o f  Imp lementa t ion

Implementa t ion i s  a d i f f i c u l t  t a s k .  The d i f f i c u l t y  l i e s  in general  

f a c t o r s  which were enumerated p r e v i o u s l y :  (a)  i t  i n vo lves  numerous a c to r s  

and numerous le v e l s  o f  d e c i s io n  making;  and (b) i t  i s  a process about  

which we have l i m i t e d  knowledge o f  the  im po r ta n t  f a c t o r s  t h a t  a re  i n f l u e n t i a l  

The imp lementa t ion  process as r e l a t e s  t o  the  Program E v a lua t ion  mandates 

inc luded in the  CMHC p r o v i s i o n s  o f  P u b l i c  Law 94-63 i s  f u r t h e r  com p l i ca ted  

by (a)  the  c o m p le x i t y  o f  the  o r g a n i z a t i o n a l  s t r u c t u r e  o f  the  imp lement ing 

agenc ies ,  e .g .  the  several  bureaus and s e c t i o n s  in t h e  NIMH C en t ra l  O f f i c e -  

The Mental Hea l th  Serv ices  Suppor t  Branch,  t h e  O f f i c e  o f  Program Development 

and A n a ly s i s ,  th e  D i v i s i o n  o f  Mental Hea l th  S e rv ice  Programs and the  ten  

ADAMHA Regional O f f i c e s ;  (b)  la ck  o f  c l a r i t y  o f  the  s p e c i f i c  r o l e s  o f  the  

forement ioned o r g a n i z a t i o n s  as r e l a t e s  t o  t h e  imp lementa t ion  p rocess ;  and 

(c )  the  t im in g  o f  the  p r o j e c t  t h a t  was t o  be developed was such t h a t  i t  

exc luded i n t e r v e n t i o n s  aimed a t  i n f l u e n c i n g  the  development o f  g u i d e l i n e s  

(which i s  a c o m p a ra t i v e ly  e a s i e r  process t o  i n f l u e n c e ) ,  and was geared t o  

i n f l u e n c in g  the  processes o f  resource  d i s t r i b u t i o n ,  o v e r s i g h t  and enforcement  

p a t t e r n s  o f  communicat ion and t h e  a t t i t u d e s  and d i s p o s i t i o n s  o f  t h e  im p le ­

mentors towards the  p o l i c y .  I n f l u e n c i n g  these  l a t e r  s tages o f  t h e  im p le ­

menta t ion  process re q u i r e d  more i n t r i c a t e  s t r a t e g i e s .

An A n a ly s is  o f  the  Implementa t ion  Problems as Re la tes  t o  the  Program 
E va lua t io n  Requirements o f  t h e  CMHC Amendment o f  P u b l i c  Law 94-63

As was noted,  t h i s  p r o j e c t  focuses on e f f e c t i n g  the  imp lementa t ion
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processes t h a t  f o l l o w e d  the  development o f  CMHC Program E va lua t ion  G u id e l i n e s .  

The imp lementa t ion  processes t h a t  were o f  major  concern were in the  areas 

o f  (a)  resource  a l l o c a t i o n  (b) the  a t t i t u d e s  and d i s p o s i t i o n  o f  implementors 

towards the  p o l i c y  (c )  th e  communicat ions and feedback loops and (d)  the  

o v e r s i g h t  and enforcement process.

Based upon in forma l  in pu t  and in fo r m a t i o n  from the  NCCMHC Board and 

s t a f f ,  members o f  the  Research & E v a lu a t io n  C o u n c i l ,  CMHC program e v a l u a t o r s ,  

s e le c te d  ADAMHA Regional  O f f i c e  s t a f f  and the  r e s u l t s  f rom surveys f rom 

the  CMHC's in Regions 2 and 5, i t  was p o s s ib le  t o  p i n p o i n t  key and im p o r ta n t  

issues.  These are d e l i n e a te d  as f o l l o w s :

(a)  Resource A l l o c a t i o n :  (1)  I t  was e s t im a ted  t h a t  o n l y  o n e -q u a r te r  o r

25$ o f  the  funds t h a t  NIMH had a v a i l a b l e  (under PL 94-63) t o  spend on

p r o v id i n g  te c h n ic a l  a s s is ta n c e  t o  CMHC's were a c t u a l l y  being u t i l i z e d

f o r  t h a t  purpose. Only $1,000 ,000 .00  o u t  o f  a p o s s ib le  $4,000 ,000 .00

was being u t i l i z e d  f o r  t e c h n ic a l  a s s is ta n c e  by NIMH. Techn ica l  A ss is tance

monies were being used t o  fund d i r e c t  s e r v i c e s .  T h is  lack o f  f un d in g  reduced

the  number o f  t e c h n ic a l  a ss is ta n ce  p r o j e c t s  sponsored by th e  NIMH

N at iona l  O f f i c e  and by t h e  ADAMHA Regional  O f f i c e s .  Program e v a lu a t i o n

te c h n ic a l  a s s is ta n c e  a c t i v i t i e s  were thus  q u i t e  l i m i t e d . ^  (2)  No a d d i t i o n a l

fund ing  was being p rov ided  t o  e i t h e r  th e  NIMH Cen tra l  O f f i c e  o r  t o  th e

ADAMHA Regional  O f f i c e s  f o r  increased s t a f f  t o  a s s i s t  in m o n i to r in g  the

imp lementa t ion  o f  program e v a l u a t i o n  mandates o r  t o  a s s i s t  in  th e  development

2
o f  t e c h n ic a l  a s s is ta n c e  p r o j e c t s .  (3)  There was a g r e a t  v a r i a t i o n  between 

the  ADAMHA Regional  O f f i c e s  as t o  the  per  c e n t  and amount o f  t e c h n ic a l  

a s s is ta n c e  funds used t o  develop program e v a l u a t i o n  p r o j e c t s .  (4)  There 

e x i s t e d  an in forma l  p o l i c y  both a t  the  NIMH Cen tra l  O f f i c e  and among many 

o f  t h e  ADAMHA Regional O f f i c e s  t h a t  made i t  im poss ib le  f o r  CMHC's t o  

re c e iv e  t e c h n i c a l  a s s is ta n c e  funds t o  t r a i n  o r  p ro v id e  c o n s u l t a t i o n  t o
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o th e r  CMHC’ s.

(b)  The A t t i t u d e s  and D i s p o s i t i o n s  o f  Implementors Toward th e  P o l i c y :  (1)

B a s i c a l l y ,  as ide  f rom a few i n d i v i d u a l s  in the  NIMH C en t ra l  O f f i c e  and a 

few numbers in the  ADAMHA Regional  O f f i c e s ,  th e  implementors knew l i t t l e  

o r  n o th in g  about  program e v a l u a t i o n  and i t ' s  r o l e  in CMHC's and a c t u a l l y  

cared less .  (2)  There was a v a r i a t i o n  in a t t i t u d e s *  t o  a l i m i t e d  degree,  

between NIMH C en t ra l  O f f i c e  and the  ADAMHA Regional  O f f i c e s .  The NIMH 

Cen tra l  O f f i c e  was somewhat more i n t e r e s te d  in the  s u b j e c t  than th e  ADAMHA 

Regional  O f f i c e s .  A number o f  f a c t o r s  a f f e c t  t h i s  d i f f e r e n c e :  (a)  the

NIMH Cen tra l  O f f i c e  was, both p h y s i c a l l y  and p s y c h o l o g i c a l l y ,  nea re r  t o  

Congress ( the  l e g i s l a t i v e  branch) and knew o f  the  i n t e r e s t  o f  t h a t  body

in the  s u b je c t  (b)  the  NIMH Cen tra l  O f f i c e  was more a c u te l y  aware o f  the

a c t i v i t i e s  o f  t h e  P r e s i d e n t ' s  Commission on Mental Hea l th  and t h e i r

i n t e r e s t s  in the  assessment o f  the  CMHC program (c )  t h e r e  were, as noted

above, more e x p e r t s  in  e v a lu a t i o n  t o  the  NIMH C en t ra l  O f f i c e  s t a f f . ^  (3)

ADAMHA Regional  O f f i c e  s t a f f  looked askance a t  any requ irements  t h a t

increased t h e i r  " m o n i t o r i n g "  a c t i v i t i e s .  They saw themselves p r i m a r i l y  in

t h e  r o l e  as "program promoters  o r  deve lopers "  r a t h e r  than e n fo r c e r s .

Moreover, s ince  they  o f t e n  f e l t  overwhelmed w i t h  e x i s t i n g  ta s k s  and had

l i m i t e d  knowledge about  e v a l u a t i o n ,  t h e i r  p r imary  m o t i v a t i o n  was t o  ignore
4

the  p o l i c i e s  on e v a l u a t i o n .

(c )  Communication:  (1) As was no ted ,  numerous CMHC's were no t  sent  cop ies  

o f  the  G u ide l in e s  and were unaware o f  the  program e v a l u a t i o n  requ irem en ts .

(2)  CMHC's had no in p u t  i n t o  the  development o f  t e c h n ic a l  a s s is ta n c e  p ro ­

j e c t s  by the  NIMH Cen tra l  O f f i c e s .  (3) In most ADAMHA re g io n s ,  CMHC's

had no in p u t  i n t o  th e  development o r  the  e v a lu a t i o n  o f  the  e f f e c t i v e n e s s  

o f  programs sponsored w i t h  t e c h n ic a l  ass is tance  funds.  (4)  In many re g io n s ,  

CMHC's were no t  aware o f  t h e  te c h n ic a l  a s s is ta n c e  p r o j e c t s  t h a t  were being
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sponsored by the  NIMH Regional  O f f i c e s .

(d) O v e r s ig h t  and Enforcement Processes:  (1) The G u ide l in e s  o r  the

s tandards  f o r  e v a lu a t i o n  were not  u n i f o r m ly  d i s t r i b u t e d  t o  a l l  CMHC's and, 

t h u s ,  some Centers  were unaware o f  t h e i r  o b l i g a t i o n s .  (2)  There was a 

d e f i n i t i v e  lack  o f  c l a r i t y ,  d e s p i te  the  G u id e l i n e s ,  as t o  what was o pe r ­

a t i o n a l l y  going t o  be expected o f  CMHC's. In verbal  s ta tements ,  d i f f e r e n t  

messages were emanat ing f rom the  NIMH Centra l  O f f i c e s ,  and f rom and among 

the  ADAMHA Regional  O f f i c e s .  (3)  Amongst th e  ADAMHA Regional  O f f i c e s ,

t h e r e  were s u b s t a n t i a l  v a r i a t i o n s  in t h e i r  o v e r s i g h t  o p e ra t i o n s  which

inc luded  both m o n i to r in g  CMHC a c t i v i t i e s  in e v a lu a t i o n  and th e  persuasion 

process o f  o f f e r i n g  te c h n ic a l  a s s is ta n c e .  The p r i o r i t i e s  g iven  t o  both se ts

5
o f  o v e r s i g h t  a c t i v i t i e s  appeared in most cases t o  be m in im a l .  (4)  Given 

th e  f a c t o r s  mentioned in th e  e a r l i e r  s e c t i o n s - r e s o u rc e  a l l o c a t i o n ,  d i s ­

p o s i t i o n  o f  the  implementors and c o m m u n ic a t io n - i t  was e v id e n t  t h a t  these 

n e g a t i v e l y  a f f e c t e d  the  o v e r s i g h t  process .

P r i o r  L i m i t a t i o n s  o f  th e  Research and E va lua t io n  Counc i l  A c t i v i t i e s  
on Imp lementat ion

The Counc i l  on Research and E v a lu a t i o n ,  as was noted p r e v i o u s l y ,  (1)

had no t  c l e a r l y  de f ined  i t ' s  r o l e  and purpose ( 2 ) had o n l y  l i m i t e d  concern

w i t h  i n f l u e n c i n g  the  imp lementa t ion  process (3)  i t ' s  a c t i v i t i e s  were o f t e n  

h e l t e r - s k e l t e r  and the  Counci l  was f r e q u e n t l y  a pass ive  r e a c to r  r a t h e r  

than an agg ress ive  a c to r  (4 )  d e c i s io n  making and communicat ions were cente red  

around th e  Cha irperson  and, o p e r a t i o n a l l y ,  the  r o l e s  and th e  a c t i v i t i e s  

o f  the  members were l i m i t e d  (5)  the  Counci l  opera ted  as an e l i t i s t  o rgan­

i z a t i o n  and lacked a c o n s t i t u e n c y  base. These f a c t o r s  meant t h a t  the  

a u th o r  had t o  develop an a p p r o p r i a t e  program s t r a t e g y  t o  r e s t r u c t u r e  the  

r o l e  and f u n c t i o n  o f  t h e  Counci l  on Research and E va lua t io n  in l i g h t  o f  

t h e  fo rement ianed issues.



61

Deve lop ing S t r a t e g ie s  and Goals f o r  A c t io n  

Concern w i t h  Process and Task Goals and S t r a t e g ie s

In c o n c e p tu a l i z i n g  and deve lo p ing  a s t r a t e g y  f o r  a c t i o n ,  the  a u tho r  

r e l i e d  h e a v i l y  on t h e o r e t i c a l  and exper imenta l  data desc r ibed  in the  

l i t e r a t u r e  o f  th e  f i e l d s  o f  so c ia l  work (group work and community o r g a n i ­

z a t i o n s )  and o r g a n i z a t i o n a l  development.  The l i t e r a t u r e  overwhe lm ing ly  

suggests t h a t  in success fu l  p r o j e c t  imp lementa t ion ,  both process and ta s k  

need t o  be prominen t  concerns.  These concerns a re  expressed as f o l l o w s :

There are a t  l e a s t  two d i f f e r e n t  k inds  o f  goa ls  in o r g a n i z a t i o n s ,  
those goa ls  which are r e f l e c t e d  in an o u tp u t  o f  some k ind  which we 
w i l l  c a l l  " o u t p u t  g o a ls "  and those  which are th e  ends o f  those who 
are  charged w i t h  r e s p o n s i b i I i t y  f o r  maintenance a c t i v i t i e s ,  which 
we w i l l  c a l l  " s u p p o r t  g o a l s . "6

The most s i g n i f i c a n t  f a c t o r  a f f e c t i n g  o r g a n i z a t i o n a l  p r o d u c t i v i t y  
was found t o  be the  i n te r p e rs o n a l  re I a t i o n s h i  ps t h a t  are developed,  
no t  j u s t  pay o r  work ing  c o n d i t i o n s . ^

In the  pas t  and o f t e n  in the  p re sen t ,  p ro d u c t i v e  e f f o r t  has been 
seen as t h a t  which focused d i r e c t l y  on the  p r o d u c t i v i t y  o f  goods 
and s e r v i c e s .  L i t t l e  a t t e n t i o n  has been paid t o  t h e  processes by 
which such e f f o r t  takes  p la ce ;  t o  do so has o f t e n  been viewed as 
a waste o f  t im e .  I n c r e a s in g l y ,  however, the  re levance  t o  t a s k  
accomplishment o f  such a c t i v i t i e s  as team maintenance and deve lop­
ment, d ia g n o s is  and work ing  th rough  in te r p e rs o n a l  and in te rg ro u p  
communicat ion b a r r i e r s ,  c o n f r o n t a t i o n  e f f o r t s  f o r  r e s o l u t i o n  o f  
o r g a n i z a t i o n a l l y  d y s fu n c t i o n a l  personal  and in te rp e rs o n a l  hangup 
and assessment and improvement o f  e x i s t i n g  modes o f  d e c i s io n  
making i s  recogn ized.®

P ro d u c t i v e  work tends t o  d im in i s h  as long as the  s t r u c t u r e  o f  
p o s i t i o n s  and r o l e s  remains unreso lved o r  a s u b je c t  o f  c o n f l i c t .
Once the  r o l e  s t r u c t u r e  re ce ives  acknowledgement, however, th e  g 
group members a re  f r e e  t o  t u r n  t h e i r  e f f o r t s  t o  p ro d u c t i v e  o u tp u t .

Given t h i s  i n f o r m a t i o n ,  i t  is  q u i t e  obv ious  t h a t  process and task

shou ld ,  in success fu l  p r o j e c t s ,  m u tu a l l y  i n t e r a c t  and r e i n f o r c e  each o t h e r

and, t h u s ,  concern must be focused on both.

P r o c e s s - S t ra te q ie s  and Goals

W i th in  t h e  concept  o f  p rocess ,  t h e r e  a re  a number o f  f a c t o r s  t h a t

need a t t e n t i o n :  ( 1) the  c l a r i t y  o f  the  purpose o f  the  group o r  o r g a n i -



z a t i o n  (2)  the  na tu re  o f  the  group (3)  general  aspects o f  groups (4) 

communicat ion w i t h i n  groups (5)  the  r o l e  o f  group members and t h e i r  

i d e n t i f i c a t i o n  w i th  the  group ,  and (6 ) th e  r o l e  o f  the  leader  and h is  

r e l a t i o n s h i p  w i t h  the  group. The o b s e rv a t io n s  on these f a c t o r s ,  drawn 

f rom group work and o r g a n i z a t i o n a l  deve lopment,  were t o  be o f  va lu e  in 

the  development o f  p r o j e c t  s t r a t e g i e s  and goa ls .

(1)  The C l a r i t y  o f  th e  Purpose o f  the  Group o r  O r g a n iz a t i o n :  (1)  Brager 

notes :  "means w i t h o u t  ends a re  b l i n d . T h e  comment c o r r e c t l y  suggests 

t h a t  ends,  goa ls  and purpose a re  c r u c i a l .  W i th ou t  a c l a r i t y  o f  purpose, 

groups become d i r e c t i o n l e s s .  I t  i s  t h e  purpose o f  t h e  group t h a t  a s s i s t s  

i t  in d i r e c t i n g  the  ene rg ies  and a c t i v i t i e s  o f  the  member and the  g roup ,  

t h a t  p ro v ide s  i t  w i t h  a sense o f  i d e n t i f i c a t i o n  and le g i t im a c y  and enables 

i t  t o  p resen t  a " p u b l i c  face "  t o  the  o u t s i d e  wor ld .

(2)  The Nature o f  th e  Group: I t  i s  e s s e n t ia l  in deve lop ing  s t r a t e g i e s  

f o r  a c t i o n  t o  understand the  unique c h a r a c te r  o f  the  Counc i l  on Research 

and E v a lu a t io n .  The C o u n c i l ,  o p e ra t io n a I  I y ,  f a l l s  somewhere in between 

being a p r im ary  group and being a formal  o r g a n i z a t i o n .  A l though the  

Research and E va lua t io n  Counci l  is  a component o f  a formal  o r g a n i z a t i o n -  

the  N a t iona l  Counc i l  o f  Community Mental Hea l th  C e n te rs -o p e ra t io n a I  Iy ,

t h e  R&E Counci l  is  dependent on v o lu n t a r y  membership and v o lu n t a r y  p a r t i c i ­

p a t i o n .  Members a re  not  paid f o r  t h e i r  s e r v i c e s ,  and th u s ,  the  degree 

o f  o r g a n i z a t i o n a l  c o n t r o l  and sanc t ion s  over  th e  a c t i o n s  o f  members i s  

l i m i t e d .  In many resp ec ts ,  th e  Counci l  on Research and E v a lu a t io n  has 

the  a t t r i b u t e s  o f  a v o lu n t a r y  a s s o c i a t i o n .  The im p l i c a t i o n s  o f  t h i s  

s t a tu s  a re  noted by Hage and A iken:

V o lun ta ry  a s s o c ia t i o n s  l i e  between p r im ary  groups and formal  
o r g a n i z a t i o n s ;  they  have many o f  the  formal  a t t r i b u t e s  o f  o r g a n i ­
z a t i o n s ,  bu t  one way they  d i f f e r  i s  in  t h e  a t t r i b u t e s  o f  t h e  
members. Members are  less l i k e l y  t o  have formal  r o l e s ;  p a r -  ^
t i c i p a t i o n  may be l im i t e d  and membership apathy  i s  a ma jor  problem.
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These a re  im por tan t  c o n s id e r a t i o n s  f o r  p lann ing .

(3)  General Aspects o f  Groups: Given the  f a c t  t h a t  the  Research and

E v a lu a t io n  Counc i l  i s  a group,  i t  i s  im por tan t  t o  be co g n iz a n t  about  some

bas ic  f a c t s  about  groups.  S t o g d i l l  w r i t e s :

A so c ia l  group i s  an i n t e r a c t i o n  system. I n t e r a c t i o n s  a re  a 
process in which the  per formance o f  one member serves as a ^
s t im u lu s  t o  the  response o f  ano the r  member, who in t u r n  responds.

Schwartz notes :

The group i t s e l f ,  by th e  na tu re  o f  i t ' s  c e n t r a l  problem, by 
the  a c t i v i t i e s  in which i t  engages, and by th e  p a r t i c u l a r  
persona I i t i e s  i t  b r in g s  t o g e t h e r ,  and c re a te s  i t ' s  own con­
d i t i o n s  f o r  success and f a i l u r e .

V i n t e r  observes:

The group can be a d e l i b e r a t e l y  s t r u c t u r e d  i n f l u e n c e  system, in 
which changes are  e f f e c t e d  through so c ia l  i n t e r a c t i o n  w i t h  o th e r s .

The im p l i c a t i o n s  o f  these o b s e rv a t io n s  a re  d e l i n e a te d  in t h e  d i s ­

cuss ions  t h a t  f o l l o w .

(4)  Communication w i t n i n  Groups: Communication w i t h i n  groups a re  im p o r tan t  

and e s s e n t i a l  t o  the  group process .  Th is  f a c t  i s  noted by several  au th o rs .  

S t o g d i l l  w r i t e s :

Inte rcommunica t ion  m e r i t s  a t t e n t i o n  as a s p ec ia l  form o f  i n t e r ­
a c t i o n  because o f  th e  c r i t i c a l  r o l e  i t  p lays  in f o r m a l l y  s t r u c ­
t u r i n g  t h e  o r g a n i z a t i o n . ^

Hersey and Blanchard  note:

A p a r t i c i p a t i v e  change c y c le  i s  implemented when new knowledge 
i s  made a v a i l a b l e  t o  the  i n d i v i d u a I . . . I t  i s  hoped t h a t  the  group 
w i l l  accep t  the  data and w i l l  develop a p o s i t i v e  a t t i t u d e  and 
commitment in  t h e  d i r e c t i o n  o f  the  des i red  c h a n g e . ^

Shaw suggests t h a t  " e f f e c t i v e  communicat ion i s  the  p e o p le ' s  a b i l i t y

t o  understand each o th e r ;  f a i l u r e  cause d i f f i c u l t y . " ^  H o l la n d e r  observes :

I n fo rm a t io n  i s  a valued resource and c o n t ra  I i t y  in t h e  i n f o r ­
mat ion network and produces g r e a t e r  i n f l u e n c e ;  meaningfu l  p a r ­
t i c i p a t i o n  r e q u i r e s  r e l e v a n t  in fo rm a t io n . ^ ®

(5)  The Role o f  Group Members and T h e i r  I d e n t i f i c a t i o n  w i t h  th e  Group:
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Inhe ren t  in the  success o r  f a i l u r e  o f  groups a re  issues o f  the  members

p e r c e p t io n s  o f  t h e i r  r o l e  and o f  the  i d e n t i f i c a t i o n  w i t h  the  group.  To

a s u b s t a n t i a l  degree,  the  member's p a r t i c i p a t i o n  in the  group and i t ' s

ta s k  a c t i v i t i e s  are r e l a t e d  t o  (a) th e  members sense o f  reward f rom the

group .  On t h i s  s u b j e c t ,  Tannenbaum w r i t e s :

People are more l i k e l y  t o  p a r t i c i p a t e  a c t i v e l y  when t h e i r  p a r ­
t i c i p a t i o n  w i l l  make a d i f f e r e n c e ,  when they  fee l  t h e i r  e f f o r t s  
may help  t o  i n f l u e n c e  a d e c i s i o n ,  e s t a b l i s h  a program, a t t a i n  
a g o a l ,  b r i n g i n g  about  a s t a t e  o f  a f f a i r s  they  want t o  g a i n . . .

He f u r t h e r  observes t h a t :

I n d i v i d u a l s  have a need f o r  a f f i I i a t i o n , . . . t o  be g iven  s e l f -  
re s p e c t ,  s e l f - e s te e m ;  a v e h i c l e  f o r  s e l f - f u l f i l l m e n t  and a 
f e e l i n g  o f  power and s t a t u s . 20

(b)  When members fee l  they  have an in p u t  i n t o  group d e c i s io n  making.  On

t h i s  i ssue ,  Lowenstein e ta  I i n d ic a te d  t h a t  " t h e  more s a t i s f i e d  workers

21f e l t  t hey  p a r t i c i p a t e d  in d e c i s io n  m ak in g . "  Whi le  Bass and L e a v i t t  

suggest  t h a t :

O the r  t h i n g s  being e q u a l , p lans  w i l l  be more w i I  I i n g l y  executed 
by persons who have p a r t i c i p a t e d  in deve lop ing  them, than by 
persons who have been ass igned t o  execute  them a f t e r  they  have 
been developed by o t h e r s . 22

(c )  When the  r o le s  and f u n c t i o n s  o f  group members a re  c l e a r ,  i t  is

suggested t h a t  " t h e  p o s s i b i l i t y  o f  r o l e  c o n f l i c t  i s  reduced and a source

23o f  d i s e q u i l i b r i u m  removed."

(6 ) The Role o f  the  Leader and His R e la t i o n s h ip  t o  the  Group: The r o l e

o f  th e  leader i s  c r u c i a l  t o  the  g ro u p 's  development and f u n c t i o n i n g .

Schwartz p r o j e c t s  t h e  r o l e  o f  the  leader as f o l l o w s :

The worker moves t o  keep the  group a l i v e  l e a s t  i t  be l o s t  on the  
p re occupa t ion  w i t h  o b s t a c l e s . 24

V i n t e r  no tes :

The worker i s  concerned w i t h  every p o i n t  in t h e  g ro u p 's  movement 
and p a r t i c i p a t e s  a c t i v e l y  t o  gu ide i t ' s  process in des i red  
d i r e c t i o n s .  S i m i l a r l y ,  he i s  a l s o  concerned w i th  the  g ro up 's  
o r g a n i z a t i o n  and govern ing  procedures i t  develops as we l l  as 25 
t h e  q u a l i t y  o f  i n te r p e rs o n a l  r e l a t i o n s h i p  amongst the  members.
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Hersey and Blanchard suggest :

The f u n c t i o n  o f  the  leader was t o  f a c i l i t a t e  c o o p e ra t i v e  goal 
a t t a in m e n t  among h i s  f o l l o w e r s  w h i le  p r o v id i n g  o p p o r t u n i t i e s  
f o r  t h e i r  personal  growth and deve lopment.26

A success fu l  leader must c o n t r i b u t e  t o  both group o b j e c t i v e s -  
goa I achievement and group mai ntenance.^"?

V i n t e r  a d d i t i o n a l l y  suggests o th e r  s p e c i f i c  tasks  and f u n c t i o n s

f o r  the  group worker o r  leader.  Among these  are tha t :  "he i s  the  c e n t ra l

28person,  the  m a t r i x  o f  the  g r o u p . "  ; He "se rves  as the  symbol and spokesman

29f o r  the  group ,  is  the  agent  o f  l e g i t i m a t e  norms and v a l u e s . "  ; He " i s  the

m o t i v a to r  and s t i m u l a t o r ;  d e f i n e s  i n d i v i d u a l  goa ls  and t a s k s . a n d

f i n a l l y ,  "he is  the  e x e c u t i v e - t h e  c o n t r o l l e r  o f  membership r o l e s .

Bennis summarizes the  a t t r i b u t e s  o f  a leader as f o l l o w s :

the  leader must be a c o n c e p t u a I i s t . . .more than an idea man, he 
must have a v i s i o n ,  a sense o f  p e r s p e c t i v e . . . he must have a sense 
o f  c o n t i n u i t y . . .must  know how t o  f i l t e r  the  u n w ie ld l y  f lo w  o f  
i n f o r m a t i o n  i n t o  cohe ren t  p a t t e r n s . . . he must proceed toward the  
imp lementa t ion  (o f  g oa ls )  by des ign ing  a s o c ia l  a r c h i t e c t u r e  t h a t  ^  
encourages u nde rs tand ing ,  p a r t i c i p a t i o n  and ownership  o f  th e  goa ls .

D e l i n e a t i n g  Process Goals and S t r a t e g ie s

Based upon th e  a n a l y s i s  and the  rev iew o f  th e  l i t e r a t u r e  sources,  

both p r e v io u s l y  c i t e d ,  i t  was p o s s ib le  t o  i d e n t i f y  key process goa ls  and 

s t r a t e g i e s .  These were d e l i n e a te d  as f o l l o w s :  (1)  t o  c l a s s i f y  and d e f i n e

the  r o l e  o f  th e  Research & E va lua t io n  Counc i l  so t h a t  i n f l u e n c in g  the  im­

p lem en ta t ion  process is  g iven h igh p r i o r i t y ;  (2) t o  r e i n f o r c e  Counci l  

members i d e n t i f i c a t i o n  w i t h  th e  Counci l  and i t s  a c t i v i t i e s ;  (3)  encourage 

the  a c t i v e  p a r t i c i p a t i o n  o f  Counci l  members in assuming the  r e s p o n s i b i l i t y  

f o r  more ta s k  ass ignments;  (4)  where p o s s i b l e ,  p rov ide  rewards,  e . g .  p u b l i c  

and p ro fe s s io n a l  r e c o g n i t i o n  o f  t h e i r  a c t i v i t i e s ,  f o r  members; (5)  increase 

communicat ion between members and th e  Chairman between semi-annual  meet ings;

(6 ) develop a system where the  Chairman p ro v ide s  members w i t h  updated progress 

r e p o r t s ;  and (7)  e s t a b l i s h  a mechanism, e . g . ,  confe rence c a l l s ,  whereby
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the  Counci l  could c o l l e c t i v e l y  agree t o  p o l i c y  d i r e c t i o n s  and ta s k  a s s ig n ­

ments a t  t imes  o th e r  than the  Counci l  meet ings.  To f u l f i l l  these  process 

ta s k s ,  i t  was recogn ized t h a t  t h e  a u tho r  had t o  serve as an a c t i v e  leader.  

Th is  a c t i v e  le ade rsh ip  imp l i ed  c r e a t i n g  o r  u t i l i z i n g  the  env i ronment  a n d /o r  

the  s i t u a t i o n  t o  maximize movement towards th e  goa ls  c i t e d  above. I t  a l s o  

im p l ied  max imiz ing  the  in te rpe rson a I  r e l a t i o n s h i p s  between the  Cha irperson  

and Counci I members.

T a s k - S t r a te q ie s  and Goals

Based upon th e  a u t h o r ' s  l i t e r a t u r e  re v ie w ,  t h e r e  were a number o f  

f a c t o r s  t h a t  were cons idered  in shaping ta s k  goa ls  and s t r a t e g i e s .  These 

inc luded  ( 1) power and i t ' s  importance and na tu re ;  ( 2 ) th e  r e l a t i o n s h i p  

between th e  o r g a n i z a t i o n  and i t ' s  env i ronment ;  (3) e s t a b l i s h i n g  l e g i t im a c y  

f o r  an o r g a n i z a t i o n ;  (4)  the  r o l e  and f u n c t i o n s  o f  i n t e r e s t  groups (5) 

deve lo p ing  a c o n s t i t u e n c y ;  ( 6 ) deve lop ing  an ideo lo gy ;  and (7) methods o f  

t a s k  imp lementa t ion .

(1)  Power -  I t ' s  Importance and Nature :  Power i s  e s s e n t i a l  t o  b r i n g i n g

about  change and in deve lop ing  a program. There i s  a need t o  co g n iz a n t  o f

i t ' s  importance and i t ' s  n a tu re .  Th is  p o i n t  i s  i l l u s t r a t e d  by several

a u th o rs .  Levin w r i t e s :

The fundamental concept  in soc ia l  sc ience  i s  power; in  the  same 
sense in which energy is  the  fundamental concept  in phys ics .
Power, l i k e  energy,  has many f o r m s . . . I t  i s  c o n t i n u a l l y  passing 
f rom one o f  i t ' s  forms in t o  any o t h e r . 33

Perrow observes t h a t :

Power is  the  c o n t r o l  o f  resources we t h i n k  are e s s e n t i a l  t o  th e  
f u n c t i o n i n g  o r  s u r v i v a l  o f  an i n d i v i d u a l  o r  an o r g a n i z a t i o n . 34

Katz suggests t h a t  " l i m i t s  t o  power a re  s t r u c t u r e d  w i t h i n  t h e  so c ia l  

35sys tem s. "  Rein and R a b in o v i t z  w r i t e  "power in vo lves  b a rg a in in g  between

g r o u p s . " ^  F i n a l l y ,  S a la n ick  and P f e f f e r  i n d i c a t e  t h a t :

p o l i t i c a l  power f a r  f rom being  a d i r t y  business i s  in  i t ' s  most 
naked form one o f  the  few mechanisms a v a i l a b l e  f o r  a l i g n i n g  an 
o r g a n i z a t i o n  w i t h  i t ' s  own r e a l i t y . 37
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38They conclude t h a t  "power d e r i v e s  f rom a c t i v i t i e s  r a t h e r  than i n d i v i d u a l s . "

(2 )  An O rg a n iz a t io n  and I t ' s  Env i ronment:  An o r g a n i z a t i o n  is  i n t e r m a te l y

connected t o  i t ' s  env i ronment.  T h is  connec t ion  he lps shape and focus the

o r g a n i z a t i o n  and i t ' s  tasks  and a c t i v i t i e s .  T h is  r e l a t i o n s h i p  is  p in p o in te d

by numerous obse rve rs .  H ir sch  w r i t e s  t h a t  " t h e  env i ronment e f f e c t s  an

39o r g a n i z a t i o n ' s s t r a t e g i e s  and t a c t i c s "  and t h a t  "one o f  the  im por tan t

40tasks  o f  an o r g a n i z a t i o n  i s  t o  s t a b i l i z e  i t ' s  e n v i ro n m e n t . "  K a l i z n y  

and Veney note :

Since th e  o r g a n i z a t i o n  i s  c o n s i s t e n t l y  i n t e r a c t i n g  w i t h  i t ' s  
env i ronment ,  i t  i s  under in c re a s ing  p ressure  t o  i n s t i t u t i o n a l i z e  
env i ronmenta l  r e l a t i o n s h i p s  and t o  guarantee supp o r t .  Response 
t o  t h e  l a t t e r  p ressure  is  o f t e n  man i fes ted  as d i f f e r e n t i a t i o n  o f  
a c t i v i t i e s  which inc reases  o r g a n i z a t i o n a l  c o m p le x i t y .^1

Downs w r i t e s :

an o r g a n i z a t i o n  needs t o  e s t a b l i s h  boundary a r e a s . . .where t h e r e  
is  an open h ea r t la n d  o r  vacuum, then a new o r  e x i s t i n g  agency 
moves in .

Perrow suggests " p a r t  o f  th e  env i ronment i s  the  o th e r  o r g a n i z a t i o n s ;  a

43va s t  and comp l i ca ted  web."

(3)  E s t a b l i s h in g  Leg i t im a cy :  E s t a b l i s h i n g  le g i t im a c y  and an area o f  com­

petency i s  e s s e n t ia l  f o r  an o r g a n i z a t i o n .  Downs notes :

44an o r g a n i z a t i o n  must demonstra te s e rv ic e s  a re  w o r th w h i le .

an o r g a n i z a t i o n  must c re a te  c o n d i t i o n s  t h a t  ensure the  bureau 's  
s u r v i v a l ;  i t  needs t o  develop an area o f  competency.^5

Perrow no tes :

one o f  the  i m p l i c i t  t asks  o f  an o r g a n i z a t i o n  i s  t o  e s t a b l i s h  
the  l e g i t im a c y  o f  i t ' s  o u tp u t  and method o f  o p e r a t i o n . ^

(4)  The Role and Fu nc t io n in g  o f  I n t e r e s t  Groups: One key aspect  o f  de­

v e lo p in g  s t r a t e g i e s  as r e l a t e d  t o  ta s k s  i s  t o  understand th e  r o l e  and 

f u n c t i o n i n g  o f  an i n t e r e s t  groups.  On t h i s  s u b j e c t ,  Powel l  w r i t e s :

A key aspec t  o f  the  American system o f  p u b l i c  communicat ions and 
shared power, the  i n t e r e s t  group makes i t  p o s s ib le  f o r  i n d i v i d u a l s  
t o  make e f f i c i e n t  use o f  t h e i r  i n fo r m a t i o n  and t o  g i v e  e f f e c t i v e
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v o ic e  +o t h e i r  a t t i t u d e s  and p re fe re nce .  In day t o  day a c t i o n s ,  
i t  i s  the  i n t e r e s t  group th rough which p u b l i c  o p in io n  is  a ma jor  
f e l t  i n f l u e n c e  on American b u reau c racy .4^

(5)  Deve loping a C o n s t i tu e n cy :  I t  i s  e s s e n t ia l  f o r  an i n t e r e s t  group o r

an o r g a n i z a t i o n  to  e s t a b l i s h  a c o n s t i t u e n c y  base. Th is  f a c t  is  s p e c i f i e d  

by Downs as f o l l o w s :  " l a c k  o f  a c l i e n t  group may doom an o r g a n i z a t i o n  t o

4  • I ! . 4 8f a i I u r e .

( 6 ) Deve lop ing an Ideo logy :  O rg a n iz a t io n s  need t o  develop an id eo lo gy .

Th is  ideo logy  Downs observes:

Creates an im a g e . . . ,  i t  serves as a means o f  communicat ion w i t h  
c o n s t i t u e n t s  and government b o d i e s . . . i t  i s  a way o f  i n f l u e n c i n g  
consumers . . . Id e o lo g ies  emphasize p o s i t i v e  a c t i o n ;  i t  can help 
lead t o  the  expansion o f  a bureau,  p r o te c t s  i t ' s  t e r r i t o r y  and 
emphasizes i t ' s  so c ia l  base. 48

(7) Methods f o r  Implement ing Tasks S t r a t e g ie s  and Goals:  In t h e  development

o f  ta s k  goa ls  and s t r a t e g i e s ,  we must g ive  spec ia l  c o n s id e r a t i o n  t o  the

methods we w i l l  employ. Chairman Mao Tse Tung w r i t e s :

I t  i s  no t  enough t o  se t  t a s k s ,  we must a l s o  so lve  the  problem o f  
the  methods f o r  c a r r y i n g  them o u t .  I f  o u r  task  i s  c ross  a r i v e r ,  
we cannot  c ross  i t  w i t h o u t  a b r idge  o r  a boa t .  Unless the  b r id ge  
o r  boat  problem is  so lved ,  i t  i s  i d l e  t o  speak o f  c ro s s in g  the  
r i v e r .  Unless the  problem o f  methods is  so lved ,  t a l k  about  the  
ta s k  i s  u s e le s s . 88

Powell  w r i t e s :

Methods used by i n t e r e s t  groups t o  accompl ish t h e i r  goa ls  are 
comparable t o  those  used by any agency w i t h  s u b s ta n t i a l  resources  
and a s p i r a t i o n s  a t te m p t in g  t o  i n f l u e n c e  o th e r s .  The range o f  
methods o f  persuas ion ex tends over a l l  th e  dev ices  g e t t i n g  
people t o  t h i n k ,  fee l  o r  a c t  in some des i red  fa s h io n .  Major  
techn iq ues  in c lu de  in forma l  and formal c o n s u l t a t i o n  w i t h  bureau­
c r a t s ,  s e rv i c e  on an agency a d v i s o ry  board,  p a r t i c i p a t i o n  
in p u b l i c  hea r ings ,  d i r e c t  re p re s e n ta t i o n  in the  agency 's  
bureaucracy ,  general  lobby ing  a c t i v i t i e s  d i r e c t e d  a t  Congress 
and P r e s id e n t ,  mass media and o t h e r  p u b l i c i t y .  The modern 
i n t e r e s t  group is  no s e c re t  o r g a n i z a t i o n  represen ted by a man 
in an i n v i s i b l e  c lo a k ;  i t  o f t e n  open ly  seeks a t t e n t i o n .

O u t l i n i n g  U l t im a te  Task Goals

The ta s k  process in vo lves  several  i n t e r c o n n e c t i n g  l i n k s ;  (a)  a
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goa ls ;  and (c )  deve lop ing  s t r a t e g i e s  t o  o b ta in  both in te r m e d ia te  and 

u l t i m a t e  g oa ls .  Goal achievement,  e s p e c i a l l y  when we are  d i s c u s s in g  

n a t i o n a l  program o r  p o l i c i e s ,  must be v i s u a l i z e d  as a " s t e p  I a d d e r . "  Ach ieve­

ment o f  the  u l t i m a t e  g o a ls ,  g e n e r a l l y ,  occurs  by c l im b in g  a step  a t  a t im e .  

A l thou gh ,  we can f a n t a s i z e  about  t a k i n g  a " g i a n t  leap"  t o  the  top  rung,  we 

can a ls o  v i s u a l i z e  th e  f a i l u r e s  f rom the  " g i a n t  leap"-damage t o  o n e s e l f  o r  

t o  o t h e r s .  Most s i g n i f i c a n t l y ,  the  " g i a n t  leap" t h e o ry  undercu ts  the  " s t e p "  

process which i s  o f  fundamental s i g n i f i c a n c e  t o  a group o r  o r g a n i z a t i o n .

I t  i s  th rough  the  process o f  t a k i n g  l i m i t e d  s t r i d e s  t h a t  the  group ( o r g a n i ­

z a t i o n )  can develop in an o r d e r l y  f a s h io n ,  can s t a b i l i z e  i t ' s  env i ronmen t ,  

c o n s t r u c t s  a c o n s t i t u e n c y  base, ga in  l e g i t im a c y  and,  u l t i m a t e l y  power and 

i n f Iue nce .

Given t h i s  f ramework,  we can now t u r n  o u r  a t t e n t i o n  t o  t h e  t a s k  goa ls  

and s t r a t e g i e s  f o r  t h i s  p r o j e c t .  As was noted e a r l i e r ,  i t  i s  i n d i c a te d  

t h a t  e f f e c t i n g  the  imp lementa t ion  process a t  i t ’ s p resen t  s tage in v o lv e d :  

impac t ing  on resource a l l o c a t i o n ;  changing the  a t t i t u d e s  and d i s p o s i t i o n  

o f  the  implementors;  improving  and c l a r i f y i n g  the  communicat ions process 

and impact  on the  enforcement process.

The u I t im a t e  t a s k  goa ls  were e nv is ione d  in each o f  the  f o u r  a reas -  

(a) resource  a l l o c a t i o n ;  (b)  a t t i t u d e s  and d i s p o s i t i o n  o f  the  implementors 

towards the  p o l i c y ;  (d)  th e  communicat ion p rocess;  and (d)  the  o v e r s i g h t  

and enfo rcement  process.

(A) Resource a l l o c a t i o n  in c ludes  the  f o l l o w i n g :

1. Increase the  t o t a l  amount o f  funds a v a i l a b l e  f o r  t e c h n i c a l  a s s is ta n c e  

t o  t h e  f u l l  2% a l l o w a b le  under t h e  CMHC Amendment o f  P u b l i c  Law 

94-63 .

2. Inc rease  the  pe rce n t  o f  the  te c h n ic a l  a s s is ta n c e  funds t o  a
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re s p e c ta b le  l e v e l .

3. To develop a c o n s i s t e n t  h igh  pe rcen t  o f  t e c h n i c a l  a s s is ta n c e  

funds devoted t o  program e v a l u a t i o n  by ADAMHA Regional O f f i c e s .

4. To change the  c o v e r t  p o l i c y  o f  NIMH and ADAMHA Regional  O f f i c e s  

t o  p e r m i t  CMHC's t o  be e l i g i b l e  t o  re c e iv e  t e c h n i c a l  a s s is ta n c e  

funds t o  t r a i n  and p ro v ide  c o n s u l t a t i o n  s e rv ic e s  t o  o t h e r  CMHC 

s t a f f s .

5. To develop a formal  r o l e  f o r  t h e  Research & E v a lua t io n  Counci l

in  p la n n in g  p r o j e c t s  and sugges t ing  resource  a l l o c a t i o n  f o r  NIMH 

C en t ra l  O f f i c e  sponsored p r o j e c t s  in program e v a l u a t i o n  and 

qua I i  t y  assurance.

6 . To develop a formal  mechanism by which CMHC's can have in p u t  i n t o  

ADAMHA Regional  O f f i c e  p lans  and resource  a l l o c a t i o n  f o r  t e c h n ic a l  

a s s is ta n c e  p r o j e c t s  in program e v a l u a t i o n .

7. To inc rease  the  number o f  NIMH and ADAMHA Regional  O f f i c e  s t a f f  

who s p e c i a l i z e  in program e v a l u a t i o n  a c t i v i t i e s .

(B) A t t i t u d e s  and d i s p o s i t i o n  o f  implementors toward th e  p o l i c y  in c lu d e s :

1. To inc rease  th e  general  knowledge by NIMH and ADAMHA Regional  

O f f i c e  s t a f f s  about  program e v a l u a t i o n ,  i t ' s  importance t o  CMHC's 

and th e  p o l i t i c a l  need t o  suppo r t  e v a l u a t i o n  t o  demonstra te the

v i a b i l i t y  o f  CMHC programs t o  th e  l e g i s l a t i v e  branch o f  government.

2. To change th e  a t t i t u d e s  o f  ADAMHA Regional  O f f i c e  s t a f f s  towards 

the  m o n i t o r i n g  requ irem ents  a ssoc ia te d  w i th  the  program e v a l u a t i o n  

mandates. The a t t i t u d e  change i n v o lv e s  a s s i s t i n g  the  Regional  

O f f i c e  s t a f f  coming t o  v i s u a l i z e  t h a t  m o n i t o r i n g  f u n c t i o n s  can 

serve as a use fu l  t o o l  t o  CMHC program development.

(C) Communication process i n d i c a t e  th e  f o l l o w i n g  g oa ls :

1. To improve th e  communicat ion and c o o r d in a t i o n  processes between
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NIMH and ADAMHA Regional O f f i c e s  t o  improve program p la nn in g  and 

development in program e v a l u a t i o n .

2. To bet te r  in form CMHC's about  the  t e c h n ic a l  a s s is ta n c e  p r o j e c t s  in 

program e v a lu a t i o n  t h a t  a re  being sponsored by the  ADAMHA Regional 

O f f  i ces.

(D) O v e r s ig h t  and enfo rcement process ta s k  goa ls  in c lu d e :

1. To inc rease  the  c l a r i t y  o f  t h e  e x p e c ta t io n s  o f  ADAMHA Regional  

O f f i c e  s t a f f  o f  CMHC's as r e l a t e s  t o  program e v a lu a t i o n  mandates 

f o r  CMHC's.

2. To insu re  t h a t  ADAMHA Regional  O f f i c e  s t a f f  as p a r t  o f  the  m o n i to r i n g  

a c t i v i t i e s  a c t u a l l y  read and rev iew CMHC Annual E v a lu a t io n  Reports 

and Plans o r  t o  develop o r  fund a mechanism to  in su re  t h a t  t h i s  

a c t i v i t y  o ccu rs .

The In te rm ed ia te  Goals:
Task and S t r a t e g ie s  f o r  the  P r o je c t

I t  was recognized t h a t  g iven th e  l i m i t e d  ( s i x  month) t im e  span o f  

th e  p r o j e c t  t h a t  a t t a in m e n t  o f  most o f  the  u l t i m a t e  goa ls  was beyond reach. 

However, d e l i n e a t i o n  o f  these  goa ls  suggested d i r e c t i o n s  f o r  a c t i o n s  and 

s t r a t e g i e s .  O ther ma jor  f a c t o r s  t h a t  e f f e c t e d  a c t i o n s  and s t r a t e g i e s  were 

the  tasks  o f  c o n s c io u s ly  deve lop ing  the  Counci l  on Research & E va lua t io n  

i n t o  an i n t e r e s t  group (as id e  f rom the  obv ious  i n t e r e s t  group s ta tu s  o f  

i t ' s  p a ren t  organizat ion-NCCMHC), w i t h  a l e g i t im a c y ,  an id eo lo gy ,  a con­

s t i t u e n c y ,  which were p a r t  o f  the  ta s k  o f  i n t e r a c t i n g  w i t h  the  o r g a n i z a t i o n s  

env i ronment .  The u l t i m a t e  goal o f  these  a c t i v i t i e s  was t o  develop s u f f i c i e n t  

power f o r  the  Counci l  so t h a t  could  move towards th e  achievement o f  the  

goa ls  i n d ic a te d  p r e v io u s l y .

S p e c i f i c a l l y ,  th e  tasks  de f ined  f o r  the  p r o j e c t  were as f o l l o w s :
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(A) O rg a n iz a t io n a l  Development f o r  t h e  Research & E va lua t io n  Counci l

1. Develop a d i r e c t  l inkage  between th e  Counc i l  and CMHC program e v a lu a to r s  

in o r d e r  t o  e s t a b l i s h  a c o n s t i t u e n c y  and i n s t i t u t e  a feedback/communicat ion 

loop th rough  (a )  p u b l i s h i n g  and d e s s im in a t in g  a Research & E v a lu a t io n  Counci l  

N e w s le t te r ;  and (b)  e s t a b l i s h i n g  Task Forces which would i n c o rp o ra te  a 

broader  group o f  CMHC e v a lu a to r s  in R&E program development.

2. To develop a c l o s e r  work ing  r e l a t i o n s h i p  between the  Research &

E va lua t io n  Counc i l  and the  N a t iona l  Counci l  o f  Community Mental Hea l th  

Cente r  Board,  s t a f f ,  commit tees and C o u n c i l s .

3. To develop a s e r i e s  o f  p o l i c y  and p o s i t i o n s  on im por tan t  issues on 

program e v a l u a t i o n  t o  p resen t  t o  the  Board o f  the  Na t io na l  Counc i l  f o r  

t h e i  r  a c t i o n .

4. To e s t a b l i s h  l i a i s o n  w i t h  key p ro fe s s io n a l  a s s o c ia t i o n s  o f  American 

Psycho lo g ica l  A s s o c i a t i o n ,  The Na t iona l  A s s o c ia t i o n  o f  Soc ia l  Workers.

(B) Development o f  O rg a n iz a t io n a l  R e la t i o n s h ip s  w i t h  the  Cen tra l  O f f i c e  
o f  the  N a t iona l  I n s t i t u t e  o f  Mental Hea l th

1. To develop a formal l i a i s o n  system w i t h  key branches o f  NIMH w i t h  which 

th e  Research and E v a lu a t io n  Counci l  d id  n o t  have any previous- c o n ta c t .

These branches in c lu d e d — The Survey and Report  Branch o f  th e  D i v i s i o n  o f  

Biometry  and Ep idemio logy ;  The Community Mental Hea l th  Serv ices  Support  

Branch;  The Q u a l i t y  Assurance Program o f  t h e  Mental Hea l th  Care and Serv ice  

F inanc ing  Branch;  and the  Techn ica l  A ss is ta n ce  Committee o f  t h e  Mental 

Hea l th  Serv ices  Development Branch,  a l l  o f  which a re  under the  D i v i s i o n

o f  Mental Hea l th  Serv ice  Programs and the  D i v i s i o n  o f  Manpower and T r a i n i n g .

2. To develop a system whereby the  Research & E v a lu a t io n  Counci l  cou ld  

have formal  in p u t  i n t o  the  development o f  \% e v a lu a t i o n  p r o j e c t s  and 2% 

t e c h n i c a l  a s s is ta n c e  programs sponsored by th e  NIMH Cen tra l  O f f i c e .

3. To develop a formal method o f  communicat ion w i t h  NIMH h ig he r  echelon
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o f f i c i a l s  t h a t  would rep lace  the  in forma l  methods o f  communicat ion.

4. To develop a formal l i a i s o n  r e l a t i o n s h i p  w i t h  the  NIMH Cen tra l  O f f i c e /  

Regional  O f f i c e  Task Force on Program E v a lu a t io n  in o r d e r  t o  p a r t i c i p a t e

in p la n n in g  program e v a l u a t i o n  p r o j e c t s  and in c o o r d in a t i n g  C en t ra l  O f f i c e /  

Regional  O f f i c e  a c t i v i t i e s  on e v a l u a t i o n .

5. To develop a system whereby members o f  t h e  Research & E v a lu a t io n  Counc i l  

would serve  on a d v i s o ry  panels t o  c o n t r a c t o r s  who were g iven funds by NIMH 

t o  conduct  program e v a l u a t i o n  s tu d ie s  o r  a c t i v i t i e s .

6 . To encourage NIMH t o  adopt  new procedures t h a t  would enable CMHC's t o  

serve as p ro v id e r s  f o r  t e c h n ic a l  a s s is tan c e  t r a i n i n g  and c o n s u l t a t i o n  

a c t i  v i  t i  es.

(D) Development o f  O rg a n iz a t io n a l  R e la t i o n s h ip s  and A c t i v i t i e s  w i t h  the  
Ten ADAMHA Regional  O f f i c e s

1. To a c q u a in t  the  ten  ADAMHA Regional O f f i c e s  w i t h  the  e x is te n c e  o f  the  

Research & E v a lu a t io n  C o u n c i l .

2. To emphasize t o  these  ten  ADAMHA Regional  O f f i c e s  the  importance o f  

program e v a l u a t i o n  and the  m o n i to r in g  and te c h n ic a l  a ss is tan ce  p r o j e c t s  

a ssoc ia te d  w i t h  e v a l u a t i o n .

3. To suggest  and f o s t e r  th e  idea t h a t  these ten ADAMHA Regional O f f i c e s  

help e s t a b l i s h  and fund Regional  E va lua t io n  Networks which would a s s i s t  

the  Regional  O f f i c e s  in p lann ing  te c h n ic a l  a s s is ta n c e  p r o j e c t s  in the  area 

o f  program e v a l u a t i o n .

4. To suggest  and f o s t e r  th e  idea t h a t  these ten  ADAMHA Regional  O f f i c e s  

develop procedures t h a t  made i t  p o s s ib le  f o r  CMHC's t o  q u a l i f y  f o r  funds 

t o  p rov ide  te c h n ic a l  a s s is ta n c e  t r a i n i n g  and c o n s u l t a t i o n .

5. To suggest  and f o s t e r  the  idea t h a t  these  ten  ADAMHA Regional  O f f i c e s  

develop a mechanism whereby CMHC's re c e iv e  feedback on t h e i r  Annual E v a lu a t io n  

Reports and Plans which a re  submit ted  t o  meet th e  requ irements  under the  

Program E v a lua t io n  G u id e l in e s .
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I t  was these forement ioned ta s k s  t h a t  represen ted  the  goa ls  f o r  the  

p r o j e c t  w i t h i n  i t ' s  l i m i t e d  t im e  span.

Intended Opera t io na l  A c t i v i t i e s  and Tim etab le

Based upon th e  goa ls  t h a t  were e s ta b l i s h e d ,  i t  was p o s s ib le  t o  p r o j e c t  

c e r t a i n  a c t i v i t i e s  and a t im e f ramework.  I t  was recogn ized t h a t  i t  was 

no t  p o s s ib le  t o  p r o j e c t  a l l  a c t i v i t i e s  o r  develop a t im e t a b le  (o u ts i d e  o f  

s e t  meet ings)  w i th  a huge degree o f  c e r t a i n t y .  There were a s u b s ta n t i a l  

number o f  unknowns t h a t  i t  was r e a l i z e d  would u l t i m a t e l y  a f f e c t  th e  p r o j e c t  

and th e  w o rk e r ' s  a c t i v i t i e s .  The f o l l o w i n g  t e n t a t i v e  o u t l i n e  was developed:  

January 1978—(1) Plan f o r  the  Research & E v a lua t io n  Counci l  meet ing  in 

in February .  T h is  inc luded  making c o n ta c t  w i t h  key NIMH o f f i c i a l s  and in 

deve lo p ing  R&E member in p u t  i n t o  the  e s ta b l i s h m e n t  o f  an agenda. (2)  Arrange 

t o  be i n v i t e d  as a r e p r e s e n t a t i v e  o f  t h e  NCCMHC t o  th e  j o i n t  NIMH-NCCMHC 

meet ing o c c u r r i n g  in February.

February 1978—(1) Conduct  the  two day Research & E v a lu a t io n  Counc i l  meet ing.  

In conduc t ing  t h i s  meet ing ,  e s t a b l i s h  new methods and procedures f o r  R&E 

Counc i l  o p e r a t i o n s  s t r e s s in g  increased member i n p u t .  As p a r t  o f  the  

meet ing ,  a goal was t o  e s t a b l i s h  l i a i s o n  w i t h  NIMH branches and s t a f f .  

F i n a l l y ,  i t  was determined t o  o b ta in  R&E Counci l  acceptance o f  a N e w s le t te r  

and the  idea o f  Task Forces.  (2)  To a t te n d  and p a r t i c i p a t e  in the  NCCMHC 

meet ing.  In a t t e n d in g  t h i s  meet ing,  the  a u t h o r ' s  goal was t o  inc rease  the  

r e c o g n i t i o n  o f  th e  Research & E v a lu a t io n  Counci l  and t o  make c o n ta c ts  w i th  

CMHC e v a l u a t o r s ,  managers and board members. (3)  To a t t e n d  and p a r t i c i p a t e  

in the  NCCMHC Board Meet ing.  The goal in a t t e n d in g  the  Board Meet ing was 

t o  e s t a b l i s h  c o n t a c t  w i t h  key board and s t a f f  members. (4)  To a t t e n d  and 

p a r t i c i p a t e  in t h e  j o i n t  NIMH-NCCMHC Meet ing .  In a t t e n d in g  these meet ings,  

the  goal was t o  e s t a b l i s h  c o n ta c t  w i t h  key NIMH C en t ra l  O f f i c e  s t a f f  and
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ADAMHA Regional  O f f i c e  C h ie f s  and t o  s t r e s s  th e  importance o f  e v a l u a t i o n .  

M a rch /A p r i l  1978-These months were seen as being devoted t o  f o l l o w u p  

a c t i v i t i e s  f rom the  R&E Counc i l  Meet ing and t h e  j o i n g  NIMH-NCCMHC Meet ing .  

I t  was hypo thesized t h a t  these ta s k s  would i n c lu d e :  formal communicat ions

w i t h  NIMH and ADAMHA Regional  O f f i c e  s t a f f s ,  d r a f t i n g  r e s o l u t i o n s  and 

p o s i t i o n  papers f o r  the  NCCMHC Board and deve lo p ing  a new communicat ions 

system f o r  the  Research & E v a lu a t io n  C o u n c i l .  In a d d i t i o n ,  i t  was though t  

t h a t  these months would a l s o  be devoted t o  d r a f t i n g  a N e w s le t t e r ,  es ta b ­

l i s h i n g  Task Forces and e s t a b l i s h i n g  r e l a t i o n s h i p s  w i t h  o th e r  p r o fe s s io n a l  

organ i z a t i o n s .

May 1978-This month was seen as being devoted t o  the  p u b l i c a t i o n  o f  the 

N e w s le t t e r  and work on th e  Task Forces.

June 1978-This month was v i s u a l i z e d  as being devoted t o  a t tendance  a t  the  

NCCMHC Board Meet ing and p r e p a ra to r y  work,  and p o s s ib le  a t tendance ,  a t  an 

NIMH Regional O f f i c e / C e n t r a l  O f f i c e  Task Force on E v a lu a t io n  meet ing.
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CHAPTER V

DESCRIPTION OF ACTIVITIES

Process A c t i v i t i e s  

As was noted in the  p rev ious  s e c t i o n ,  t h e r e  were seven major  process 

goa ls  and a c t i v i t i e s  t h a t  were d e l in e a te d  f o r  the  p r o j e c t .  These were as 

f o l l o w s :  (1)  t o  have Counc i l  members d e f i n e  i n f l u e n c i n g  the  imp lementa t ion

process as a h igh p r i o r i t y  f o r  the  Research & E v a lu a t io n  C o u n c i l ;  (2)  t o  

r e i n f o r c e  members i d e n t i f i c a t i o n  w i t h  the  Counc i l  and i t ' s  a c t i v i t i e s ;

(3) encourage the  a c t i v e  p a r t i c i p a t i o n  o f  Counci l  members in assuming the  

r e s p o n s i b i l i t y  f o r  more ta s k  ass ignments;  (4)  where p o s s ib le ,  p rov ide  

rewards f o r  members; (5)  inc rease  communicat ion between Counci l  members 

and th e  Chairman in t h e  p e r iod s  between semi-annual  meet ings;  (6 ) develop 

a system where the  Chairman p ro v ide s  members w i t h  updated p rogress  r e p o r t s ;  

and (7)  e s t a b l i s h  a mechanism whereby the  Counci l  could  c o l l e c t i v e l y  decide 

on p o l i c y  d i r e c t i o n s  and ta s k  assignments a t  t im es  o th e r  than the  Counci l  

meeti ngs.

W i th in  these  seven t a s k s ,  no t  a l l  were assigned equal importance.

Three process a c t i v i t i e s — r e d e f i n i n g  th e  r o l e  o f  the  Counci l  t o  g i v e  h igh 

p r i o r i t y  t o  i n f l u e n c e  the  imp lementa t ion  process ,  encouraging a c t i v e  p a r t i c i ­

p a t io n  o f  Counc i l  members in assuming increased ta s k  r e s p o n s i b i l i t i e s  and 

in c re a s in g  members i d e n t i f i c a t i o n  w i t h  t h e  Counci l  and i t ' s  a c t i v i t i e s — were 

cons ide red  o f  p r imary  impor tance.  The f o u r  o t h e r  ta s k s  and a c t i v i t i e s  were 

cons idered  o f  secondary importance.

I d e a l l y ,  a l l  t h e  processes and ta s k s  would have been preplanned w i t h

79
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i n t r i c a t e  d e t a i l .  Given the  n a tu re  o f  the  p r o j e c t ,  a s id e  f rom several  

tasks  d i c t a t e d  by prescheduled meet ings,  many tasks  and processes occur red  

w i t h  a la rge  degree o f  s p o n ta n e i t y .  A number o f  the  processes d e l in e a te d  

occur red  s im u l ta n e o u s ly  w h i le  se lec ted  o th e rs  developed in a sequen t ia l  

f as h io n .

The f o l l o w i n g  d e s c r i p t i o n  o f  the  a c t i v i t i e s  on a month ly bas is  is  

p rov ided  as an overv iew .

January 1978—The f i r s t  month o f  the  p r o j e c t  focused p r i m a r i l y  on a c t i v i t i e s  

assoc ia ted  w i th  th e  February meet ing o f  the  Research & E va lu a t io n  C o u nc i l .  

P lann ing  and deve lop ing  an agenda w i t h  a focus  on implementa t ion  issues 

and p r o v id i n g  f o r  inpu t  o f  Counci l  members in t h e  development o f  t h a t  agenda 

were key ta s k s .  Involvement o f  Counc i l  members in p repar ing  the  agendas 

was accompl ished by f i r s t  m a i l i n g  d r a f t  agendas and then having i n d i v i d u a l  

f o l l o w u p  te lephone  c a l l s  t o  d iscuss  the  t o p i c s  f o r  i n c l u s io n .  S p e c i f i c  

a t t e n t i o n  was paid t o  o r i e n t i n g  a new member t o  the  Counc i l  by p ro v id i n g  

him w i t h  d e t a i l e d  d e s c r i p t i o n s  o f  the  C o u n c i l ’ s h i s t o r y  and a c t i v i t i e s .  

F u r th e r  c o n ta c t  w i t h  th e  members occur red  in r e l a t i o n  t o  t h e  issue o f  con­

d u c t in g  a survey o f  CMHC e v a lu a to r s  a t  the  Annual NCCMHC Program Meet ing.  

Members i n p u t  was s o l i c i t e d  as t o  (1) agreement w i t h  sponsor ing  th e  p r o j e c t - 

and ( 2 ) o f f e r i n g  te c h n ic a l  sugges t ions  as t o  design and i tems.

February 1978— The main t h r u s t  o f  process a c t i v i t i e s  focused on d i r e c t  

c o n ta c t  w i t h  Counc i l  members. T h is  c o n ta c t  co ns is te d  o f  both formal  meetings 

and in forma l  s o c ia l  a c t i v i t i e s .  The meet ings c o n s is te d  o f  hours o f  work 

spread over  two days, d u r in g  which t im e  th e  R&E Counci l  f o l l o w ed  i t ' s  

e s ta b l i s h e d  agenda. The formal meet ings were s t r u c tu r e d  t o  a l l o w  s u b s t a n t i a l  

open d is c u s s io n  and group d e c i s io n  making.  Members, as p a r t  o f  the  d e c i s io n  

making p rocess,  were encouraged t o  assume a v a r i e t y  o f  work tasks  as fo l lo w up  

a c t i v i t i e s .  The in forma l  a c t i v i t i e s  inc luded  having lunches,  d in n e r  and
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o c c a s i o n a l l y  b re a k fa s t  t o g e th e r .  The emphasis was p laced on group a c t i v i t i e s .  

Out o f  the  f o l l o w i n g  meet ing emerged a s e r ie s  o f  f o l l o w u p  ta s k s .  Among 

these were the  Cha irman 's  p re p a ra t io n  o f  a d e t a i l e d  r e p o r t  o f  t h e  C o u n c i l ' s  

a c t i v i t i e s  and d e c i s i o n s ,  which was shared w i t h  t h e  membership. A d d i t i o n a l l y ,  

ano the r  im p o r ta n t  t a s k  invo lved  a c t i o n  n e c e s s i ta te d  by the  f a i l u r e  o f  one 

Counc i l  member— Dr.  Robert  Hayward— t o  a t t e n d  meet ings  o r  t o  f u l f i l l  t a s k  

ass ignments.  Th is  f a i l u r e  n ece ss i ta te d  d i r e c t  c o n t a c t  w i t h  Dr.  Hayward and 

w i t h  th e  NCCMHC Execu t ive  D i r e c t o r  t o  p ro v ide  a warn ing  over the  lack o f  

per formance and deve lop the  groundwork f o r  Dr. Hayward's removal f rom th e  

Counc i I .

March 1978— Most o f  t h i s  month 's  a c t i v i t i e s  focused on group maintenance.

There were a minimum o f  a t  l e a s t  one te lephone c o n ta c t  w i t h  each Counci l  

member. The purposes o f  th e  i n d i v i d u a l  c o n t a c t  was t o  focus on member's 

p e rc e p t io ns  o f  the  im po r ta n t  issues and r o l e s  f o r  th e  C o u n c i l .  I t  was a 

fo l l o w u p  t o  a l e t t e r  f rom Lucy Dowd and Margie Harper t o  t h e  a u th o r ,  in 

which they ra ise d  the  issue o f  f u t u r e  d i r e c t i o n  and concern over the  p r i o r i t y  

g iven  t o  l i a i s o n  w i th  NIMH s t a f f .  The a u th o r  c i r c u l a t e d  th e  l e t t e r  to  

Counc i l  members and had in -dep th  te lephone  c o nv e rs a t io n s  w i t h  each member.

Based upon these d is c u s s io n s ,  i t  was e v id e n t  t h a t  members f e l t  (a)  a need 

f o r  increased communicat ion between meet ings (b) a need t o  focus on issues 

o th e r  than those s t r i c t l y  r e l a t e d  t o  NIMH and (c )  a sense t h a t  t h e r e  was a 

need t o  broaden the  areas o f  the  C o u n c i l ' s  i n t e r e s t s  and d i r e c t l y  reach ou t  

t o  CMHC's. In the  course o f  i n d i v i d u a l  c o n v e rs a t i o n s ,  arrangements were 

made w i t h  Counc i l  members t o  assume c e r t a i n  key ta s k s  (wh ich ,  in most cases,  

a l s o  rep resen ted  rewards th rough t h e i r  exposure t o  c o l le g u e s  on a n a t io n a l  

l e v e l ) .  Jeanne Kramer and Margie Harper were appo in ted  t o  serve on an a d v i s o ry  

group t o  a NIMH c o n t r a c t o r  who was s tudy ing  n a t io n a l  CMHC program e v a lu a t i o n  

a c t i v i t i e s .  Margie Harper was asked,and agreed,  t o  assume the  r o l e  o f
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l i a i s o n  t o  NIMH D iv i s i o n  o f  Ep idemio logy .  Jeanne Kramer assumed th e  r o l e  o f  

l i a i s o n  r e p r e s e n t a t i v e  t o  NIMH D i v i s i o n  o f  B io m e t ry .  I t  was arranged 

th rough  the  NCCMHC Execu t ive  D i r e c t o r  f o r  Jeanne Kramer t o  a t t e n d  the  

N a t iona l  Conference on Mental Hea l th  S t a t i s t i c s  as th e  N a t io na l  Counci l  

r e p r e s e n t a t i v e .  In a d d i t i o n ,  t h e  a u th o r  had severa l  c o n ta c t s  w i t h  Merv in 

Newton* t o  d iscuss  h i s  areas o f  i n t e r e s t .

A p r i I  1978— Updated p rogress r e p o r t s  were sen t  t o  Counci I members, the

NCCMHC Execu t ive  D i r e c t o r  and the  NCCMHC P re s id e n t .  Dr. Hayward c a l l e d  t o  

i n d i c a t e  he cou ld  no t  f i l l  t ime commitments t o  the  Counc i l  and was r e s ig n in g .  

Counc i l  members were informed in w r i t i n g  about  th e  r e s i g n a t i o n ,  were asked 

t o  submit  p o s s ib le  nominees f o r  th e  vacancy and informed t h a t  the  procedure 

f o r  s e l e c t i n g  a replacement would in v o lv e  t h e i r  rank o r d e r  assessments o f

t h e  cand ida te s .  There were a number o f  te lephone  c o n ta c t s  w i t h  Counci l

members t o  re c e iv e  progress  r e p o r t s  on t h e i r  a c t i v i t i e s .  Based upon these 

te lephone  c o n v e rs a t io n s ,  i t  seemed apparent  t h a t  a con fe rence  c a l l  between 

members would be u s e f u l .  The a u th o r  scheduled the  con fe rence  c a l l  and made 

the  f i s c a l  arrangement w i th  the  N a t io na l  C o u n c i l .  Wi th a l l  Counci l  members 

on the  l i n e ,  the  conference c a l l  la s ted  o v e r  one and o n e - h a l f  hours.  Dur ing 

the  c a l l ,  the  Counci l  members d iscussed p rogress  on a number o f  issues and 

f u t u r e  d i r e c t i o n s  f o r  the  C o u n c i l .  In t h i s  c o n v e rs a t i o n ,  Merv in Newton, 

who p r e v io u s l y  was h e s i t a n t  t o  o f f e r  s u gg e s t i on s ,  made numerous comments

and f r e e l y  o f f e r e d  ideas.

May 1978— Many o f  the  a c t i v i t i e s  d u r in g  th e  month focused on o b t a i n i n g  a

replacement f o r  Dr.  Hayward. As Chairman,  t h e  au tho r  had te lephone  conver ­

s a t i o n s  w i th  tw e lve  i n d i v i d u a l s  whose names were submit ted  f o r  c o n s i d e r a t i o n  

f o r  the  vacancy.  In the  c o n v e rs a t io ns  w i t h  these  p r o f e s s i o n a l s ,  t h e  work 

o f  t h e  Counc i l  and e x p e c ta t io n s  o f  Counc i l  members was d iscussed .  B a l l o t s  

were sen t  t o  Counc i l  members who rank o rdered  t h e i r  p re fe re n ces .  The 

^ f i c t i t i o u s  name
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Chairman ta b u la te d  the  r e s u l t s .  The t a b u l a t i o n  revealed a th ree -way  t i e .

T h is  issue was then discussed in depth w i th  the  NCCMHC Execu t ive  D i r e c t o r  

and w i th  the  Counc i l  members. Based upon t h i s  d is c u s s io n ,  i t  was decided 

t o  recommend ( t o  the  NCCMHC P re s id e n t )  th e  appointment  o f  the  nominee f rom 

the  geograph ic  area t h a t  was no t  rep resen ted  on the  C o u n c i l .  T h is  was 

C har le s  W i l l a r d * ,  Region I .  Dur ing t h i s  t im e ,  the  Chairman a l s o  had conve r ­

s a t i o n s  w i t h  several  Counci l  members on t a s k  r e l a t e d  t o p i c s .  Several 

c o n v e rs a t io n s  were held  w i t h  Dr.  Kramer, who was q u i t e  anx ious about  the  

p repara t ion  o f  w r i t t e n  m a t e r i a l s  f o r  her  a c t i v i t i e s  as l i a i s o n  t o  the  NIMH 

O f f i c e  o f  B iometry .  Her a n x i e t y  was g r e a t l y  r e l i e v e d  by ask ing  Dr. Fred 

James*, a CMHC e v a l u a t o r  w i t h  expe r ience  in Biometry issues ,  t o  p ro v ide  her 

w i t h  in fo rma l  c o n s u l t a t i o n .  The a u th o r  a l s o ,  in g r e a t  d e t a i l ,  d iscussed 

the  Na t io na l  Conference on Mental Hea l th  S t a t i s t i c s  and Dr.  Kramer 's  r o l e .  

Lucy Dowd was a l s o  con tac ted  and worked in a s s i s t i n g  in the  development o f  

an in s t ru m e n t  f o r  a n a t io n a l  survey o f  CMHC e v a lu a to r s .  I t  should a l s o  be 

noted t h a t  the  a u th o r  invo lved  Counc i l  members in rev iew in g  d r a f t s  o f  t h e  

R&E Counc i l  N e w s le t te r  in o r d e r  t o  ge t  t h e i r  ideas and t o  a l s o  have them 

fee l  t h a t  the  p u b l i c a t i o n  represen ted the  Counci l  and not  j u s t  i t ' s  Chairman.  

June 1978— T h is  l a s t  month o f  th e  t im e pe r iod  covered by th e  p r o j e c t  ( b u t  

no t  o f  th e  Cha irman 's  invo lvement  w i t h  the  C o u n c i l )  encompassed several  

group maintenance r e la t e d  a c t i v i t i e s .  These inc luded f i n a l i z i n g  Char les  

W i l l a r d ' s  appo in tment  t o  the  Counci l  through d iscu ss ion  w i t h  th e  P re s id e n t  

o f  t h e  NCCMHC, i s su in g  an updated progress r e p o r t  on the  Counci l  a c t i v i t i e s ,  

work ing  w i th  Lucy Dowd, Margie Harper and Jeanne Kramer on a number o f  t a s k  

r e l a t e d  t o p i c s  and r e c t i f y i n g  a d isagreement between Margie Harper and the  

a u th o r  in r e l a t i o n  t o  a r e p o r t  on th e  ADAMHA Regional  O f f i c e  Techn ica l  

Ass is tance  A c t i v i t i e s  and th e  procedures u t i l i z e d  f o r  Counci l  members 

invo lvement in  re v ie w in g  the  r e p o r t .

* f i c t i t i o u s  name
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Task A c t i v i t i e s

The task  goa ls  f o r  t h e  p r o j e c t  were based upon concern w i t h  several  

f a c t o r s — power, env i ronmenta l  f a c t o r s ,  the  need t o  e s t a b l i s h  f o r  the  

Counci l  a l e g i t im a c y ,  a c o n s t i t u e n c y ,  and an ideo logy  t o  f u l f i l l  the  r o l e  

o f  an i n t e r e s t  group.  The goa ls  were d e l in e a te d  as f o l l o w s :  (1)  O rg a n i ­

z a t i o n a l  Development o f  the  Research & E v a lua t io n  Counci l  (a)  l in ka ge  w i t h  

CMHC e v a lu a to r s  th rough development o f  a N e w s le t te r  and a s e r ie s  o f  Task 

Forces;  (b)  d eve lop ing  c lo se  r e l a t i o n s h i p s  w i t h  t h e  Na t io na l  Counci l  Board 

and s t a f f ;  (c )  develop a s e r i e s  o f  p o l i c y  and p o s i t i o n  papers on program 

e v a l u a t i o n  f o r  c o n s id e r a t i o n  by th e  N a t iona l  Counc i l  Board;  (d) e s t a b l i s h  

l i a i s o n  w i th  o th e r  p ro fe s s io n a l  g roups,  e . g . ,  the  American Psycho lo g ica l  

A s s o c ia t i o n  and the  N a t iona l  A s s o c ia t io n  o f  Soc ia l  Workers (2)  Develop 

O rg a n iz a t io n a l  R e la t i o n s h ip s  w i th  NIMH Centra l  O f f i c e s  (a )  e s t a b l i s h  formal 

l ia ison  w i t h  the  f o l l o w i n g  NIMH branches— D iv i s i o n  o f  B iometry  and Ep idemio logy ,  

the  Q u a l i t y  Assurance Program and th e  Techn ica l  A ss is tance  Committee (b)  

develop a system o f  formal  R&E Counc i l  in p u t  i n t o  ]% E v a lu a t io n  p r o j e c t s  

and 2% Techn ica l  A ss is tan ce  programs; (c) e s t a b l i s h  a formal  method o f  

communicat ion w i t h  NIMH h ig he r  echelon o f f i c i a l s ;  (d)  t o  develop a formal  

l i a i s o n  w i t h  t h e  C en t ra l  O f f i c e /R e g io n a l  O f f i c e  Task Force on Program 

E v a lu a t i o n ;  (e) develop a system whereby R&E Counc i l  members would serve 

on a d v i s o ry  pane ls t o  NIMH c o n t r a c t o r s  doing program e v a lu a t i o n  re la t e d  

s t u d ie s ;  ( f )  encourage NIMH t o  adopt  new procedures t o  enable  CMHC's t o  

serve as te c h n ic a l  a s s is ta n c e  c o n t r a c t o r s  (3)  Development o f  O rg a n iz a t io n a l  

R e la t i o n s h ip s  w i t h  t h e  Ten ADAMHA Regional O f f i c e s  (a)  t o  a c q u a in t  the  ten  

ADAMHA Regional  O f f i c e s  w i th  the  R&E C o u n c i l ;  (b)  t o  emphasize t o  these 

Regional  O f f i c e s  t h e  importance o f  program e v a l u a t i o n  and te c h n ic a l  a s s is tan c e  

a c t i v i t i e s ;  (c )  t o  suggest  th e  e s ta b l i s h m e n t  and fund in g  o f  Regional  O f f i c e  

E v a lua t io n  Networks;  (d )  t o  f o s t e r  the  idea t h a t  ADAMHA Regional  O f f i c e s
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help fund CMHC's t o  p ro v ide  t e c h n i c a l  a s s is ta n c e ;  and (e)  t o  f o s t e r  t h e  idea 

t h a t  t h e  ADAMHA Regional  O f f i c e s  develop mechanisms whereby CMHC's re ce ive  

feedback on th e  Annual E v a lua t io n  Reports and Plans .

These t a s k  a c t i v i t i e s  are desc r ibed  in t h i s  month-by-month overv iew .  

January 1978— A major  t h r u s t  o f  a c t i v i t i e s  f o r  the  i n i t i a l  month invo lved  

c o n t a c t i n g  v a r io u s  branches o f  NIMH and a r ra n g in g  f o r  t h e i r  p a r t i c i p a t i o n  

in the  February R&E Counci l  meet ing.  Arrangements were made f o r  the  p a r t i c i ­

p a t i o n  o f  the  C h ie f  o f  the  O f f i c e  o f  Program E v a lu a t i o n ,  the  Program E v a lua t io n  

S p e c i a I i s t - D i v i s i o n  o f  Mental Hea l th  Serv ice  Programs, and a r e p r e s e n t a t i v e  

o f  the  D i v i s i o n  o f  B iometry .  The Ch ie f  o f  t h e  O f f i c e  o f  Program E va lu a t io n  

and the  Program E va lu a t io n  S p e c i a l i s t  had p a r t i c i p a t e d  in p rev ious  meetings 

w h i l e  t h e  r e p r e s e n t a t i v e  f rom the  D i v i s i o n  o f  Biometry  had n o t .  A second 

t a s k  invo lved  t h e  p re p a ra t i o n  o f  s p e c i f i c  recommendations on program e v a l ­

u a t io n  requ irements  f o r  the  CMHC renewal l e g i s l a t i o n  f o r  p r e s e n ta t i o n  t o  

t h e  February meeting o f  the  P u b l i c  P o l i c y  Committee o f  the  N a t iona l  C o u n c i l .

The t h i r d  ma jor  a c t i v i t y  was the  development o f  a q u e s t i o n n a i r e  on CMHC 

Program E v a lua t io n  which was intended t o  be u t i l i z e d  a t  the  NCCMHC Annual 

Meet ing  in February.  The survey was going t o  be j o i n t l y  sponsored by the  

R&E Counci l  and the  P h i l a d e lp h i a  Hea l th  Management Corpora t io n ,  which had 

a NIMH c o n t r a c t  t o  s tudy  program e v a l u a t i o n  in Cen te rs .  The concept  o f  the  

s tudy ,  which was intended t o  serve an im por tan t  purpose f o r  both the  Counci l  

and the  c o n t r a c t o r ,  was t o  g a th e r  data f rom la rge  numbers o f  CMHC e v a l u a to r s .  

P re p a ra t io n  o f  the  survey invo lved  c o n ta c t  w i t h  the  c o n t r a c t o r ,  NIMH 

o f f i c i a l s  and R&E Counci l  members.

February 1978— T h is ,  t h e  second month o f  t h e  p r o j e c t ,  in vo lved  t a s k  accom­

p l i s h m e n t  th rough  meet ings .  The f i r s t  o f  these  meet ings was one in which 

t h e  R&E Counci l  p resented  i t ' s  recommendations on the  program e v a l u a t i o n  

requ irem ents  f o r  the  CMHC renewal l e g i s l a t i o n  t o  t h e  NCCMHC P u b l i c  P o l i c y
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Committee.  In t h i s  p r e s e n t a t i o n ,  we d iscussed th e  recommendations t h a t  

had been prepared in w r i t i n g  and subm it ted  t o  the  Committee th e  p rev ious  

month.

T h is  was then fo l l o w ed  by th e  two day R&E Counci l  meet ing .  Dur ing  

the  course o f  t h e  meet ing ,  the  f o l l o w i n g  a c t i o n s  o c cu r re d :  (1)  The r e p o r t

o f  t h e  Task Force on Q u a l i t y  Assurance was approved and sent  on t o  the  

NCCMHC Board;  (2)  In d i s c u s s ion s  w i th  t h e  r e p r e s e n t a t i v e  o f  NIMH D i v i s i o n  

o f  B iometry ,  numerous ideas were exchanged, and i t  was agreed t o  e s t a b l i s h  

formal  l i a i s o n ;  (3)  With the  C h ie f  o f  th e  O f f i c e  o f  Program E v a lu a t i o n ,  

the  Counc i l  d iscussed a v a r i e t y  o f  issues i n c lu d in g  the  ]% E v a lu a t io n  p r o j e c t s  

t h a t  NIMH was p la nn in g  t o  sponsor du r ing  F isca l  Year 1979 ( t o  which Counci l  

members o f f e r e d  s p e c i f i c  su gg e s t i on s ) ;  (4)  We discussed  numerous ideas f o r  

2% Techn ica l  Ass is tance  p r o j e c t s  w i th  th e  Program E va lu a t io n  S p e c i a l i s t .

Among the  ideas proposed was th e  e s ta b l i s h m e n t  o f  a C lea r inghouse  on Program 

E v a lu a t io n  in CMHC's; (5)  In t h e  course o f  d i s c u s s io n s  w i th  these  NIMH 

r e p r e s e n t a t i v e s ,  they  agreed t h a t  the  R&E Counci l  should be rep resen ted  on 

an a d v i s o ry  board t o  NIMH c o n t r a c t o r s  co nduc t ing  program e v a lu a t i o n  s t u d ie s ;  

( 6 ) The Program E v a lu a t io n  S p e c i a l i s t  agreed t o  th e  suggest ion  t h a t  the  

R&E Counci l  a t te n d  the  meetings o f  Regional  O f f i c e / C e n t r a l  O f f i c e  Task 

Force on Program E v a lu a t io n ;  (7)  The Counci l  agreed w i t h  the  idea o f  e s ta b ­

l i s h i n g  an R&E Counci l  N e w s le t t e r .

One and o n e - h a l f  days o f  NCCMHC Board meet ings  fo l l o w ed  th e  R&E 

Counci l  meet ing.  Since t h i s  was o n l y  t h e  second meet ing o f  th e  Board t h a t  

the  a u th o r  a t te nde d ,  he devoted a s u b s t a n t i a l  amount o f  t im e t o  making 

in forma l  c o n ta c t s  w i t h  Board members and NCCMHC s t a f f .  The a u th o r  made a 

formal  p r e s e n ta t i o n  t o  th e  Board in which the  a u th o r  o u t l i n e d  t h e  R&E 

Counci l  d i s c u s s io n s  and requested adop t ion  o f  th e  Task Force Repor t  on 

Q u a l i t y  Assurance. The Task Force Repor t  and i t ' s  s p e c i f i c  recommendations
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were approved by th e  Board.

Immediate ly f o l l o w i n g  the  Board meet ing ,  the  au tho r  a t tended the  

t h r e e  and o n e - h a l f  days o f  t h e  Na t io na l  Counc i l  Annual Program Meet ing.

Dur ing  t h i s  t im e ,  numerous c o n ta c ts  were made by the  a u tho r  w i t h  CMHC 

e v a lu a to r s ,  Board members and a d m i n i s t r a t o r s .  In these in fo rmal  c o n ta c t s ,  

the  R&E Counc i l  and i t ' s  a c t i v i t i e s  were d iscussed.  The a u th o r  a ls o  had 

the  o p p o r t u n i t y  t o  b r i e f l y  p resen t  an ove rv iew  o f  the  R&E Counc i l  a c t i v i t i e s  

t o  la rge  group ings  o f  CMHC s t a f f s  and Boards th rough two formal  p re s e n ta t i o n s .

The l a s t  o f  the  meet ings ,  which immed ia te ly  fo l lo w ed  those t h a t  were 

d esc r ibed ,  was a two-day a c t i v i t y  i n v o l v i n g  r e p r e s e n ta t i v e s  o f  the  NCCMHC 

and o f  NIMH Cen tra l  O f f i c e  and ADAMHA Regional  O f f i c e s .  The purpose o f  

t h i s  meet ing was t o  promote an exchange o f  ideas between the  th r e e  p a r t i e s .  

Dur ing  the  meet ings,  the  a u th o r  had the  o p p o r t u n i t y  t o  make in forma l  c o n ta c ts  

w i t h  NIMH Cen tra l  O f f i c e  s t a f f  and ADAMHA Regional  O f f i c e  c h i e f s .  In these 

in formal  c o n v e rs a t io n s ,  th e  a u th o r  desc r ibed  th e  R&E Counci l  and i t ' s  

a c t i v i t i e s .  In the  course o f  d i s c u s s io n s  f o l l o w i n g  formal p r e s e n ta t i o n s ,  

the  a u th o r  emphasized the  importance o f  program e v a lu a t i o n  and the  e s s e n t ia l  

r o l e  o f  the  NIMH Cen tra l  O f f i c e  and the  ADAMHA Regional O f f i c e s  in promot ing 

i t ' s  development.

F o l low in g  these meet ings,  the  a u th o r  had numerous fo l lo w up  tasks  

i n c l u d i n g  w r i t i n g  a p rogress  r e p o r t  f o r  the  Board and the  Counci l  and 

d r a f t i n g  l e t t e r s  f o r  the  N a t iona l  Counc i l  Execu t ive  D i r e c t o r  t o  send t o  

NIMH o f f i c i a l s .

March 1978— The t h i r d  month o f  the  p r o j e c t  was marked by invo lvement  in a 

number o f  p r o j e c t s  and a c t i v i t i e s .  These in c luded :  (a) a r ra n g in g  f o r  

D r . ' s  Kramer and Harper t o  be appo in ted  by t h e  NIMH Program E va lua t ion  

S p e c i a l i s t  t o  the  a d v i s o ry  group t o  the  P h i l a d e lp h i a  Mental Hea l th  Management 

C o rp o ra t ion  (a c o n t r a c t o r  r e c e i v i n g  NIMH funds t o  study program e v a lu a t i o n
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in CMHC’ s ) ;  (b)  arranged wi+h Margie Harper t o  serve as l i a i s o n  t o  NIMH 

D i v i s i o n  o f  Epidemio logy;  (c )  arranged w i t h  Jeanne Kramer t o  serve as 

l i a i s o n  t o  NIMH D i v i s i o n  o f  B iometry ;  (d) a f t e r  a te lephone co nve rsa t io n  

w i t h  the  N a t iona l  Counci l  Execu t ive  D i r e c t o r ,  the  a u tho r  arranged f o r  

Jeanne Kramer t o  rep re sen t  the  N a t iona l  Counci l  a t  the  N a t iona l  Conference 

on Mental Hea l th  S t a t i s t i c s ;  (e)  the  a u th o r  conce ived o f  the  idea t o  study 

the  t e c h n ic a l  a s s is ta n c e  a c t i v i t i e s  o f  the  ADAMHA Regional  O f f i c e s ,  d r a f t e d  

an o u t l i n e  o f  the  p r o j e c t  and the  q u e s t i o n n a i r e ,  which was then shared 

w i t h  R&E Counci l  members and th e  NCCMHC s t a f f .  The survey ins t rum ent  was 

f i n a l i z e d  by the  end o f  the  month and sent  o u t  t o  the  ten  ADAMHA Regional 

O f f i c e s ;  ( f )  t he  a u th o r  a t tended  a meeting sponsored by D i v i s i o n  27 o f  the  

American Psycho log ica l  A s s o c ia t i o n  and the  Department  o f  Community Med ic ine  

o f  the  S ta te  U n i v e r s i t y  o f  New York a t  B u f f a l o .  The purpose o f  th e  meet ing,  

held  in B u f f a l o ,  was t o  d iscuss  a la rge  sca le  s tudy  o f  program e v a lu a t i o n  

in CMHC’ s. A t te nde rs  inc luded  t h r e e  s t a f f  members from SUNY-Buffa lo,  the  

Chairman o f  APA-D iv is ion  27, a CMHC D i r e c t o r  f rom the  South, a he a l th  

e v a l u a t i o n  e x p e r t  f rom a School o f  Med ic ine ,  the  Program E va lua t ion  S p e c i a l i s t  

a t  NIMH, a Q u a l i t y  Assurance S p e c i a l i s t  a t  NIMH and the  R&E Counci l  Chairman. 

A l though the  p a r t i c i p a n t s  had somewhat d i f f e r e n t  i n t e r e s t s  and p r i o r i t i e s ,  

i t  was agreed t o  have a th ree -w ay  sponsored survey— APA, SUNY-Buffa Io and 

NCCMHC— t h a t  NIMH might  p o s s i b l y  help fund.  Fol lowup ta s k  assignments were 

made a t  the  meet ing;  (g)  th e  a u th o r  d r a f t e d  h i s  ques t ions  f o r  th e  CMHC 

Program E v a lu a t io n  s tudy and sen t  them o u t  t o  meet ing p a r t i c i p a n t s ;  (h) 

formal c o n ta c t  was e s ta b l i s h e d  w i t h  a c o n s u l t a t i o n  f i r m  f rom th e  Midwest  

on the  issue o f  e v a l u a t i n g  CMHC C o n s u l t a t i o n  & Educat ion p ro po sa ls .  Th is  

l i a i s o n  led the  a u th o r ,  as an i n d i v i d u a l ,  t o  rev iew t h i s  f i r m ' s  proposal  

t o  NIMH t o  develop techno logy  in th e  e v a l u a t i o n  o f  c o n s u l t a t i o n  and educa t ion  

programs and wrote a l e t t e r  s u p p o r t in g  th e  reques t .
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A p r i I  1978— In t h i s ,  the  f o u r t h  month o f  the  p r o j e c t ,  a number o f  tasks  

dominated:  th e  p r o v i s i o n  o f  c o n s u l t a t i o n  and a s s is ta n c e  t o  NCCMHC s t a f f ,  

c o n t i n u a t i o n  o f  a c t i v i t i e s  on th e  CMHC Program E v a lua t io n  Survey,  i n i t i a t e d  

work f o r  th e  development o f  an R&E Counc i l  Task Force on Manpower & T r a in i n g  

and a fo l l o w up  on a ssoc ia ted  tasks  w i t h  NIMH.

The a s s is ta n c e  p rov ided  t o  N a t iona l  Counci l  s t a f f  inc luded  d r a f t i n g  

a response f o r  the  Na t iona l  Counci l  Execu t ive  D i r e c t o r  on a NIMH sponsored 

r e p o r t  on C i t i z e n  P a r t i c i p a t i o n  f o r  the  E va lua t io n  and Review o f  CMHC's, 

p r o v i d i n g  the  new l e g i s l a t i v e  d i r e c t o r  w i t h  s e le c te d  s t u d ie s  on the  

e f f e c t i v e n e s s  o f  CMHC s e r v i c e s ,  and sugges t ing  t o  the  Annual Program 

Committee and NCCMHC s t a f f  t h a t  C o u n c i l ' s  hold  meet ings open f o r  a t tendees  

as p a r t  o f  the  Annual NCCMHC Program Meet ing.

A c t i v i t i e s  on the  CMHC Program E v a lu a t io n  Survey inc luded c o n t i n u in g  

d r a f t s  o f  the  q u e s t i o n n a i r e ,  d i s c u s s io n s  w i t h  s t a f f  f rom SUNY-Buffalo and 

w i t h  the  NIMH C h ie f  o f  Q u a l i t y  Assurance. The NIMH Q u a l i t y  Assurance 

S p e c i a l i s t  was e s p e c i a l l y  concerned s ince  he f e l t  t h a t ,  as id e  f rom NCCMHC, 

the  two o t h e r  sponsors were no t  i n t e r e s t e d  in the  t o p i c  o f  q u a l i t y  assurance.

Work toward th e  e s ta b l i s h m e n t  o f  a R&E Counci l  Task Force on Manpower 

& T r a i n i n g  inc luded  c o n ta c t  w i t h  t h e  D i r e c t o r  o f  t h e  NIMH D i v i s i o n  o f  

Manpower & T r a i n i n g  regard in g  th e  p o s s i b i l i t y  o f  NIMH fu n d in g ,  d i s c u s s ion s  

w i t h  Dr. Fred James and the  NIMH Program E v a lu a t io n  S p e c i a l i s t  on the  

p r o j e c t ,  and w i th  members o f  t h e  R&E C o u n c i l .  Th is  led t o  p re p a r in g  a 

b r i e f  d r a f t  on the  r o l e  and f u n c t i o n  o f  the  Task Force.

Fol lowup ta sks  w i th  NIMH inc luded  rev ie w ing  m a te r ia l  f rom the  D i r e c t o r  

o f  NIMH D i v i s i o n  o f  Mental Hea l th  Serv ice  Programs and c o n ta c t  w i t h  the  

Program E v a lua t io n  S p e c i a l i s t  on a number o f  Counc i l  sugges t ions  f o r  

t e c h n ic a l  a s s is ta n c e  p r o j e c t s .

May 1978— In t h i s  month, the  a u th o r  was a c t i v e l y  in vo lved  w i t h  numerous
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type s  o f  ta s k s .

The most im po r ta n t  t a s k  was work on the  Research & E va lu a t io n  Counc i l  

N e w s le t te r .  T h is  inc luded  d r a f t i n g  th e  N e w s le t te r ,  s h a r in g  the  d r a f t  w i t h  

R&E Counci l  members, NCCMHC s t a f f  and w i t h  the  Board Committee on P u b l i c a t i o n s ,  

rev iew in g  t h e i r  comments and f i n a l i z i n g  th e  d r a f t ,  f i n d i n g  o u t  about  fund ing  

and p u b l i c a t i o n  procedures and o b t a i n i n g  m a i l i n g  la b e ls  f rom NIMH.

The nex t  most im p o r tan t  a c t i v i t y  in vo lved  d r a f t i n g  the  r e p o r t  on 

the  survey o f  th e  ADAMHA Regional O f f i c e  Techn ica l  A ss is tan ce  on Program 

E v a lu a t i o n .  Th is  inc luded  c o l l e c t i n g  th e  data f rom the  Regional  O f f i c e s ,  

check ing  the  accuracy  o f  th e  data w i t h  key CMHC s t a f f  in the  re g io n ,  t a b u ­

l a t i n g  th e  da ta ,  d r a f t i n g  the  r e p o r t  and s h a r in g  the  r e p o r t  w i t h  NCCMHC 

s t a f f  and R&E Counci I members. Then, based upon sugges t ions  f rom the  NCCMHC 

Execu t ive  D i r e c t o r ,  the  d r a f t  r e p o r t s  were sent  t o  the  Regional  O f f i c e  C h ie fs  

f o r  t h e i r  rev iew and comment.

C o n t in u in g  work w i t h  t h e  NCCMHC s t a f f  was a ls o  an im p o r tan t  a c t i v i t y  

and in vo lved  p r o v id i n g  the  l e g i s l a t i v e  d i r e c t o r  w i th  da ta  on Medicare,

Medicaid  and p s y c h i a t r i c  s e r v i c e  u t i l i z a t i o n  and sugges t ions  on the  CMHC 

renewal l e g i s l a t i o n ,  p r o v id i n g  more sugges t ions  f o r  th e  Annual Program 

Meet ing ,  and d r a f t i n g  the  NCCMHC response t o  HEW R e g u la t io ns  on the  P r o te c t i o n  

o f  Human S ub jec ts  f o r  Research P r o je c t s  Who Reside in Mental Hea l th  F a c i l i t i e s .  

These a c t i v i t i e s  were c r u c i a l  in deve lop ing  the  r e l a t i o n s h i p  between the  

a u th o r  and th e  NCCMHC s t a f f .

O ther a c t i v i t i e s  inc luded :  (a)  e x te n s iv e  work on B iometry  i ssues—

re v ie w in g  and commenting on the  D r a f t  Report  o f  Ad Hoc NIMH Committee t o  

Review In fo rm a t io n  on Management In fo rm a t io n  Systems, and d i s c u s s in g  issues 

w i t h  Jeanne Kramer on her  r o l e  as l i a i s o n  t o  NIMH D i v i s i o n  o f  B iometry ;

(b)  c o m p le t ing  a r e - d r a f t  o f  the  o u t l i n e  f o r  t h e  Task Force on Manpower & 

T r a i n i n g ;  (c )  c o n ta c t  w i t h  the  NCCMHC Committee on Standards and A c c r e d i t a t i o n
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t o  d iscuss  d i f f e r i n g  p o s i t i o n s  on the  JCAH Standards f o r  CMHC's; (d) 

f u r t h e r  c o n ta c t  w i t h  the  Program E v a lu a t io n  S p e c i a l i s t  on t h e  te c h n ic a l  

a s s is ta n c e  sugges t ions  o f  the  C o u n c i l ;  and (e)  c o n ta c t  w i t h  the  NIMH Q u a l i t y  

Assurance S p e c i a l i s t  in r e l a t i o n  t o  the  issue o f  t h e  i n c l u s i o n  o f  q u a l i t y  

assurance q u e s t io n s  in the  CMHC Program E va lu a t io n  Survey.

June 1978—The l a s t  month o f  the  p r o j e c t  w i tnessed  th e  c u lm in a t i o n  o f  a 

number o f  a c t i v i t i e s ,  a c o n t i n u a t i o n  o f  o th e rs  and even the  development 

o f  some unexpected ta s k s .

The ta s k s  t h a t  reached comp le t ion  inc luded  (1)  the  m a i l i n g  o f  the  

f i r s t  R&E Counc i l  N e w s le t te r  ( a f t e r  approva l  by the  NCCMHC Board Committee 

on P u b l i c a t i o n s )  t o  CMHC's and (2)  the  r e - d r a f t i n g  o f  th e  Report  f o r  the  

ADAMHA Regional  O f f i c e  Techn ica l  A ss is tance  A c t i v i t i e s  on Program E v a lu a t io n  

and i t ' s  submission t o  the  NCCMHC Board and i t ' s  being sent  t o  NIMH o f f i c i a l s .

The new ta s k  developed in r e l a t i o n  t o  t h e  q u a l i t y  assurance in fo r m a t i o n  

t h a t  was going t o  be c o l l e c t e d  as p a r t  o f  the  CMHC Program E v a lu a t io n  Survey.  

The C h ie f  o f  Q u a l i t y  Assurance f rom NIMH c a l l e d  e a r l y  in the  month w i th  

t h e  news t h a t  the  r e p r e s e n ta t i v e s  o f  SUNY-Buffa lo had dec ided ,  d e s p i t e  th e  

a v a i l a b i l i t y  o f  l i m i t e d  NIMH fu n d in g ,  th e  survey would exc lude  a l l  qu e s t io ns  

on q u a l i t y  assurance.  The NIMH r e p r e s e n t a t i v e  was despera te .  He wondered 

how the  NCCMHC cou ld  a s s i s t  him and in d i c a te d  a w i l l i n g n e s s  t o  a l l o c a t e  

funds f o r  o u r  a s s is ta n c e .  A f t e r  d i s c u s s io n ,  i t  was agreed t h a t  th e  NCCMHC 

would conduct  a separa te  study o f  CMHC q u a l i t y  assurance a c t i v i t i e s .  Th is  

was o n l y  the  i n i t i a l  s tep .  I t  was fo l l o w e d  by a s u b s t a n t i a l  amount o f  

d e t a i l  work— d r a f t i n g  the  ta s k s  f o r  the  p r o j e c t ,  e s t a b l i s h i n g  dead l ines  

and budgets.  Close l i a i s o n  w i th  the  Execu t ive  D i r e c t o r  and o th e r  s t a f f  

a t  NCCMHC was necessary f o r  t h i s  work.

A second new development was the  i n v i t a t i o n  t o  a t t e n d  a meet ing o f  

th e  NIMH Regional  O f f i c e / C e n t r a l  O f f i c e  Task Force on Program E va lu a t io n
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in Washington.  By being p resen t  a t  the  meet ing ,  the  a u th o r  became an 

a c t i v e  d is c u s s a n t  on several  p ro po s a ls ,  re p o r te d  on t h e  R&E Counc i l  

a c t i v i t i e s ,  o f f e r e d  sugges t ions  and e s ta b l i s h e d  r e l a t i o n s h i p s  w i t h  some 

ADAMHA Regional  O f f i c e  s t a f f .

C o n t i nu in g  a c t i v i t i e s  inc luded  (1)  a t t e n d in g  the  two days o f  the  

NCCMHC Board meet ing  and s t re n g th e n in g  t i e s  w i t h  Board members and r e p o r t i n g  

on R&E Counc i l  a c t i v i t i e s  (2) p r o v id i n g  th e  NCCMHC L e g i s l a t i v e  D i r e c t o r  

w i t h  in f o r m a t i o n  on te c h n ic a l  as s is tan c e  f o r  h i s  meetings w i t h  NIMH s t a f f  

(3)  meet ing w i t h  s t a f f  f rom the  Urban I n s t i t u t e ,  a t  the  reques t  o f  the  

NCCMHC L e g i s l a t i v e  D i r e c t o r ,  t o  d iscuss  th e  area o f  mental h e a l t h  outcome 

e v a l u a t i o n  s t u d ie s  (4)  meeting w i t h  a r e p r e s e n t a t i v e  o f  NIMH D i v i s i o n  o f  

B iometry  t o  d iscuss  in c re a s ing  th e  p o s s i b i l i t y  o f  CMHC's b id d in g  on NIMH 

B iometry  c o n t r a c t s  (5)  f u r t h e r  c o n ta c t  w i t h  r e p r e s e n ta t i v e s  o f  SUNY-Buffalo 

on the  CMHC Program E va lua t io n  Survey and ( 6 ) fo l lo w up  w i t h  the  C h ie f  o f  

NIMH O f f i c e  o f  Program E v a lu a t io n  on ]% e v a l u a t i o n  p r o j e c t s .



CHAPTER VI

EVALUATION 

An Overview

E v a lu a t in g  a p r o j e c t  o f  t h i s  na tu re  represented  a d i f f i c u l t  problem 

s ince  i t  encompassed v a r ie d  goa ls  and a c t i v i t i e s  in both the  ta s k  and 

process spheres.  Moreover, g iven the  scope and c o m p le x i ty  o f  goa ls  and 

the  type  o f  p r o j e c t  a c t i v i t i e s ,  " h a rd "  data was no t  r e a d i l y  a v a i l a b l e .

Rather,  i t  became necessary t o  employ an e v a lu a t i o n  process t h a t  u t i l i z e d  

su r ro g a te  measures. Moreover,  t o  inc rease  the  v a l i d i t y  o f  th e  e v a l u a t i o n  

des ign ,  s t r e s s  was p laced on deve lop ing  a system t h a t  p rov ided  in fo r m a t io n  

from a number o f  d i f f e r e n t  sources and f rom d i f f e r e n t  p e r s p e c t i v e s .  I t  

should be noted t h a t  the  a u th o r  was aware f rom th e  i n c e p t io n  o f  the  p r o j e c t  

t h a t  i t  would be im poss ib le  f o r  an e v a lu a t i o n  t o  p ro v id e  summative da ta .

Th is  d i f f i c u l t y  was a d i r e c t  r e s u l t  f rom the  f a c t  t h a t  t h e  p r o j e c t  was not  

a c l a s s i c  c lo s e  ended a c t i v i t y  ( w i t h  a beg inn ing  and end) bu t  instead  

represen ted  an a t te m p t  t o  in f l u e n c e  ( i n  s p e c i f i c  d i r e c t i o n s )  an ongoing 

a c t i v i t y  d u r in g  a l i m i t e d  t im e p e r io d .  Thus,  th e  e v a lu a t i o n  represented  

an e f f o r t  t o  ( 1) p ro v id e  d e s c r i p t i v e  q u a n t i t a t i v e  data on p r o j e c t  a c t i v i t i e s ;  

( 2 ) a s c e r t a i n  and q u a n t i f y  data f rom key " a c t o r s "  assoc ia ted  w i t h  th e  p r o j e c t  

on i t ' s  achievement o r  impact  o r  the  lacks o f  goal a t t a in m e n t ;  and (3)  

measure the  p rogresses o r  f a i l u r e s  o f  the  p r o j e c t  a g a in s t  p r e - e s ta b l i s h e d  

goaI s.

The components o f  the  e v a lu a t i o n  in c lude d :  (a)  design and e s ta b ­

l i s h i n g  a p r o j e c t  data system which enabled the  a u th o r  t o  d es c r ib e  and

93
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d e l i n e a t e ,  in g re a t  d e t a i l ,  th e  a c t i v i t i e s  assoc ia ted  w i t h  the  p r o j e c t ;

(b)  u t i l i z i n g  a s e r i e s  o f  q u e s t i o n n a i re s  t o  a s c e r t a i n  p e rc e p t io n s  f rom

key a c to r s  o r  in fo rm an ts ;  and (c )  a rev iew ,  by th e  a u th o r ,  o f  p r o j e c t

achievements based upon p r e - s e t  goa ls .  Each o f  these components i s  d i s ­

cussed below.

The P r o j e c t  Data C o l l e c t i o n  System c o n s i s te d  o f  t h r e e  subcomponents:

1. A D a i l y  Log in which th e  a u th o r  recorded a l l  p r o j e c t  a c t i v i t i e s .  Each 

a c t i v i t y  was recorded w i th  the  da te ,  the  t ype  and purpose(s )  o f  the  a c t i v i t y ,  

th e  i n d i v i d u a l  o r  i n d i v i d u a l s  con tac ted  o r  invo lved  in t h e  a c t i v i t y  and

the  t im e  (e s t im a te d )  spent on the  a c t i v i t y .

2. A f i l e  o f  a l l  correspondence sent  and rece ived  by t o p i c  area.

3. A f i l e  o f  a l l  r e p o r t s  and p u b l i c a t i o n s .  The data gathered  th rough

these  subcomponents enabled th e  s tude n t  t o  d esc r ib e  and ana lyze  h is  

a c t i v i t i e s  on the  p r o j e c t ,  ( e . g . ,  t im e  o f  a c t i v i t y ,  month, t a s k ,  c o n ta c t  

group) and p rov ided  documentat ion t o  measure achievement o f  goa ls  and 

o b j e c t i v e s .  (Data f rom t h i s  system i s  desc r ibed  in  l a t e r  s e c t i o n s  o f  t h i s  

c h a p t e r . )

Questionna i r e s . The second major  e v a l u a t i v e  to o l  c o ns i s te d  o f  th re e  

se ts  o f  q u e s t i o n n a i r e s .  One se t  o f  q u e s t i o n n a i r e s  was u t i l i z e d  t o  o b ta in  

the  p e rc e p t io n s  o f  members o f  the  Research & E v a lua t io n  Counc i l  on the  

p r o j e c t  and i t ' s  e f f e c t .  The in s t ru m e n t ,  which was the  most comprehensive 

o f  the  t h r e e  employed, c o ns is te d  o f  q u e s t io ns  on:

- t h e  goa ls  o f  the  R&E Counci l  and any changes o v e r  the  d u r a t i o n  o f  the  

p r o j e c t  and agreement o r  d isagreement w i t h  the  emerging goa ls ;

- t h e  degree o f  the  members p a r t i c i p a t i o n  in t h e  p r o j e c t  and changes, i f  

any, ove r  the  s i x  months o f  the  p r o j e c t ;

- t h e  communicat ion and d e c i s io n  making processes o f  the  C o u n c i l ,  t h e i r  

changes d u r ing  the  p r o j e c t  and a va lue  judgment as t o  t h e i r  e f f e c t i v e n e s s ;
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- t h e  members i d e n t i f i c a t i o n  w i th  and rewards rece ived  f rom the  Counci l  

and changes in the  rewards and i d e n t i f i c a t i o n  o v e r  the  s i x  month p r o j e c t  

p e r io d ;

- judgment as t o  the  e f f e c t i v e n e s s  o f  the  C o u n c i l ' s  per formance ove r  the  

s i x  month p r o j e c t  p e r i o d ,  and c i t a t i o n  o f  s p e c i f i c  successes and f a i l u r e s .

I t  should be noted t h a t  th e  ins t rum ent  was p r i m a r i l y  designed t o  measure 

achievement in r e l a t i o n  t o  the  process goa ls  d e l in e a te d  f o r  the  p r o j e c t .

The second in s t rum e n t  co n s i s te d  o f  a one-page s e r i e s  o f  qu e s t io ns  

sent  t o  the  s t a f f  o f  the  Na t iona l  Counci l  o f  CMHC's. The que s t ions  

requested r a t i n g s  o f  t h e  R&E Counc i l  as r e l a t e s  t o  NCCMHC goa ls  and c i t a t i o n  

o f  the  R&E Counci l  ma jo r  achievements d u r in g  th e  s i x  month p r o j e c t  p e r io d .  

The q u e s t i o n n a i r e  a lso  requested sugges t ions  f o r  a d d i t i o n a l  ways t h a t  the  

R&E Counci l  cou ld  a s s i s t  the  N a t iona l  C o u n c i l .

The l a s t  in s t rum ent  was sen t  t o  s e le c ted  NIMH C en t ra l  O f f i c e  s t a f f  

( s e l e c t i o n  based upon t h e i r  having a r o le  in program e v a lu a t i o n  a c t i v i t i e s  

and hav ing been in c o n ta c t  w i t h  th e  R&E C o u n c i l )  and s e lec te d  ADAMHA Branch 

O f f i c e  C h ie f s .  The q u e s t io n s  asked f o r  t h e i r  p e rc e p t io n s  o f  the  impact  o f  

R&E Counc i l  a c t i v i t i e s  d u r in g  the  s i x  month p r o j e c t  on program e v a lu a t i o n  

a c t i v i t i e s  sponsored by the  NIMH C e n t ra l  O f f i c e  and by the  ADAMHA Regional 

O f f i c e s .  The in s t ru m en t  a l s o  i n q u i r e d  as t o  the  b e n e f i t  and d e t r im e n ts  

o f  R&E Counci l  a c t i v i t i e s  t o  them in t h e i r  o f f i c i a l  c a p a c i t i e s  and requested 

sugges t ions  f o r  the  R&E Counc i l  t o  improve i t ' s  e f f e c t i v e n e s s  and impact .

The t h r e e  se ts  o f  q u e s t i o n n a i r e s  were mai led  o u t  in J u l y  1978 

immed ia te ly  f o l l o w i n g  the  end o f  t h e  p r o j e c t  p e r io d .

The A u t h o r ' s  Review o f  Goal A t ta in m e n t

Based upon th e  p r e - e s ta b l i s h e d  g o a ls ,  e s p e c i a l l y  as r e l a t e d  t o  t a s k s ,  

th e  a u th o r  reviewed goal achievement.  T h i s  rev iew was based upon documen­

t a t i o n  con ta ined  in correspondence f i l e s  and r e p o r t s  and upon the  a u t h o r ' s
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knowledge o f  even ts .  Th is  rev iew ,  which s t a r t e d  a p p ro x im a te ly  two months 

a f t e r  t h e  end o f  th e  p r o j e c t ,  in c lu d e s  in f o r m a t i o n  obta ined  u n t i l  October 30, 

1978 o r  the  t im e  o f  th e  w r i t i n g  o f  t h i s  ch a p te r .  The f a c t  t h a t  f o u r  months 

have passed s ince  th e  end o f  the  p r o j e c t  has meant t h a t  a number o f  i n i t i a t i v e s  

s t a r t e d  d u r in g  the  p r o j e c t  have come t o  f r u i t i t i o n .  Thus, th e  rev iew pe rm i ts  

longer range judgment than would have been a v a i l a b l e  immed ia te ly  a f t e r  

t h e  p r o j e c t  ended.

R e su l ts  o f  the  E va lua t io n  

An A n a ly s i s  o f  Time Spent on P r o j e c t  A c t i v i t i e s

1. To ta l  Time Spent :  A t o t a l  o f  225 hours o r  28.1 e i g h t - h o u r  work days 

were spent  on p r o j e c t  a c t i v i t i e s .  T h is  inc ludes  o n l y  ta s k  and p r o j e c t  

a c t i v i t i e s  d u r in g  the  s i x  month p r o j e c t .  I t  exc ludes  p la n n in g  a c t i v i t i e s  

p r i o r  t o  January  1, 1978, t h e  p r o j e c t  s t a r t - u p  d a te ,  and e v a l u a t i v e  o r  

r e p o r t i n g  a c t i v i t i e s  pos t  June 30, 1978, the  end date o f  the  p r o j e c t .

2. Time Spent by Month:

TABLE 1.— Time Spent by Month

To ta l  Time Spent

Hours

225.00 100$

January 8.25 4$

February 68.00 30$

Ma rch 29.75 13$

Apr i  1 27.50 12$

May 45.50 20$

June 46.00 21$

There was, as noted in t h e  t a b l e  above, s u b s t a n t i a l  v a r i a t i o n  in the  

t im e  spent  on p r o j e c t  a c t i v i t i e s  by month. The p r o j e c t  s t a r t e d  s lo w ly  in 

January ,  e s c a la te d  markedly in  February (a p a r t i a l  r e s u l t  o f  numerous 

m e e t in g s ) ,  dropped in March and m a in ta ined  the  same r a t e  f o r  A p r i l ,  and 

then esca Ia ted  in May and remained a t  a s i m i l a r  r a t e  f o r  June.  The May 

and June r a t e s ,  a t  h ig h e r  l e v e l s ,  were a r e s u l t  o f  meet ings and th e  need
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t o  f i n i s h  s e le c te d  r e p o r t s .  The data  does i n d i c a t e  th e  s u b s t a n t i a l  amount 

o f  t im e re q u i re d  f o r  a p r o j e c t  o f  th is ,  n a t u r e . T h is  f i n d i n g  does suggest  

t h a t  invo lvement in  a p r o j e c t  o f  t h i s  t ype  re q u i r e s  a p r e - e x i s t i n g  o r g a n i ­

z a t i o n a l  requ irement  t h a t  would enable  the  p r o j e c t  leader t o  make t h i s  t ype  

o f  s u b s t a n t i a l  t im e  investment.

3. Time Spent By Source o f  I n t e r a c t i o n  (By Month)

TABLE 2 . — Time Spent By Source o f  I n t e r a c t i o n

Source o f

Tota 1 

Hours

% o f  

T o ta l  Hrs Jan . Feb. Ma rch Apr. May J une

1n t e r a c t i o n 225.00 100% 8.25 68.0 29.75 27.5 45.50 46.0

Solo Ac ts  -  No 

I n t e r a c t i o n

46.0 20% 2 7 7 5.75 16.75 7.5

I n t e r a c t i o n  w i th  

R&E Counci 1 members

46.50 21% 3 16 8.5 5.5 8.25 5.25

I n t e r a c t i o n  w i th  

NCCMHC s t a f f  

members

18.0 8% 4 1 3 5.75 4.25

I n t e r a c t i o n  w i th  

NCCMHC Board 

members

23.75 1 1% 1 8 .25 .5 3 11

I n t e r a c t i o n  w i t h  

NIMH Cen tra l  

O f f i c e  s t a f f

37.0 16% 1.5 16.5 2 7 7.5 2 .5

I n t e r a c t i o n  w i th  

ADAMHA Reg i ona1 

O f f i c e  s t a f f

22 .0 10% 10.5 2 1.5 1.25 6.75

I n t e r a c t i o n  w i th  

Others  (Other 

P ro fe s s io n a l  

Orqani z a t i o n s )

31.75 14% .75 6 9 4.25 3 8.75

The t a b l e  and c h a r t s  which f o l l o w  demonstra tes  th e  v a r ie d  n a tu re  o f

p r o j e c t  a c t i v i t i e s .

App rox im a te ly  20% o f  the  a u t h o r ’ s t im e  was spent  in s o lo  a c t s  w i t h  

no i n t e r a c t i o n  w i t h  o t h e r  p a r t i e s .  These so lo  a c t i v i t i e s  g e n e r a l l y  c o n s is te d
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o f  w r i t i n g  a c t i v i t i e s .  These w r i t i n g  a c t i v i t i e s  inc luded  p re p a r in g  

the  R&E Counci l  p rogress  r e p o r t s ,  p re p a r in g  r e p o r t s  on the  r e s u l t s  o f  

s t u d ie s ,  d r a f t i n g  and f i n a l i z i n g  in s t ru m e n ts ,  p re pa r in g  th e  R&E Counci l  

N e w s le t t e r  and m a in ta in in g  correspondence.  The t a b l e  i n d i c a t e s  an 

e s p e c i a l l y  h igh  t o t a l  f o r  May. Th is  was p r i m a r i l y  due t o  p re p a r in g  the  

R&E Counci l  N e w s le t te r  and d r a f t i n g  th e  Report  on the  Survey o f  ADAMHA 

Regional  O f f i c e s .

- I n t e r a c t i o n  w i t h  Research & E va lu a t io n  Counci l  members re p resen ts  

t h a t  a c t i v i t y  in which th e  a u th o r  spen t  the  most t im e  (a p p ro x im a te ly  21$ 

o f  a l l  the  t im e spen t  on the  p r o j e c t ) .  As ide f rom the  two-day  meet ing in 

February and th e  confe rence  c a l l  in March,  most o f  the  t im e  spen t  was in 

te lephone  c o n ta c t  w i t h  i n d i v i d u a l  Counc i l  members. As was noted in a 

p re v iou s  c h a p te r ,  these co n ta c ts  g e n e r a l l y  invo lved  both t a s k  and process 

a c t i v i t i e s .

- I n t e r a c t i o n  w i t h  Na t io na l  Counc i l  s t a f f  members was th e  l e a s t  t im e -  

consuming o f  a l l  a c t i v i t i e s .  I t  o n l y  rep resen ted  8$ o f  a l l  t im e  spent  on 

the  p r o j e c t .  These i n t e r a c t i o n s  g e n e r a l l y  invo lved  exchanges o f  i n f o r m a t i o n  

and reques ts  f o r  a s s is ta n c e .

- I n t e r a c t i o n  w i th  N a t iona l  Counci l  Board members rep resen ted  11% 

o f  a l l  t im e  spen t .  In t h i s  c a te g o ry ,  t h e r e  was g re a t  v a r i a t i o n  by month. 

Most o f  t h e  i n t e r a c t i o n s  occur red  a t  t h e  February and June Board meet ings.

- I n t e r a c t i o n  w i t h  NIMH C en t ra l  O f f i c e  s t a f f  rep resen ted  16$ o f  a l l  

o f  t h e  t im e  spent  on th e  p r o j e c t .  The t im e  spent  v a r ie d  w i t h  February as 

a r e s u l t  o f  j o i n t  meet ings  being the  h ig h e s t .  In g e n e ra l ,  i n t e r a c t i o n s  

were t a s k  o r i e n t e d  and invo lved  work on s p e c i f i c  p r o j e c t s .

- I n t e r a c t i o n  w i t h  ADAMHA Regional  O f f i c e  s t a f f  rep resen ted  10$ o f  

a l l  t h e  t im e  spent  on p r o j e c t  a c t i v i t i e s .  With the  excep t io n  o f  February 

and June, c o n t a c t  w i t h  ADAMHA Regional  O f f i c e  s t a f f  was ve ry  l i m i t e d .  In
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February ,  t h e r e  was s u b s t a n t i a l  c o n ta c t  as a r e s u l t  o f  the  two-day NCCMHC- 

NIMH-ADAMHA meet ings.  In June,  c o n ta c t  w i t h  Regional O f f i c e  s t a f f  rose 

as a d i r e c t  r e s u l t  o f  the  a u t h o r ' s  p a r t i c i p a t i o n  in the  NIMH Task Force 

on Program E v a lua t io n  meeting and th rough work on the  Survey o f  ADAMHA 

Regional  O f f i c e s .  In ge n e ra l ,  as id e  f rom ta s k  a c t i v i t i e s  r e l a t e d  t o  the  

fo rement ioned survey ,  most o f  the  c o n ta c t  was devoted t o  e s t a b l i s h i n g  

l i a i s o n  and p r o v id i n g  them w i t h  i n f o r m a t i o n  on the  R&E Counci l  and program 

e v a l u a t i o n .

-The ca tegory  o f  i n t e r a c t i o n  w i t h  o th e r s  is  a " c a t c h a l l . "  I t  

re p resen ts  c o n ta c t  w i t h  a range o f  o th e r  i n d i v i d u a l s  and o r g a n i z a t i o n s .

In th e  main,  these  in c lu d e  o th e r  mental h e a l th  p r o fe s s io n a l s ,  academic ians,  

r e p r e s e n t a t i v e s  o f  c o n t r a c t o r s  o r  c o n s u l t i n g  f i r m s  and government o f f i c i a l s  

o t h e r  than those f rom NIMH. These c o n ta c ts  re p resen t  14$ o f  a l I  t im e  spen t .  

I t  was h e a v ie s t  in March as a r e s u l t  o f  a meet ing a t  S ta te  U n i v e r s i t y  o f  

New York a t  B u f f a l o  and in June as a r e s u l t  o f  r e c r u i tm e n t  and r e p o r t  

a c t i  v i  t i e s .

These r e s u l t s  are h i g h l i g h t e d  in F ig u res  4,  5, 6 and 7, which f o l l o w .
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PROJECT HOURS BY MONTH

70- 68.0

60.

50-

45.50 46.0

40.

30. 29.75

27.50

20.

10. ■ 8.25

f

Jan. Feb. March Apr i  I May June

M on ths



101

FIGURE 5

TIME SPENT BY CATEGORY OF INTERACTIONS
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FIGURE 6 

TIME SPENT BY INTERACTION 

CATEGORY BY MONTH
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Response t o  Survey Ins t ruments

1. Survey o f  Research & E v a lu a t io n  Counc i l  Members: The su rvey form was

completed by t h r e e  R&E Counc i l  members. The members com p le t ing  the  surveys 

were Jeanne Kramer, Lucy Dowd and Margie Harper.  Merv in Newton d id  no t  

complete a form and i n d i c a te d  t h a t  s ince  he had o n l y  r e c e n t l y  j o i n e d  the  

C o u n c i l ,  he f e l t  he was not  s u f f i c i e n t l y  knowledgeable t o  complete the  

survey.  There was no f i f t h  member t o  complete t h i s  survey s ince  Dr.  Robert  

Hayward had res igned  f rom the  C o u n c i l .  Thus, the  u n ive rse  f o r  t h i s  survey 

was o n l y  t h r e e .  However, the  data which was p rov ided  was q u i t e  r e v e a l i n g .

The data p rov ided  the  f o l l o w i n g  i n f o r m a t i o n :

-As r e l a t e s  t o  d e f i n i n g  th e  majo r  goa ls  f o r  the  R&E C o u n c i l ,  o n l y  

two were u n i f o r m ly  agreed t o  by a l l  t h r e e  responden ts .  These two were 

" p r o v i d i n g  a dv ice  and guidance t o  N a t iona l  Counci l  s t a f f  and Board and 

i n f l u e n c i n g  NIMH s t a f f  and a c t i v i t i e s . "  Two o f  the  t h r e e  d e f in e d  " s e r v i n g  

as advocates  and p r o v id i n g  a id  t o  CMHC’ s"  as a majo r  g o a l .  O ther major  

goa ls  noted were " i n f l u e n c i n g  JCAH s tan da rds "  and "chang ing data r e p o r t i n g  

requ irements  f o r  C e n te r s . "  Two o f  the  t h r e e  respondents f e l t  t h a t  the  

goa ls  had changed d u r in g  the  s i x  month p r o j e c t  t im e .  The changes c i t e d  

were " t h e  Counci l  i s  deve lo p ing  a more a c t i v e  r a t h e r  than m a in ta in in g  a 

pass ive  r o l e "  and "u s in g  research data f o r  advocacy f o r  CMHC's." A l l  

t h r e e  respondents in d i c a te d  general  agreement w i t h  the  goa ls  o f  the  Counci l  

a l though  one member (Dr.  Harper)  i n d i c a te d  she f e l t  some uncomfortab leness 

w i t h  the  Counc i l  s e rv in g  as an advocate f o r  Cente rs .

- I n  response t o  re v ie w ing  t h e i r  p a r t i c i p a t i o n  d u r in g  th e  s i x  month 

p e r io d ,  two respondents  f e l t  t h e i r  p a r t i c i p a t i o n  had changed. Of these  

two,  one f e l t  t h e i r  p a r t i c i p a t i o n  had increased w h i l e  t h e  o th e r  f e l t  h e r ' s  

had s l i g h t l y  decreased.  Two members cons ide red  themselves a c t i v e  p a r t i c i p a n t s  

o f  the  Counc i l  and devoted f rom f o u r  t o  s i x  hours per  month t o  i t ' s
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a c t i v i t i e s .  One member ra ted  h e r s e l f  as a ve ry  a c t i v e  p a r t i c i p a n t  and 

i n d ic a te d  she spent  up t o  twen ty  hours per  month on Counci l  a c t i v i t i e s .

-As r e l a t e s  t o  the  communicat ion process w i t h i n  the  C o u n c i l ,  a l l  

t h r e e  respondents noted a change in th e  pas t  s i x  months. The change noted 

was an increase in communicat ions,  and they  c i t e d  th e  confe rence c a l l ,  

increased r e p o r t s  and between-meet ing te leohone  c o n ta c t s .  In r a t i n g  the  

p re sen t  communicat ion system, one member ra ted  i t  as very  good, ano ther 

as good and a t h i r d  as f a i r .

-As r e l a t e s  t o  t h e  d e c i s io n  making process in the  C o u n c i l ,  one member 

noted a change and th e  o t h e r  two d id  n o t .  The change noted was " t h e  

eagerness o f  the  Chairman t o  c a r r y  o u t  a w ide r  range o f  a c t i v i t i e s . "  A l l  

t h r e e  f e l t  they  were a c t i v e  p a r t i c i p a n t s  in the  d e c i s io n  making process 

and f e l t  t h a t  the  process was good.

-The qu e s t io ns  on i d e n t i f i c a t i o n  w i t h  the  R&E Counci l  and rewards 

f rom p a r t i c i p a t i o n  revea led  i n t e r e s t i n g  o p i n i o n s .  Two o f  th e  members 

i n d i c a te d  they  f e l t  a s t ro n g  i d e n t i f i c a t i o n  w i t h  the  Counci l  and i t ' s  

work. The t h i r d  respondent  in d i c a te d  some i d e n t i f i c a t i o n .  The members 

who f e l t  s t ro ng  i d e n t i f i c a t i o n  w i t h  the  Counc i l  both noted p r i d e  in work 

done by the  C o u n c i l ,  and t h e i r  t h i n k i n g  o f  the  Counc i l  and i t ' s  p o s i t i o n  

when asked t o  p rov ide  o p in io n s  on key issues.  The rewards o f  membership 

were seen as v a r ie d  and m u l t i p l e .  A l l  t h r e e  c i t e d  the  o p p o r t u n i t y  t o

r e l a t e  t o  o th e r s  in th e  f i e l d  as an im po r ta n t  reward. O ther rewards c i t e d

inc luded  " r e c o g n i t i o n  and s t a t u s " ,  " t h e  o p p o r t u n i t y  t o  o b ta in  in fo r m a t io n  

on the  n a t io n a l  scene" ,  and "a le a rn in g  e x p e r ie n c e . "

-As t o  r a t i n g  th e  R&E C o u n c i l ' s  o v e r a l l  e f f e c t i v e n e s s ,  two in d i c a te d

t h a t  i t  was e f f e c t i v e  and one d id  no t  respond.  The major  achievements o f  

the  Counc i l  were seen as " i t ' s  impact  on the  u t i l i z a t i o n  o f  NIMH Techn ica l  

A ss is tan ce  fund ing  f o r  CMHC program e v a l u a t i o n  a c t i v i t i e s "  ( t h re e  members),
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" i t ' s  work on the  JCAH Standards" ( p r e - p r o j e c t )  (two members), " t h e  work 

on Q u a l i t y  Assurance ( p r e -  and d u r ing  p r o j e c t )  (two members), " t h e  survey 

o f  the  ADAMHA Regional  O f f i c e s "  ( two members), "h av ing  R&E Counc i l  members 

serve on a d v i s o r y  committees t o  NIMH c o n t r a c t o r s "  (one member), and " i n ­

c re a s in g  fed e ra l  r e s p o n s i b i l i t i e s  in the  area o f  program e v a l u a t i o n "  (one 

member). The f a i l u r e s  o r  problems w i t h  th e  Counc i l  c i t e d  were " l a c k  o f  

fo l l o w u p  in r e l a t i o n  t o  a recommendation t o  NIMH t o  sponsor an aud io  v i s u a l  

p r o j e c t  t o  develop program e v a l u a t i o n  t r a i n i n g  m a t e r i a l s "  (one member);

( I t  should be noted t h a t  t h i s  being c i t e d  as a f a i l u r e  a c t u a l l y  rep resen ts  

a f a i l u r e  in communicat ion.  NIMH has, a c t u a l l y ,  approved and funded a 

p i l o t  p r o j e c t  in t h i s  area as a r e s u l t  o f  R&E Counc i l  recommendat ions. ) ;  

" l a c k  o f  work on the  issue o f  c o n f i d e n t i a l i t y  in research  a c t i v i t i e s "  (one 

member); " t h e  lack  o f  response t o  th e  R&E C o u n c i l ' s  r e p o r t  on JCAH 

Standards" (one member), and one comment t h a t  " t h e  Counc i l  needs t o  slow 

down and focus i t ' s  a t t e n t i o n . "

2. Survey o f  N a t iona l  Counci l  o f  Community Mental Hea l th  Centers  S t a f f :

A b r i e f  one page q u e s t i o n n a i r e  was sent  t o  the  NCCMHC p r o fe s s io n a l  s t a f f  

members. A l l  t h r e e  o f  the  p ro fe s s io n a l  s t a f f ,  ( t h e  E xecu t ive  D i r e c t o r ,  

t h e  L e g i s l a t i v e  D i r e c t o r ,  and the  D i r e c t o r  o f  T r a i n i n g )  responded.  The 

data showed the  f o l l o w i n g :

-Two o f  t h e  t h r e e  respondents ra ted  th e  per formance o f  t h e  R&E 

Counc i l  d u r ing  th e  s i x  month p r o j e c t  p e r iod  as very  e f f e c t i v e ,  and the  

t h i r d  gave a r a t i n g  o f  e f f e c t i v e .

-The ma jo r  achievements c i t e d  were a c t i v e  invo lvement w i t h  NIMH on 

a wide range o f  issues ( a l l  t h r e e  noted t h i s ) ,  deve lop ing  a p lan  t o  a s s i s t  

CMHC's ( two re sponden ts ) ,  i n i t i a t i n g  t h e  R&E Counci l  N e w s le t t e r  (two 

re sponden ts ) ,  assessment o f  the  JCAH Standards (one re sp on den t ) ,  and the
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Q u a l i t y  Assurance Task Force a c t i v i t i e s  (one responden t ) .

-Sugges t ions  f o r  f u t u r e  a c t i v i t i e s  inc luded  in c re a s in g  and s t r e n g th e n in g  

th e  r e l a t i o n s h i p  between the  R&E Counc i l  and CMHC s t a f f s ,  work w i t h  NIMH 

t o  improve s t a t i s t i c a l  r e p o r t i n g ,  and suppo r t  th e  development o f  b e t t e r  

tech n iq ues  f o r  e v a lu a t i o n  a c t i v i t i e s ,  ( e . g . ,  outcome s t u d i e s ) .

Based upon t h i s  i n f o r m a t i o n ,  even though i t  i s  l i m i t e d ,  i t  seems 

apparen t  t h a t  in  the  o p in io n  o f  NCCMHC p ro fe s s io n a l  s t a f f ,  R&E Counci l  

o p e r a t i o n s  were v i s u a l i z e d  as h i g h l y  e f f e c t i v e ,  and t h a t  in r e l a t i o n  t o  

t h e  p r e - s e t  p r o j e c t  goa ls  o f  impac t ing  on program e v a lu a t i o n  imp lementa t ion  

and in c re a s in g  communicat ion w i t h  CMHC's, the  NCCMHC views the  R&E Counci l  

as hav ing made ma jo r  achievements.

3. Survey o f  NIMH Cen tra l  O f f i c e  S t a f f  and ADAMHA Regional Branch C h ie fs :  

Surveys were mai led  t o  key NIMH C en t ra l  s t a f f  who had work ing  r e l a t i o n s h i p s  

w i t h  the  R&E C o u n c i l .  The in s t rum ents  were ma i led  t o  t h r e e  o f f i c i a l s — the 

D i r e c t o r  o f  Mental Hea l th  Serv ices  Programs, th e  A c t i n g  Ch ie f -P rogram 

A n a ly s i s  and E v a lu a t io n  Branch,  and the  Program E v a lu a t io n  S p e c i a l i s t .  In 

a d d i t i o n ,  surveys were mai led t o  f o u r  o f  th e  ten  ADAMHA Regional  O f f i c e  

Branch C h ie f s .  The Regional O f f i c e s  t o  which th e  survey was mai led  were 

Reg ions I I ,  V, V I I  and X.

The response ra te  v a r i e d .  A l l  t h r e e  o f  the  NIMH Cen tra l  O f f i c e  s t a f f  

responded but  o n l y  two o f  th e  f o u r  ADAMHA Regional  O f f i c e s  responded.  

Furthermore,  one o f  t h e  two responses f rom the  ADAMHA o f f i c e s  was prepared 

by a s t a f f  member, who had no c o n ta c t  w i th  the  R&E Counci I, r a t h e r  than the  

Branch C h ie f .

The data revea led  t h a t  NIMH Cen tra l  O f f i c e  s t a f f  saw the  R&E Counci l  

as hav ing:

- s u b s t a n t i a l  impact  on NIMH Cen tra l  O f f i c e  a c t i v i t i e s  in program 

e v a l u a t i o n ;  s p e c i f i c a l l y  c i t e d  were " i n f l u e n c i n g  the  t o p i c s  chosen f o r
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inc reased e f f o r t  f o r  t e c h n ic a l  as s is tan c e  on program e v a l u a t i o n " ,  " i n c r e a s i n g  

the  e f f o r t  t o  r a t i o n a l i z e  te c h n ic a l  a s s is tan c e  a c t i v i t i e s " ,  " h e lp i n g  t o  

d issem ina te  the  r e s u l t s  o f  s t u d i e s " ,  and " p r o v i d i n g  v a lu a b le  feedback to  

NIMH on the  re levance  and importance o f  t h e i r  w o rk . "

- "A  s l i g h t  impact  in in c re a s ing  th e  awareness o f  ADAMHA Regional 

O f f i c e  s t a f f  t o  program e v a l u a t i o n  i s s u e s . "

-A p o s i t i v e  b e n e f i t  in h e lp in g  the  NIMH o f f i c i a l s  in t h e i r  o f f i c i a l  

c a p a c i t i e s .

-On ly  one l i m i t e d  d e t r im e n ta l  impact  in t h a t  one NIMH o f f i c i a l  f e l t  

he sometimes had t o  argue a g a in s t  " n a r ro w ly  conceived p r o p o s a l s . "

-Sugges t ions  f o r  methods f o r  the  R&E Counci l  t o  inc rease  i t ’ s 

e f f e c t i v e n e s s  inc luded  "more systemmat ic  data c o l l e c t i o n  on r e a c t i o n s  t o  

t e c h n i c a l  a s s i s t a n c e . "

The responses from th e  two ADAMHA Regional  O f f i c e s  produced a s e r i e s  

o f  " d o n ' t  knows" in r e l a t i o n  t o  the  impact o f  the  R&E Counci l  on NIMH 

Cen tra l  O f f i c e  a c t i v i t i e s ,  and in r e l a t i o n  t o  th e  impact  on ADAMHA Regional 

O f f i c e s ,  the  responses were e i t h e r  "d o n ’ t  know" o r  "no im p a c t . "

The da ta ,  in c o n c lu s io n ,  does i n d i c a t e  s u b s t a n t i a l  impact  and e f f e c t  

on the  NIMH Cen tra l  O f f i c e  towards th e  goa ls  t h a t  were p ro je c te d  f o r  the  

p r o j e c t  ( i n f l u e n c i n g  the  process o f  t e c h n ic a l  a s s is ta n c e  and development 

o f  NIMH e v a lu a t i o n  p r o j e c t s ) ,  bu t  having q u e s t io n a b le  impact  on the  ADAMHA 

Regional  O f f i c e s .  Th is  r e s u l t ,  t o  i n t e r j e c t  a hypo thes is  a t  t h i s  p o i n t ,  

may be a r e s u l t  o f  t h e  less  t im e  spent  w i t h  ADAMHA Regional  O f f i c e  s t a f f  

than w i t h  NIMH C en t ra l  O f f i c e  s t a f f  and th e  d i f f e r e n c e  in t h e  na tu re  o f  

the  c o n ta c ts  between the  two groups.  With th e  NIMH Cen tra l  O f f i c e  s t a f f  

the  c o n ta c t  was in ten se ,  v i a  group meet ings,  and had an e lement o f  n e g o t i a t i o n  

a s soc ia ted  w i t h  i t ;  in c o n t r a s t ,  c o n ta c t  w i t h  ADAMHA Regional  O f f i c e  s t a f f
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was p e r ip h e ra l  and o n l y  th rough  c o n ta c t  w i t h  the  R&E Counci l  Chairman.

The A u t h o r ’ s Review o f  Goal A t ta in m e n t

The a u th o r ,  f rom a p e r iod  o f  two months a f t e r  th e  end o f  t h e  program 

u n t i l  the  p re sen t ,  conducted a rev iew o f  t a s k  goal achievement.  Achievement 

was measured in r e l a t i o n s h i p  t o  the  p r e - s e t  i n te r m e d ia te  g o a ls ,  desc r ibed  

in an e a r l i e r  c h a p te r ,  and was based upon documentat ion in the  log ,  c o r r e s ­

pondence a nd /o r  the  a u t h o r ' s  knowledge. In the  m a t e r i a l s  below, the  a u th o r  

rev iews goal a t t a in m e n t .

1. O r g a n iz a t io n a l  Development f o r  the  Research and E v a lu a t io n  Counci l  

Goa I : (a)  Develop a d i r e c t  l inkage  between th e  Counc i l  and CMHC

program e v a lu a to r s  in o rd e r  t o  e s t a b l i s h  a c o n s t i t u e n c y  and i n s t i t u t e  a 

feedback communicat ion loop th rough (1) p u b l i s h i n g  and d i s s e m in a t in g  a 

Research & E v a lua t io n  Counci l  N e w s le t te r  and (2 )  e s t a b l i s h i n g  Task Forces 

which would i n c o rp o ra te  a broader group o f  CMHC e v a l u a t o r s  in R&E program 

development.

Degree o f  Ach ievement : Goals fo rm u la te d  in t h i s  area have been

ach ieved beyond the  o r i g i n a l  expectancy.

-An R&E Counci l  N e w s le t te r  was pub l ished  in June and mai led  t o  600 

CMHC's. Based upon t h i s  m a i l i n g ,  the  a u th o r  rece ived  " feedback  responses" 

from o v e r  200 e v a l u a to r s ,  98$ o f  whom found th e  N e w s le t t e r  i n f o r m a t i v e  

and u s e f u l .  As a r e s u l t  o f  t h i s  feedback,  i t  has been agreed t o  c o n t in u e  

t h e  N e w s le t te r  on a r e g u la r  t h r e e - t i m e s - a - y e a r  b a s i s .  A second N e w s le t te r  

was ma i led  in October 1978, and the  a u th o r ,  w i t h  the  a s s is ta n c e  o f  NCCMHC 

s t a f f ,  i s  in the  process o f  e x p l o r i n g  the  a v a i l a b i l i t y  o f  funds t o  expand 

th e  N e w s le t te r  and inc rease  i t ' s  c i r c u l a t i o n .

-Two t a s k  fo r ce s  have been e s ta b l i s h e d .  The Task Force on 1$ E v a lu a t io n  

Funding has been a c t i v e l y  f u n c t i o n n in g  f o r  th e  l a s t  t h r e e  months. I t  has 

a l r e a d y  produced p roduc ts  t h a t  have been usab le  t o  the  Counci l  and t o  NIMH.
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A Task Force on Manpower & T r a in i n g  i s  j u s t  beg in n ing  i t ' s  a c t i v i t i e s .

- I n  a d d i t i o n  t o  the  fo rement ioned ach ievements ,  the  p r o j e c t  has 

produced an unexpected success. Dur ing  th e  p r o j e c t ,  in c o n c e p tu a l i z i n g  

methods t o  e s t a b l i s h  c l o s e r  l i a i s o n  w i t h  CMHC s t a f f s ,  the  a u th o r  recommended 

t o  th e  NCCMHC Annual Program Committee t h a t  t im e  be se t  as id e  f o r  the  

R&E Counci l  t o  have an open in f o r m a t i o n  sess ion a t  the  February 1979 

Program Meet ing.  The Program Committee accepted the  idea and t im e  has been 

a l l o t t e d  f o r  a l l  f i v e  C o u nc i l s  t o  have open sess ions  t o  r e p o r t  on t h e i r  

a c t i v i t i e s  t o  CMHC a t tendees  a t  the  Annual Meet ing.

Goa I : (b)  To develop a c l o s e r  work ing  r e l a t i o n s h i p  between th e  R&E

Counci l  and the  N a t iona l  Counci l  Board,  s t a f f ,  commit tees and C o u n c i l s .

Degree o f  A t t a i n m e n t : The l a r g e s t  degree o f  success has been in the

area o f  deve lop ing  r e l a t i o n s h i p s  w i t h  NCCMHC s t a f f .  Th is  a t t a in m e n t  began 

t o  be seen by a c t i v i t i e s  in the  l a t t e r  p a r t  o f  th e  p r o j e c t  (May and June) 

and in the  months f o l l o w i n g  the  end o f  the  p r o j e c t .  Among th e  conc re te  

ev idence o f  t h i s  deve lo p ing  r e l a t i o n s h i p  a re  in c re a s ing  reques ts  by the  

s t a f f  t o  the  a u th o r  t o  rev iew and comment on NIMH documents and m a t e r i a l s ,  

t o  t e s t i f y  as a r e p r e s e n t a t i v e  o f  the  N a t iona l  Counci l  be fo re  DHEW h ea r in gs ,  

being recommended by the  Execu t ive  D i r e c t o r  t o  serve  as l i a i s o n  t o  a number 

o f  d i f f e r e n t  groups ( e x . ,  WICHE), and being asked t o  p ro v ide  m a t e r i a l s  

and adv ice  on l e g i s l a t i v e  issues.

- R e la t i o n s h ip s  w i th  key Board members and commit tees have been 

developed as a r e s u l t  o f  the  Chairman p r o v id i n g  Board members w i t h  more 

in f o r m a t i o n  on th e  R&E Counci l  a c t i v i t i e s  and on h i s  deve lo p ing  c l o s e r  

work ing  r e l a t i o n s h i p s  w i t h  i n d i v i d u a l  Board members. Through these 

a c t i v i t i e s ,  the  a u tho r  has come t o  r e a l i z e  t h a t ,  in f a c t ,  o p e r a t i o n a l l y  

t h e r e  i s  o n l y  a l i m i t e d  co nne c t ion  t o  the  Board in r e l a t i o n  t o  R&E Counc i l  

a c t i v i t i e s .  Given the  na tu re  o f  the  Counci l  a c t i o n s  and Board i n t e r e s t ,
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a c t i v i t i e s  and t im e  r e s t r a i n t s ,  i t  seems a p p r o p r ia te  t h a t  the  R&E Counc i l  

f u n c t i o n  q u i t e  independent ly  o f  t h e  Board. The i n t e r a c t i o n  w i t h  the  Board,  

i t  has been recogn ized ,  i s  o n l y  key f o r  approval  o f  ma jor  p o l i c y  d e c i s io n s .  

O ther than t h i s  t ype  o f  l i m i t e d  i n t e r a c t i o n ,  i t  i s  suggested,  would by 

d y s fu n c t i o n a l  f o r  th e  R&E Counci l  and p o s s ib l y  the  Board t o  have e x te n s iv e  

i n t e r a c t i o n s .

- I n  r e l a t i o n  t o  c l o s e r  work ing  r e l a t i o n s h i p s  w i t h  o th e r  NCCMHC 

C o u n c i l s ,  t h e r e  has been o n l y  l i m i t e d  p rog ress .  A l though ,  as a r e s u l t  o f  

sugges t ions  by the  a u th o r  and o th e r  Counci l  Cha irpersons ,  Counci l  Cha irpeop le  

now ge t  t o g e th e r  on a r e g u la r  bas is  a t  Board meet ings.  C o n ta c t ,  o t h e r  

than t h a t ,  i s  ve ry  c i r c u m s c r ib e d .  I t  i s  suggested t h a t  p a r t  o f  t h i s  lack 

o f  c o n ta c t  i s  determined by t im e r e s t r a i n t s  and the  na tu re  o f  th e  work 

done by each C o u n c i l .  I t  i s ,  a l s o ,  hypo thes ized t h a t  the  Counci l  and the  

Cha irpersons  o r g a n i z a t i o n a I  Iy  wish t o  m a in ta in  t h e i r  independence and 

f reedom o f  o p e r a t i o n .  A l though t h i s  may r e s u l t  in d e f i c i t  in the  non­

f o s t e r i n g  o f  c o o p e ra t i v e  a c t i v i t i e s ,  i t  l i k e l y  enhances some o f  t h e  o r g a n i ­

z a t i o n a l  s t a b i l i t y  o f  th e  C o u n c i l .

Goa I : (c )  To develop a s e r ie s  o f  p o l i c y  and p o s i t i o n s  on im po r tan t

issues o f  program e v a l u a t i o n  t o  p resen t  t o  the  Board f o r  t h e i r  a c t i o n .

Degree o f  A t t a i n m e n t : In r e l a t i o n  t o  t h i s  g o a l ,  th e  i n v e s t i g a t o r

d iscovered  t h a t ,  t o  a la rge  degree,  i t  was i n a p p r o p r i a t e .  C ompara t ive ly  

few issues in e f f e c t  re p re sen t  ma jor  p o l i c y  issues in t h e  area o f  program 

e v a l u a t i o n .  Moreover, the  key t o  imp lementa t ion  a c t i v i t i e s  i s  no t  the  

a c t i o n s  o f  th e  Board but  r a t h e r  the  a c t i o n s  o f  the  NCCMHC s t a f f  and the  

R&E C o u n c i l .  I t  has been recogn ized t h a t  even on those issues where the  

Board rev iew s ,  d iscusses  and vo tes on a p o s i t i o n ,  the  e f f e c t i v e  implemen­

t a t i o n  work i s  done by the  Na t iona l  Counc i l  a nd /o r  t h e  R&E C o u n c i l .

Goa I : (d )  To e s t a b l i s h  l i a i s o n  w i t h  key p ro fe s s io n a l  a s s o c i a t i o n s ,
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( e . g . ,  American Psycho lo g ic a l  A s s o c i a t i o n ,  Na t io na l  A s s o c ia t i o n  o f  Socia l  

Workers ).

Degree o f  A t t a i n m e n t : L ia i s o n s  w i t h  p ro fe s s io n a l  a s s o c i a t i o n s  have

been e s ta b l i s h e d  t o  a degree.

-W i th  the  American Psycho log ica l  A s s o c ia t i o n  a l i a i s o n  was e s ta b l i s h e d

w i t h  D i v i s i o n  27-Community Psychology,  which i s  the  key d i v i s i o n  in r e l a t i o n

to  CMHC program e v a l u a t i o n .  Th is  l i a i s o n  has r e s u l t e d  in a j o i n t l y  sponsored 

research p r o j e c t  on program e v a lu a t i o n  a c t i v i t i e s  and t r a i n i n g  needs in 

CMHC’ s. Once the  study is  completed ,  the  data r e s u l t  should be q u i t e  

va lu a b le  t o  the  Counci l  in i t ' s  f u t u r e  a c t i v i t i e s .

-To a l i m i t e d  degree,  a l i a i s o n  was e s ta b l i s h e d  w i t h  the  Na t io na l  

A s s o c ia t i o n  o f  Soc ia l  Workers and th e  Chairman was i n v i t e d  t o  a t t e n d  a 

NASW confe rence  on the  Fu ture  o f  Soc ia l  Work Research.

-W i th  p ro fe s s io n a l  groups ( e . g . ,  the  E va lua t io n  Research S o c i e t y ) ,

no formal  l i a i s o n  has been e s ta b l i s h e d  u n t i l  th e  p resen t  t im e .

2. Development o f  O rg a n iz a t io n a l  R e la t i o n s h ip s  w i t h  the  C en t ra l  O f f i c e  
o f  NIMH

Goa I : (a)  To develop a formal l i a i s o n  system w i t h  key branches o f

NIMH w i t h  which the  Research & E v a lua t io n  Counc i l  d id  no t  have any p rev ious  

c o n t a c t .  These branches inc luded  the  Survey and Repor t  Branch o f  the  

D i v i s i o n  o f  B iometry and Ep idemio logy ,  the  Community Mental Hea l th  Serv ices  

Support  Branch,  t h e  Q u a l i t y  Assurance Program o f  the  Mental Hea l th  Care 

and Serv ice  Branch and th e  Techn ica l  A ss is tan ce  Committee o f  th e  Mental 

Hea l th  Serv ices  Development Branch,  a l l  o f  which are under t h e  D i v i s i o n  o f  

Mental Hea l th  Serv ices  Programs and th e  D i v i s i o n  o f  Manpower & T r a i n i n g .

Degree o f  A t t a i n m e n t : Most o f  t h e  l i a i s o n s  p ro je c te d  have been

ach ieved .  The r e s u l t s  a re  s p e c i f i c a l l y  as f o l l o w s :

-The Counc i l  has e s ta b l i s h e d  a formal  l i a i s o n  w i t h  t h e  D i v i s i o n  o f
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Biometry  and Epidemio logy.  Not  o n l y  do r e p r e s e n ta t i v e s  o f  th e  D i v i s i o n  

a t te n d  o u r  meet ings  but  we have a ls o  developed an ongoing c o n t i n u in g  

l i a i s o n .  T h is  formal  l i a i s o n  has lead t o  c o o p e ra t i v e  work ing  r e l a t i o n ­

sh ips  which have focused on b iomet ry  and data c o l l e c t i o n  issues .  One 

member o f  the  Research & E va lu a t io n  Counci l  has served as a l i a i s o n  and 

a t tended conferences on Mental Hea l th  S t a t i s t i c s ,  reviewed v a r io u s  Biometry  

p roposa ls  and even worked w i t h  the  NIMH s t a f f  t o  design an REP (Request 

f o r  P roposa l)  t o  maximize the  a b i l i t y  o f  Centers  t o  respond.

-The Counc i l  has no t  developed any formal  l i a i s o n  w i t h  t h e  Community 

Suppor t  Branch.  Based upon a rev iew o f  t h i s  p o s s i b i l i t y ,  t h e  Counci l  f e l t  

no b e n e f i t  would accrue f rom such a l i a i s o n .

-A s i g n i f i c a n t  bu t  d i f f e r e n t  t ype  o f  a r e l a t i o n s h i p  has been e s ta b ­

l i s h e d  w i th  the  Q u a l i t y  Assurance Program o f  the  Mental Hea l th  Care and 

Serv ice  Branch.  Th is  r e l a t i o n s h i p  grew not  o u t  o f  the  formal meet ing o f

th e  NIMH Branch s t a f f  w i t h  the  R&E Counci l  bu t  o u t  o f  the  j o i n t  p a r t i c i p a t i o n

o f  the  C h ie f  o f  t h i s  NIMH Program and th e  R&E Counci l  Chairman a t  the  

APA-SUNY B u f f a l o  sponsored meet ing on a CMHC program e v a lu a t i o n  survey.

Based upon mutual i n t e r e s t  in the  area o f  q u a l i t y  assurance,  an e x te n s i v e  

r e l a t i o n s h i p  developed between the  NIMH r e p r e s e n t a t i v e  and the  R&E Counci l  

Cha irperson .  Th is  coope ra t ion  e v e n t u a l l y ,  a f t e r  APA-SUNY B u f f a l o  showed 

a lack  o f  i n t e r e s t  in qua I i t y  assurance,  led t o  a c o n t r a c t  between the  

NIMH Branch and NCCMHC ( o p e r a t i o n a l l y  th e  R&E C o u n c i l )  t o  study q u a l i t y  

assurance a c t i v i t i e s  in CMHC's. Contac t  now encompasses d is c u s s io n s  on a 

wide range o f  q u a l i t y  assurance issues .  Moreover,  the  r e l a t i o n s h i p  has

been cemented by the  Counc i l  being ab le  t o  p ro v id e  the  C h ie f  o f  NIMH's

Q u a l i t y  Assurance Program w i t h  v e h i c le s  ( e . g . ,  p r e s e n ta t i o n s  a t  the  NCCMHC 

Annual Program Meeting)  t o  r a i s e  the  s u b je c t  o f  q u a l i t y  assurance.

-To da te ,  no formal  r e l a t i o n s h i p  has been developed between th e  R&E
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Counc i l  and the  Techn ica l  A ss is tance  Committee.  To press the  issues in 

t e c h n ic a l  a s s i s ta n c e ,  i t  has been necessary t o  have the  Execu t ive  D i r e c t o r  

o f  the  Na t io na l  Counci l  deal w i th  h ig h e r  leve l  NIMH o f f i c i a l s  ( e . g . ,  the  

D i r e c t o r ,  D i v i s i o n  o f  Serv ice  Programs).  Through t h i s  type  o f  i n t e r v e n t i o n ,  

we have been ab le  t o  have im p o r tan t  issues ( e . g . ,  the  amount o f  t e c h n ic a l  

as s is ta n c e  funds f o r  program e v a l u a t i o n ,  the  problems in the  ADAMHA Regional 

O f f i c e s  in a d m in i s t e r i n g  TA funds ,  the  process and p r i o r i t i e s  f o r  TA fund ing )  

d i scussed.

-To date ,  t h e r e  has been no formal  l i a i s o n  between the  R&E Counci l  

and the  NIMH D iv i s i o n  o f  Manpower & T r a i n i n g .  Less formal c o n ta c t  has 

been made and t h a t  D i v i s i o n  has p rov ided  th e  R&E Counci l  w i t h  in fo rm a t io n  

i t  has requested .  More formal co n ta c ts  a w a i t  the  a c t i o n s  o f  the  R&E Counci l  

Task Force on Manpower & T r a in i n g .

G oa l : (b)  To develop a system whereby the  R&E Counci l  cou ld  have

formal i n p u t  i n t o  th e  development o f  \% e v a lu a t i o n  p r o j e c t s  and 2% Techn ica l  

A ss is tan ce  Programs sponsored by the  NIMH Cen tra l  O f f i c e .

Degree o f  A t ta i n m e n t : The Counci l  has been e x c e p t i o n a l l y  success fu l

in o b t a i n i n g  t h i s  d es i red  i n p u t .

-Through r e g u la r  meet ings w i t h  the  Counc i l  and the  C h ie f  o f  th e  NIMH 

O f f i c e  o f  Program A n a ly s i s  and E v a lu a t i o n ,  t h e r e  e x i s t s  a formal  mechanism 

whereby the  Counc i l  rev iews proposed \% e v a l u a t i o n  p r o j e c t s  and suggests 

o th e r  p r o j e c t s .

-Through r e g u la r  meetings w i t h  the  Program E va lua t io n  S p e c i a l i s t  o f  

NIMH Mental Hea l th  Serv ices  D i v i s i o n ,  processes have been developed where 

the  Counc i l  has formal in p u t  i n t o  deve lo p ing  2% t e c n i c a l  a s s is ta n c e  p r o j e c t s .

- T h is  in p u t  process has been s t reng thened by th e  f a c t  the  Counci l  

now i s  i n v i t e d  t o  a t te n d  and p a r t i c i p a t e  in the  meet ings o f  t h e  Regional 

O f f i c e / C e n t r a l  O f f i c e  Task Force on Program E v a lu a t io n .  T h is  Task Force
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rev iews on ]% e v a lu a t i o n  and 2% TA p roposa ls .

Goa I : (c )  To develop formal methods o f  communicat ion w i th  NIMH

h ig he r  echelon o f f i c i a l s  t h a t  would rep lace  the  in fo rma l  methods o f  com- 

mun i c a t i o n .

Degree o f  A t t a i n m e n t : In the  course o f  a c t i n g  on t h i s  o b j e c t i v e ,

i t  became e v id e n t  t h a t  i t  would be a m is take  t o  pursue d i r e c t  communicat ions 

between the  R&E Counci l  and the  h ig h e s t  leve l  NIMH o f f i c i a l s .  I t  was 

recogn ized t h a t  the  R&E Counc i l  i t s e l f  d id  no t  have s u f f i c i e n t  power and 

in f l u e n c e  t o  o b ta in  meaningfu l  responses by the  h ig h e s t  level  o f f i c i a l s .

An a l t e r n a t e  s t r a t e g y  was developed and s u c c e s s f u l l y  implemented.  Th is  

s t r a t e g y  was t o  u t i l i z e  th e  Execu t ive  D i r e c t o r  o f  NCCMHC t o  reques t  formal  

responses on key issues f rom the  h ig h e r  leve l  o f f i c i a l s .  Given h i s  p o s i t i o n  

and th e  h ig h e r  leve l  o f  power as re p re s e n t in g  the  t o t a l  N a t iona l  C o u n c i l ,  

he has been ab le  t o  o b t a i n  responses.

Goa I : (d)  To develop a formal l i a i s o n  w i t h  the  NIMH C en t ra l  O f f i c e /

Regional  O f f i c e  Task Force on Program E v a lu a t io n  in o r d e r  t o  p a r t i c i p a t e  

in p la n n in g  program e v a lu a t i o n  p r o j e c t s  and in c o o r d in a t i n g  C en t ra l  O f f i c e /  

Regional  O f f i c e  a c t i v i t i e s  on e v a lu a t i o n .

Degree o f  A t t a i n m e n t : With t h i s  o b j e c t i v e ,  h igh  achievement o f  the

goal has been recogn ized t o  be o f  l i m i t e d  v a lu e .  The R&E C o u n c i l ,  as o f  

June, i s  now r e g u l a r l y  i n v i t e d  t o  a t t e n d  these  meet ings.  Based upon the  

a t tendance a t  the  June meet ing and f u r t h e r  i n v e s t i g a t i o n ,  the  Chairman 

d iscovered  t h a t  the  power and in f l u e n c e  o f  the  Task Force i s  q u i t e  l i m i t e d .  

Th is  l i m i t a t i o n  i s  due t o  the  f a c t  the  Task Force meets very  i r r e g u l a r l y ,  

i s  i n e f f i c i e n t  in o p e ra t i o n  and f r e q u e n t l y  ignores  the  p re ss in g  issues ,  

i s  no t  we l l  a t tended by ADAMHA Regional  O f f i c e  s t a f f  and t h a t  t h e r e  i s  a 

wide gap between the  ADAMHA Regional  O f f i c e s  and NIMH Cen tra l  O f f i c e  s t a f f .

G oa l : (e)  To develop a system whereby members o f  the  R&E Counc i l
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would serve on a d v i s o ry  pane ls t o  c o n t r a c t o r s  who were g iven funds by 

NIMH t o  conduct  program e v a l u a t i o n  s tu d ie s  o r  a c t i v i t i e s .

Degree o f  A t t a i n m e n t : In t h i s  a rea ,  the  Counc i l  has achieved major

advances.  In the  e a r l y  s p r i n g ,  NIMH named two R&E Counci l  members t o  serve 

on an a d v i s o r y  panel t o  an NIMH c o n t r a c t o r  and agreed t h a t ,  where f e a s i b l e  

in th e  f u t u r e ,  R&E Counci l  members would be named t o  a d v i s o ry  pane ls  on 

p r o j e c t s  t h a t  would be d eve lop ing .  NIMH has fo l l o w e d  th rough  w i t h  t h e i r  

commitment, and appointments have been made in r e l a t i o n  t o  two o th e r  p r o j e c t s .

Goa I : ( f )  To encourage NIMH t o  adopt  new procedures t h a t  would enable

CMHC's t o  serve as p r o v id e r s  f o r  t e c h n i c a l  a s s is ta n c e  t r a i n i n g  and c o n s u l ­

t a t i o n  a c t i v i t i e s .

Degree o f  A t t a i n m e n t : As r e l a t e s  t o  t h i s  o b j e c t i v e ,  t h e  Counci l

has achieved s u b s t a n t i a l  success.  The new g u i d e l i n e s  issued by the  NIMH

TA Committee i n d i c a t e  t h a t  p r i o r i t y  in p r o v id i n g  TA s e rv i c e s  should go t o

CMHC's. O p e r a t i o n a l l y ,  i t  has been re p o r te d  t o  the  Counc i l  t h a t  ADAMHA

Regional  O f f i c e s  has been g i v i n g  CMHC's more c o n t r a c t s  t o  p ro v id e  TA.

3. Development o f  O rg a n iz a t io n  R e la t i o n s h ip  and A c t i v i t i e s  w i t h  the  
Ten ADAMHA Regional  O f f i c e s

Goa I : (a)  To a c q u a in t  the  ten  ADAMHA Regional  O f f i c e s  w i t h  the

e x i s te n c e  o f  the  Research & E v a lu a t io n  C o u n c i l .

Degree o f  A t t a i n m e n t : The Chairman,  in th e  course  o f  t h i s  p r o j e c t ,

was ve ry  success fu l  in a c q u a in t i n g  th e  ten  ADAMHA Regional  O f f i c e s  w i t h  

the  e x is te n c e  o f  the  R&E C o u n c i l .  Th is  was accompl ished by several  v e h i c l e s .  

The i n i t i a l  s tep  was meet ing w i t h  t h e  Branch C h ie fs  in the  course  o f  the  

two-day  NCCMHC-NIMH-ADAMHA Regional  O f f i c e  meet ing in February in Kansas 

C i t y .  The R&E Counc i l  survey o f  Regional  O f f i c e  a c t i v i t i e s  on program 

e v a l u a t i o n  and q u a l i t y  assurance and th e  subsequent  r e p o r t  a l s o  acqua in ted  

them w i t h  the  C o u nc i l .
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Goa I : (b)  To emphasize t o  these ten  ADAMHA Regional O f f i c e s  the

importance o f  program e v a lu a t i o n  and the  m o n i to r i n g  and t e c h n i c a l  a ss is ta n ce  

p r o j e c t s  a ssoc ia ted  w i th  e v a l u a t i o n .

Degree o f  A t t a i n m e n t : The Counci l  was p a r t i a l l y  success fu l  in

s t r e s s in g  the  importance o f  e v a l u a t i o n  th rough the  d i r e c t  c o n t a c t ,  the  

e v a l u a t i o n  survey and r e p o r t  c i t e d  above. I t  i s  t o o  e a r l y  t o  know i f  t h i s  

emphasis has been success fu l  in e f f e c t i n g  Regional  O f f i c e  a c t i o n s .  I t  i s  

suggested t h a t  s u b s t a n t i a l l y  more power than a v a i l a b l e  t o  the  R&E Counci l  

may be necessary in changing Regional  O f f i c e  i n t e r e s t s  in e v a l u a t i o n .

Goa I : (c)  To suggest  and f o s t e r  the  idea t h a t  these ten  ADAMHA

Regional  O f f i c e s  help  e s t a b l i s h  and fund Regional  E va lua t io n  Networks which 

would a s s i s t  the  Regional  O f f i c e s  in p la n n in g  te c h n ic a l  a s s is ta n c e  p r o j e c t s  

in th e  area o f  program e v a l u a t i o n .

Degree o f  A t t a i n m e n t : The R&E Counci l  has s t r o n g l y  achieved s t r e s s in g

th e  development o f  E v a lu a t io n  Networks.  I t  has accompls ihed t h i s  by i n ­

c l u d i n g  i t  as a recommendafion in t h e  s tudy o f  the  ADAMHA Regional  O f f i c e  

Program E va lua t io n  a c t i v i t i e s ,  by v o i c i n g  th e  idea in d i r e c t  c o n ta c t s  and 

by o f f e r i n g  the  sugges t ion  t o  NIMH C en t ra l  O f f i c e  s t a f f .  I t  i s  too  e a r l y  

t o  know i f  t h i s  sugges t ion  w i l l  bear f r u i t  in th e  Regions w i t h o u t  E v a lua t io n  

Networks.  I t ,  however, has been re p o r te d  by t h e  R&E Counci I members t h a t  

ADAMHA Regional  O f f i c e s  demonstrated g r e a t e r  s e n s i t i v i t y  t o  i n v o l v i n g  

CMHC’ s in the  development o f  TA a c t i v i t i e s .

Goa I : (d)  To suggest  and f o s t e r  th e  idea t h a t  these  ten  ADAMHA

Regional  O f f i c e s  develop procedures t h a t  make i t  p o s s ib le  f o r  CMHC's t o  

q u a l i f y  f o r  funds t o  p ro v ide  te c h n ic a l  a s s is ta n c e  t r a i n i n g  and c o n s u l t a t i o n .

Degree o f  A t t a i n m e n t : As was c i t e d  e a r l i e r  in t h e  d i s c u s s io n  o f  the

NIMH C en t ra l  O f f i c e  TA Commit tee,  t h e r e  appears t o  be s u b s t a n t i a l  p rogress  

on t h i s  a rea.  Th is  p rogress  i s  noted by th e  r e c e n t l y  issued TA G u id e l in e s
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and key re p o r t s  o f  the  R&E Counci I members.

Goa I : (e)  To suggest and f o s t e r  the  idea t h a t  these  ten  ADAMHA

Regional  O f f i c e s  develop a mechanism whereby CMHC’ s re c e iv e  feedback on 

t h e i r  Annual E va lu a t io n  Reports and p la ns  which a re  submit ted  t o  meet the  

requ irements  under the  Program E v a lu a t io n  G u id e l in e s .

Degree o f  A t t a i n m e n t : The R&E Counci I has suggested and fo s te re d

t h i s  p roposa l .  The Regional  O f f i c e  survey p in p o i n t s  the  problems in t h i s  

area and makes im po r tan t  sugges t ions .  I t  i s  hypo thesized  t h a t  the  r e s u l t s  

on t h i s  issue w i l l  be ve ry  l i m i t e d  u n t i l  s u b s t a n t i a l  p ressure  is  exe r ted  

on ADAMHA Regional O f f i c e s  by fo r ces  more powerfu l  than the  R&E C o u n c i l .  

S ca l in g  Goal A t ta in m e n t

U t i l i z i n g  the  i n fo r m a t i o n  presented  in the  e a r l i e r  s e c t i o n s  o f  t h i s  

c h a p te r ,  the  a u th o r  has a t tempted t o  q u a n t i f y  and c o n s o l i d a te  the  data t o  

p rov ide  a c l e a r e r  p i c t u r e  o f  th e  goal a t t a in m e n t  a ssoc ia te d  w i t h  the  p r o j e c t .  

1. Goal A t ta in m e n t  o f  Task O b j e c t i v e s : To measure achievement o f  t a s k

o b j e c t i v e s  on a q u a n t i f i a b l e  b a s i s ,  t h e  f o l l o w i n g  procedures were u t i l i z e d  

t o  f o r m u la te  unweighted and weighted  numer ical  scores .  The purpose o f  

t h i s  quan t i  f  i c a t i o n  was t o  judge achievement a g a in s t  an " i d e a l "  and t o  be 

ab le  t o  compare achievement by ca te go ry  o f  t a s k  o b j e c t i v e s .  Two types  

o f  sca les  were employed. The unweighted s c a l e , in which each ta s k  is  

t r e a t e d  as being equa l ,  and a weighted s c a l e , in which each ta s k  i s  g iven 

a numer ical  va lue  c o n s i s t e n t  w i t h  i t ' s  importance t o  the  o v e r a l l  p r o j e c t .

The unweighted sca le  was developed by u t i l i z i n g  the  f o l l o w i n g  approach:

(1)  C re a t in g  a t a b l e  l i s t i n g  each o f  the  p ro je c te d  ta s k s  and o b j e c t i v e s .

(2)  Deve lop ing the  f o l l o w i n g  c a te g o r ie s  o f  achievement and a s s ig n in g  t o  

each a numer ical  va lue .  The c a te g o r ie s  developed were:  High Achievement = 

+3; Moderate Achievement = +2; L im i te d  Achievement = +1; o r  No Achievement =

0. An a d d i t i o n a l  ca te g o ry ,  Goal E l im i n a t e d , was developed and was t o  be
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u t i l i z e d  in cases where based on a v a r i e t y  o f  f a c t o r s ,  th e  goal was 

e l im i n a t e d  f rom the  p r o j e c t .  For the  G oa l( s )  E l im i n a t e d , they  were t o  be 

removed f rom c o n s i d e r a t i o n  in t a b l u a t i n g  th e  q u a n t i f i a b l e  da ta .  (3)  The 

a u th o r  rev iewed achievement f o r  each o f  t h e  goa ls  and noted th e  degree o f  

achievement.  (4)  The numer ical  va lues  were t o t a l e d  f o r  each o f  th e  t h r e e  

majo r  t a s k  c a te g o r i e s ,  and then a t o t a l  f o r  t h e  p r o j e c t  was computed.

The weighted sca le  was developed and c a l c u la t e d  us ing  the  f o l l o w i n g  

p rocedure :  (1)  A t o t a l  we igh t  o f  100 was g iven f o r  a l l  th e  goa ls  assoc ia ted

w i t h  the  p r o j e c t .  For each o f  the  t h r e e  majo r  c a te g o r i e s ,  a we igh t  was 

ass igned and then a we igh t  fo rm u la te d  f o r  each ta s k  w i t h i n  th e  c a te g o ry .

No we igh t  was g iven f o r  goa ls  o r  ta s k s  t h a t  were e l im i n a t e d .  In deve lop ing  

the  w e ig h ts ,  the  a u tho r  used the  concept  o f  " importance t o  t h e  p r o j e c t  as 

a w h o le . "  I t  was obv ious  t o  the  a u th o r  t h a t  some ta s k s  o r  goa ls  were much 

more s i g n i f i c a n t  than o th e r s .  These would be assigned a h ig he r  w e ig h t  o r  

numer ical  va lu e .  A l though ,  i d e a l l y ,  t h i s  w e ig h t in g  should be done p r i o r  

t o  t h e  i n c e p t io n  o f  the  p r o j e c t ,  i t  was done, in t h i s  case,  a f t e r  the  com­

p l e t i o n  o f  the  p r o j e c t  and as p a r t  o f  ^he e v a lu a t i o n  rev iew a c t i v i t i e s .  I t  

i s  acknowledged t h a t  t h i s  inc reases  the  p o t e n t i a l  b ia s  in the  process and 

may reduce th e  va lu e  o f  these  c a l c u l a t i o n s  t o  t h e  e v a lu a t i o n  p rocess.  The 

a u th o r  was aware o f  t h i s  p o t e n t i a l  b ias  and a t tempted t o  "we igh" goa ls  t o  

avo id  t h i s  b ia s .  There is, however, no guarantee t h a t  the  numer ical  r e s u l t s  

re po r ted  are w i t h o u t  p r e ju d i c e .  (2)  U t i l i z i n g  th e  " raw "  scores f rom the  

unweighted sca le  t im es  the  we igh t  o f  each t a s k ,  i t  was p o s s ib le  t o  compute 

"w e igh ted "  scores f o r  each t a s k ,  the  t h r e e  majo r  c a te g o r ie s  o f  t a s k s  and 

the  p r o j e c t  as a t o t a l .

The r e s u l t s  o f  these  computa t ions  a re  presented  in Tables  3, 4, 5

and 6.
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Degree o f  A t ta in m en t  

High Moderate L im i te d  No Goal

Ach ieve-  Ach ieve -  Ach ieve -  Ach ieve -  Changed

Goa I / O b j e c t i v e  ment +3 ment +2 ment +1 ment 0 E l im in a te  X Score

I O rg a n iz a t io n a l

Development

1. Develop d i r e c t

1i nkage t o  CMHC

e v a lu a to r s  by

a. pub 1i shi  ng X + 3

n e w s le t t e r ;

b . e s t a b 1i shi ng X + 2

Task Forces

2. To develop

c l o s e r  work ing

r e l a t i o n s h i  ps

between R&E

Counci 1 &

a. NCCMHC s t a f f  X + 3

b. NCCMHC Board X + 2

3. Develop s e r ie s X

o f  p o l i c y  and

p o s i t i o n  papers

f o r  Board

4. E s tab1i sh 1ia i son X + 1

w i t h  key p ro fe s s io n a l

a s s o c ia t i o n s

(A t o t a 1 o f  +11 o u t  o f  a p o s s ib le  +15) (13%) + 11

I I Deve lop ing Orqan-

i z a t i o n R e la t i o n -

sh ips  w i t h  NIMH

Centra 1 O f f i c e

1. Develop formal 

l i a i s o n  key branches 

w i th  no formal  c o n ta c t
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TABLE 3 - C o n t in u e d .

Degree o f  A t ta in m e n t

High Moderate L im i te d  No Goa I

Ach ieve- Ach i eve- Ach ieve -  Ach ieve­ Changed

Goa1/ O b j e c t i v e  ment +3 ment +2 ment +1 ment 0 E l im i n a te  X Score

D iv .  B iometry & X + 3

Epidemiology

CMH Serv ices X

Support  Branch

Q u a l i t y  Assurance X + 3

Program

TA Committee X 0

2. Develop formal  X + 3

in p u t  i n t o  1$

E v a lu a t io n  and 2$

TA p r o j e c t s

3. Develop formal X

methods o f  communi­

c a t i o n  t o  h ig he r

leve l  s t a f f

4. Develop formal  X + 3

1ia is o n  w i t h  RO/CO

Task Force on Program

Eva 1ua t io n

5. Develop system o f  X + 3

R&E Counc i l  members

s e rv in g  on a d v i s o ry

boards

6 . Encourage NIMH t o  X + 3

develop procedures to

enable CMHC's t o

serve as TA p ro v id e rs

( + 18 o u t  o f  a possi b le  +21) (86$) + 18

I I I Deve lop ing R e l a t i o n ­

sh ips  w i t h  Ten ADAMHA

Regional  O f f i c e s
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TABLE 3-Con+inued.

High Moderate L im i te d  No Goa 1

Ach ieve­ Ach ieve­ A ch ieve -  Ach ieve­ Changed

ment +3 ment +2 ment +1 ment 0 E1im ina te  X Score

1. A cqu a in t  ADAMHA X + 2

O f f i c e s  o f  R&E

Counci 1

2. S t ress  the  im­ X + 2

por tance  o f  program

e v a lu a t i o n

3. Suggest  idea o f X + 1

Eva 1uat  i on Networks

4. Suggest  CMHC's t o  X + 3

qua 1i f y  t o  p rov i  de

TA s e rv i c e s

5. Suggest  deve lop ­ X + 1

ment o f  feedback

mechanisms on p ro ­

gram e v a lu a t i o n

r e p o r t s  and plans

(A t o t a l o f  +9 o u t o f  +15) (60$) + 9

(A t o t a l  f o r  the  p r o j e c t  o f  +38 o u t  o f  +51) (74$)
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In the  "Unweighted Sca le"  the  goal achievement o f  ta s k s  a ssoc ia te d  

w i t h  th e  p r o j e c t ,  a 75$ ra te  o f  success was ach ieved.  Th is  percentage o f  

the  t o t a l  p r o j e c t ,  i t  i s  suggested,  i n d i c a t e s  s u b s ta n t i a l  success. By 

majo r  c a te g o r y ,  th e  degree o f  success v a r i e d .

TABLE 4 . — Unweighted Scale 
Degree o f  Achievement Summary

Cateqory

Raw Score 

Achieved 1dea1 Score

$ o f  Successfu l  

Achievement

1. O rg a n iz a t io n a l  

Development

+ 11 + 15 73$

2. Deve lop ing O rg an i ­

z a t i o n a l  R e l a t i o n ­

sh ips  w i t h  the  

NIMH C en t ra l  O f f i c e

+ 18 +21 86$

3. Deve lop ing R e la t i o n ­

sh ips  w i t h  ADAMHA 

Regional  O f f i c e s

+ 9 + 15 60$

The r e s u l t s  i n d i c a t e  t h a t  th e  p r o j e c t  was most success fu l  in deve lo p ing  

o r g a n i z a t i o n a l  r e l a t i o n s  w i t h  the  C en t ra l  O f f i c e  o f  NIMH; s l i g h t l y  less 

success fu l  in the  o r g a n i z a t i o n a l  development ta s k s ;  and the  l e a s t  success fu l  

in ta s k s  a s soc ia te d  w i t h  deve lo p ing  r e l a t i o n s h i p s  w i t h  ADAMHA Regional 

O f f  i ces.



TABLE 5 . — P r o j e c t  Goal A t ta in m e n t  
Weighted Scale

Goa 1

Raw Score Goal 

A t t a  i nment

Weight ing

Fac to r

Wei ghted 

Score-Goa I 

A t t a i  nment

TOTALS +38 100 +231

1 O rg a n iz a t io n a l  Development + 11 40 + 95

1. Develop l i nkages  t o

CMHC e v a lu a to r s

a. p ub l i  sh n e w le t t e r + 3 10 + 30

b. e s t a b l i s h  Task Forces + 2 8 + 16

2. Develop c l o s e r  work ing

r e l a t i o n s h i p s  t o :

a. NCCMHC s t a f f + 3 9 + 27

b. NCCMHC Board + 2 9 + 18

3. Develop s e r ie s  o f X - -

p o l i c y  and p o s i t i o n

papers f o r  Board

4. E s ta b l i s h  l i a i s o n  w i t h + 1 4 + 4

p ro fe s s io n a l  a s s o c i a t i o n s

I I  Deve lop ing O rg a n iz a t io n a l + 18 40 + 102

R e la t i o n s h ip  w i t h  NIMH

C en t ra l  O f f i c e

1. Develop formal  l i a i s o n

w i t h :

D iv .  o f  B iometry  & + 3 5 + 15

Ep i demiology

CMHC S erv ice  Suppor t X - -

Branch

Q u a l i t y  Assurance Program + 3 6 + 18

TA Committee 0 6 0

2. Formal in p u t  i n t o  \% + 3 8 + 24

E v a lu a t io n  and 2%

TA p r o j e c t s
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TABLE 5 - C o n t i n u e d .

Raw Score Goal 

Goal A t ta in m e n t

Wei g h t i  ng 

Fac to r

Weighted 

Score-Goa1 

A t ta  i nment'

3. Formal communicat ion 

h ig h e r  leve l  NIMH 

o f f  i c  i a I s

X

4. Develop formal l i a i s o n  

RO/CO Task Force on 

Program E v a lu a t io n

+ 3 8 + 24

5. R&E Counci I members 

s e rv in g  on a d v i s o r y  boards 

to  NIMH c o n s t r a c t o r s

+ 3 3 + 9

6 . Encourage NIMH to  

develop procedures  t o  

enable  CMHC's t o  serve  

as TA p ro v id e r s

+ 3 4 + 12

I I I  Deve lop ing  R e la t i o n s h ip s  

w i t h  Ten ADAMHA Regional  

Of f  i ces

+ 9 20 + 34

1. A cqu a in t  ADAMHA 

Regional  O f f i c e s  as t o  

e x i s t e n c e  o f  R&E Counc i l

+ 2 5 + 10

2. S t re s s  th e  importance 

o f  Program E v a lu a t io n

+ 2 3 t  6

3. Suggest  idea f o r  E v a l ­

u a t io n  Networks

+ 1 4 + 4

4. Suggest  CMHC's t o  

q u a l i f y  t o  p ro v id e  TA 

s e r v i c e s

+ 3 3 + 9

5. Suggest  development o f  

feedback mechanisms on 

Program E va lu a t io n  

Repor ts  and Plans

+ 1 5 + 5
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The "Weighted Sca le"  shows a t o t a l  weighted sco re  o f  +231. Measured 

a g a in s t  the  ideal  score  o f  300, the  data i n d i c a t e s  a 11% r a te  o f  achieved 

success f o r  the  p r o j e c t .  The weighted score ,  which i s  s l i g h t l y  h ig he r  

than the  unweighted sco re ,  c l e a r l y  in d i c a te s  t h a t  the  p r o j e c t  was q u i t e  

success fu l  in terms o f  o v e r a l l  goal achievement.  By ma jor  ca te g o ry ,  

t h e r e  were d i f f e r e n t  le v e l s  o f  success.

TABLE 6 . — Weighted Scale 
Degree o f  Achievement Summary

Category

We i ghted 

Score 

Achieved Ideal  Score

% o f  Successful  

Ach i evement

1. O rg a n iz a t io n a l  Development + 95 + 120 19%

2. Deve lop ing O rg a n iz a t io n a l  

R e la t i o n s h ip s  w i t h  NIMH 

C en tra l  O f f i c e

+ 102 + 120 00

3. Deve lop ing R e la t i o n s h ip s  + 34 

w i t h  ADAMHA Regional  O f f i c e s

+ 60 51%

The degree o f  success i s  s i m i l a r  t o  the  data revea led  by the  

unweighted s c a le .  The most success was in deve lop ing  o r g a n i z a t i o n a l  

r e l a t i o n s h i p s  w i t h  NIMH C e n t ra l  O f f i c e ;  s l i g h t l y  less  success in 

general  o r g a n i z a t i o n a I  development ta s k s ;  and th e  l e a s t  success in de­

ve lo p in g  r e l a t i o n s h i p s  w i t h  ADAMHA Regional O f f i c e s .

Goal A t ta in m e n t  o f  Process O b je c t i v e s

The p r o j e c t  had im p o r tan t  process o b j e c t i v e s  in r e l a t i o n  t o  the  

methods by which the  Research & E v a lu a t io n  Counc i l  f u n c t i o n n e d .  A t te m p t in g  

t o  q u a n t i f y  the  achievement o f  these  o b j e c t i v e s  was f e l t  t o  be im por tan t  

t o  t h i s  e v a l u a t i o n .  Q u a n t i f i c a t i o n  o f  achievement o f  these  process ob­

j e c t i v e s  i s  somewhat more d i f f i c u l t  than the  q u a n t i f i c a t i o n  o f  t a sk  

o b j e c t i v e s .  To complete  t h i s  q u a n t i f i c a t i o n ,  the  a u th o r  u t i l i z e d  a process
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s i m i l a r  t o  t h a t  employed f o r  the  unweighted s c a l i n g .  A t a b l e  which 

c o n s i s te d  o f  the  process goa ls  p lu s  a s ca le  o f  a t t a in m e n t  (h ig h  a t t a i n -  

ment=+3, moderate a t ta inment=+2 ,  l i i p i t e d  a t ta in m e n t= + 1 , and no a t ta in m en t=0 )  

was u t i l i z e d .  To c l a s s i f y  a t t a in m e n t  on the  s c a le ,  th e  a u th o r  u t i l i z e d  

dafa f rom the  survey o f  R&E Counci l  members and by i n fo r m a t io n  accumulated 

by h i s  own p e r s p e c t i v e  and c o n ta c t s  w i t h  Counci l  members. I t  i s  acknow­

ledged t h a t  t h i s  techn ique  s u f f e r s  f rom major  d e f i c i t s  i n c l u d i n g  the  

s u b s t a n t i a l  p o s s i b i l i t y  o f  b ia s .  The a u th o r ,  in q u a n t i f y i n g  and s c a l i n g  

achievement,  was co g n iza n t  o f  the  issue o f  b ias  and a t tempted t o  h o n e s t l y  

r a te  achievement.  I t  i s  unknown, t h e r e f o r e ,  t h e  e x te n t  o f  b ia s  inco rpo ra te d  

in th e  r e s u l t s  which are rep o r te d  in Table  7.
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TABLE 7 . — P ro c e s s  Goal A t t a i n m e n t

Degree o f  A t ta in m e n t

High Moderate L im i te d  No

Ach i eve- Ach ieve -  Ach ieve -  Ach ieve­

GoaI ment +3 ment +2 ment +1 ment 0 Score

To ta l  +18

1) t o  c l a s s i f y  and d e f i n e X + 3

the  r o l e  o f  the  Research &

E v a lu a t io n  Counc i l  so t h a t

i n f l u e n c i n g  th e  implemen­

t a t i o n  process i s  g iven

high p r i o r i t y

2 ) t o  r e i n f o r c e  members X + 2

i d e n t i f i c a t i o n  w i t h  the

Counc i l  and i t ' s  a c t i v i t i e s

3) encourage th e  a c t i v e X + 2

p a r t i c i p a t i o n  o f  Counci l

members in  assuming th e

r e s p o n s i b i l i t y  f o r  more

ta s k  assignments

4) where p o s s i b l e ,  p ro v ide X + 3

rewards f o r  members

5) inc rease  communicat ion X + 3

between members and th e

Chairman between semi­

annual meet ings

6 ) develop a system where X + 3

th e  Chairman p ro v ide s

members w i t h  updated

progress  r e p o r t s

7) e s t a b l i s h  a mechanism X + 2

whereby th e  Counci l  cou ld

c o l l e c t i v e l y  agree t o

p o l i c y  and ta s k  assignments

a t  t im es  o t h e r  than the

Counc i l  meet ings



I t  should be noted t h a t  f o r  t h e  t o t a l  p r o j e c t ,  i t  i s  suggested t h a t  

f o r  process a c t i v i t i e s ,  a score o f  +18 o u t  o f  an ideal  +21 was achieved.  

T h is  t r a n s l a t e s  i n t o  a r a te  o f  86$ f o r  success achievement.  T h is  r a t e  

re p re s e n ts  a s u b s t a n t i a l  achievement.  There are areas where success fu l  

achievement was less than optimum, and these in c lu d e  r e i n f o r c i n g  members 

i d e n t i f i c a t i o n  w i t h  the  Counci l  and i t ’ s a c t i v i t i e s ,  members t a k i n g  a c t i v e  

p a r t i c i p a t i o n  in  assuming more ta s k  ass ignments  and c o l l e c t i v e  d e c i s io n  

making a t  t imes o t h e r  than Counc i l  meet ings.



CHAPTER VI I

CONCLUSIONS

In co nc lud in g  t h i s  paper ,  f o u r  im p o r ta n t  s u b je c t s  are d iscussed :

(a) the  summary o f  e v a l u a t i o n  r e s u l t s ;  (b)  the  importance o f  th e  p r o j e c t ;

(c )  new knowledge o r  ideas emerging f rom the  p r o j e c t ;  and (d)  genera* 

i m p l i c a t i o n s  o f  the  p r o j e c t .

Summary o f  E v a lu a t io n  R esu l ts  

T h is  p r o j e c t  had numerous p rocess and t a s k  g o a ls .  How we l l  d id  i t  

succeed in a c h ie v in g  these  goals? Based upon data in th e  p rev iou s  s e c t i o n s ,  

we can p ro v id e  a response t o  t h i s  q u e s t io n s .

Achievement o f  Process Goals

The process goa ls t h a t  were e s ta b l i s h e d  in c lu ded :  r e c o g n i t i o n  t h a t

i n f l u e n c i n g  th e  imp lementa t ion  process needed t o  be a h igh p r i o r i t y  f o r  

the  R&E C o u n c i l ;  r e in fo r c e m e n t  o f  members i d e n t i f i c a t i o n  w i t h  the  C o u n c i l ;  

i n c re a s in g  communicat ion between th e  Cha irpe rson  and members; i n i t i a t i n g  

a system o f  p rogress  r e p o r t s  and e s t a b l i s h i n g  mechanisms whereby the  

Counc i l  cou ld  c o l l e c t i v e l y  agree t o  p o l i c y  d i r e c t i o n s  and ta s k  assignments 

a t  t im es  o t h e r  than formal meet ings .  Achievement o f  those  o b j e c t i v e s  as 

measured by a r a t i n g  s c a le  and a member survey were q u i t e  s u b s t a n t i a l .

The r a t i n g  sca le  i n d ic a te d  an 86$ r a t e  o f  goal achievement (a score o f  +18 

o u t  o f  an ideal  +21) .  The Counci l  member survey a ls o  demonstrated the  

h igh r a t e  o f  success. The most s i g n i f i c a n t  success was in the  r e c o g n i t i o n  

t h a t  the  R&E Counci l  needs t o  concern i t s e l f  w i t h  impac t ing  on the  implemen-

130
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t a t i o n  process.  High success was a l s o  achieved in improv ing  communicat ion 

and d ec i s ion  making and in p r o v id i n g  rewards t o  members f o r  t h e i r  p a r t i c i ­

p a t i o n .  Moderate successes were achieved in i n c re a s in g  members i d e n t i f i c a t i o n  

w i t h  the  Counc i l  and having them assume more ta s k  ass ignments.

Achievement o f  Task Goals

The ta s k  goa ls  o f  the  p r o j e c t  were in t h r e e  a reas— th e  o r g a n i z a t i o n a l  

development o f  the  Research & E v a lua t io n  C o u n c i l ,  t h e  development o f  o r g a n i ­

z a t i o n a l  r e l a t i o n s h i p s  w i t h  the  Cen tra l  O f f i c e  o f  NIMH, and th e  o r g a n i z a t i o n a l  

r e l a t i o n s h i p s  and a c t i v i t i e s  w i t h  the  ten  ADAMHA Regional  O f f i c e s .  W i th in  

each o f  these a reas ,  t h e re  were a number o f  s p e c i f i c  g oa ls .  In the  area 

o f  o r g a n i z a t i o n a l  development o f  the  R&E C o u n c i l ,  th e  s p e c i f i c  goa ls  i n ­

c luded :  deve lop ing  a d i r e c t  l in ka g e  between th e  Counci l  and CMHC program

e v a lu a to r s  in o r d e r  t o  e s t a b l i s h  a c o n s t i t u e n c y  and a feedback/communicat ion  

loop;  deve lo p ing  a c l o s e r  work ing  r e l a t i o n s h i p  between th e  R&E Counci l  

and the  NCCMHC Board,  s t a f f  and C o u n c i l s ;  t o  develop p o l i c y  and p o s i t i o n  

papers on im po r ta n t  issues in program e v a l u a t i o n  f o r  t h e  NCCMHC Board;  and 

t o  e s t a b l i s h  l i a i s o n  w i t h  key p ro fe s s io n a l  o r g a n i z a t i o n s .  The s p e c i f i c  

goa ls  as r e l a t e s  t o  the  development o f  o r g a n i z a t i o n a l  r e l a t i o n s h i p s  w i th  

the  Cen tra l  O f f i c e  o f  NIMH in c lu d e d :  deve lop ing  formal l i a i s o n  w i t h  key

branches o f  NIMH; t o  develop a system whereby the  R&E Counci l  had formal  

i n p u t  i n t o  th e  development o f  \% E v a lu a t io n  p r o j e c t s  and th e  2% Techn ica l  

A ss is tance  programs; develop formal methods o f  communicat ion w i t h  h ig he r  

l e v e l s  o f  NIMH o f f i c i a l s ;  e s ta b l i s h m e n t  o f  formal l i a i s o n  w i t h  th e  NIMH 

Cen tra l  O f f i c e /R e g io n a l  O f f i c e  Task Force on Program E v a lu a t i o n ;  t o  

e s t a b l i s h  a system whereby R&E Counc i l  members serve on a d v i s o ry  pane ls to  

c o n t r a c t o r s  r e c e i v i n g  NIMH funds f o r  e v a l u a t i o n  s t u d ie s ,  and t o  encourage 

NIMH t o  adopt new procedures t h a t  would enable  CMHC's t o  serve as p r o v id e rs  

f o r  Techn ica l  A ss is tan ce  p r o j e c t s .  F i n a l l y ,  as r e l a t e s  t o  the  development
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o f  o r g a n i z a t i o n a l  r e l a t i o n s h i p s  and a c t i v i t i e s  w i t h  ten ADAMHA Regional 

O f f i c e s ,  th e  s p e c i f i c  goa ls  were:  t o  a c qu a in t  the  Regional  O f f i c e s  w i th

the  e x is te n c e  o f  th e  R&E C o u n c i l ;  t o  emphasize t o  these o f f i c e s  th e  importance 

o f  program e v a lu a t i o n  and m o n i t o r i n g  and te c h n ic a l  as s is tan c e  a c t i v i t i e s ;  

t o  suggest  t o  these  Regional O f f i c e s  the  idea t h a t  they sponsor and fund 

reg iona l  program e v a lu a t i o n  networks ;  t o  suggest  and f o s t e r  the  idea t h a t  

Regional  O f f i c e s  develop procedures  t o  make i t  p o s s ib le  f o r  CMHC’ s t o  

q u a l i f y  as p r o v id e r s  o f  t e c h n ic a l  a s s i s t a n c e ;  and t o  suggest  and develop 

mechanisms whereby the  Regional  O f f i c e s  p ro v id e  feedback t o  CMHC's on 

Annual E va lu a t io n  Reports and Plans .

The e v a l u a t i o n  data was based upon weighted  and unweighted s c a l i n g  

procedures and r e s u l t s  f rom two surveys .  The r e s u l t  demonstrated a sub­

s t a n t i a l  degree o f  goal a t t a in m e n t ,  but  t h i s  v a r ie d  by a rea.  The p r o j e c t  was 

h i g h l y  success fu l  in deve lop ing  o r g a n i z a t i o n a l  r e l a t i o n s h i p s  w i t h  the  Cen tra l  

O f f i c e  o f  NIMH; modera te ly  t o  h i g h l y  success fu l  in  the  o r g a n i z a t i o n a l  de­

velopment t a s k s  and modera te ly  success fu l  in  deve lo p ing  r e l a t i o n s h i p s  w i t h  

ADAMHA Regional  O f f i c e s .  The unweighted s c a l i n g  techn ique  in d i c a te d  86$ 

o f  goal achievement as r e l a t e s  t o  goa ls  in e s t a b l i s h i n g  r e l a t i o n s h i p s  w i t h  

NIMH Centra l  O f f i c e ,  73$ achievement o f  goa ls  assoc ia ted  w i t h  the  R&E 

C o u n c i l ' s  development ta s k s  and a 60$ achievement f o r  goa ls  assoc ia ted  w i th  

deve lop ing  r e l a t i o n s h i p s  w i t h  ADAMHA Regional  O f f i c e s .  The weighted sca le  

i n d ic a te d  achievement r e s u l t s  o f  85$ f o r  goa ls  in e s t a b l i s h i n g  r e l a t i o n s h i p s  

w i t h  NIMH Cen tra l  O f f i c e ,  79$ f o r  R&E Counc i l  o r g a n i z a t i o n a l  development 

goa ls  and 57$ f o r  goa ls  in deve lop ing  r e l a t i o n s h i p s  w i th  ADAMHA Regional  

O f f i c e s .  These r e s u l t s  f rom the  sca le  data were c o r ro b o ra te d  by surveys 

o f  NIMH Cen tra l  O f f i c e  s t a f f ,  ADAMHA Regional  O f f i c e s  and NCCMHC s t a f f .

W i th in  each o f  the  t h r e e  s p e c i f i e d  t a r g e t  o b j e c t i v e s ,  t h e re  were 

v a r i a t i o n s  o f  achievement by s p e c i f i c  g o a l .  As r e l a t e s  t o  o r g a n i z a t i o n a l
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development t a s k s ,  g re a t  success was achieved in deve lop ing  d i r e c t  l inkages  

w i t h  CMHC e v a lu a to r s  and in e s t a b l i s h i n g  c lo s e  c o n ta c t  w i t h  NCCMHC s t a f f ,  

and moderate success was achieved in e s t a b l i s h i n g  r e l a t i o n s h i p s  w i th  the  

NCCMHC Board and in e s t a b l i s h i n g  R&E Counci l  Task Forces.  In th e  area 

o f  e s t a b l i s h i n g  r e l a t i o n s h i p s  w i t h  NIMH Cen tra l  O f f i c e  s t a f f ,  s u b s t a n t i a l  

successes were achieved in deve lop ing  formal l i a i s o n  w i t h  key NIMH branches,  

( the  D i v i s i o n  o f  B iometry  and Epidemio logy,  t h e  Mertal Hea l th  Serv ices  

Suppor t  Branch and the  Q u a l i t y  Assurance Program), in deve lo p ing  formal 

in p u t  i n t o  ]% E v a lu a t io n  and 2% Techn ica l  Ass is tance  p r o j e c t s ;  in e s ta b ­

l i s h i n g  formal l i a i s o n  w i th  the  Regional O f f i c e / C e n t r a l  O f f i c e  Task Force 

on Program E v a lu a t i o n ,  having R&E Counc i l  members serve on a d v i s o ry  boards 

and encouraging  NIMH t o  develop procedures t o  enable CMHC’ s t o  serve as 

te c h n ic a l  a s s is tan c e  p r o v id e r s .  In c o n t r a s t ,  t h e re  was no success in 

deve lop ing  a r e l a t i o n s h i p  w i th  NIMH’ s Techn ica l  Ass is tance  Committee.  In 

the  t h i r d  t a r g e t  a rea,  which invo lved  deve lop ing  r e l a t i o n s h i p s  w i t h  the  

ten  ADAMHA Regional  O f f i c e s ,  t h e re  was a l s o  v a r i a t i o n  in achievement.  

S u b s ta n t ia l  success was a t t a i n e d  in sugges t ing  procedures t o  Regional 

O f f i c e s  t h a t  would enable CMHC’ s t o  q u a l i f y  as te c h n ic a l  a s s is ta n c e  p ro ­

v i d e r s ,  moderate success achieved in a c q u a in t i n g  these  o f f i c e s  o f  the  

R&E C o u n c i l ' s  e x is te n c e  and in s t r e s s in g  the  importance o f  program e v a lu ­

a t i o n ,  and o n l y  l i m i t e d  success was achieved in sugges t ing  t o  these 

Regional  O f f i c e s  t h a t  the y  fund E v a lu a t io n  Networks and p r o v id i n g  feedback 

t o  CMHC's on E v a lua t io n  Plans and Reports.

P r o j e c t  A c t i v i t i e s

The e v a l u a t i o n  data a ls o  p rov ided  im po r tan t  d e s c r i p t i v e  in fo r m a t i o n  

on p r o j e c t  a c t i v i t i e s .  Th is  data i n d ic a te d  t h a t  the  p r o j e c t  r e q u i red  a 

s u b s t a n t i a l  t im e commitment. A t o t a l  o f  225 hours o r  28.1 e i g h t - h o u r  work 

days were spent  on the  p r o j e c t .  T h is  amounted t o  an average o f  8 .6  hours
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per week spent  on t h i s  p r o j e c t  d u r in g  i t s  s i x  month d u r a t i o n .

The data p rov ided  a d e t a i l e d  accoun t ing  o f  t im e  spent  in v a r io u s  

p r o j e c t  a c t i v i t i e s .  I t  i n d ic a te d  t h a t  21$ o f  a l l  t im e  was spent  d e a l in g  

w i t h  R&E Counci l  members, 20$ was spent  in so lo  a c t i v i t i e s ,  16$ was spent  

in work ing  w i t h  NIMH Cen tra l  O f f i c e  s t a f f ,  14$ was spent  i n t e r a c t i n g  w i th  

o t h e r  p ro fe s s io n a l  g roups,  11$ was spent  in i n t e r a c t i n g  w i t h  t h e  NCCMHC 

Board,  10$ was spent  i n t e r a c t i n g  w i t h  ADAMHA Regional O f f i c e  s t a f f  and 8$ 

was spent  in i n t e r a c t i n g  w i th  NCCMHC s t a f f .

Importance o f  P r o je c t  

P o l i c y  imp lementa t ion  i s ,  as noted in the  i n t r o d u c t i o n ,  a c o m p a ra t i v e ly  

new f i e l d .  Desp i te  t h i s  newness, i t  i s  a s u b je c t  t h a t  has s u b s t a n t i a l  

i m p l i c a t i o n s  f o r  s o c ia l  work.  The i m p l i c a t i o n s  stem from the  b as ic  na tu re  

and purposes o f  so c ia l  work.  Soc ia l  work,  from an i d e o lo g i c a l  v ie w p o in t ,  

i s  concerned w i t h  the  development o f  programs designed t o  a l l e v i a t e  the  

s u f f e r i n g s  o f  i n d i v i d u a l s  and groups.  I t ’ s base i s  dependent  on s o c ie ta l  

suppo r t  t h a t  in v o lv e s  government, l e g i s l a t i v e  o r  f i s c a l  a c ts  o r  p o l i c i e s .

I t  is  t h i s  s u b s t a n t i a l  dependence on governmental  a c t i o n s  t h a t  accounts 

f o r  the  re levance  o f  the  study o f  p o l i c y  imp lementa t ion  f o r  s o c ia l  work.

T h is  p r o j e c t ,  based upon the  r e s u l t s  descr ibed  p r e v i o u s l y ,  demon­

s t r a t e s  t h a t  i t  i s  f e a s i b l e  t o  design and c a r r y  o u t  a program t h a t  impacts 

on the  p o l i c y  imp lementa t ion  process.  I t  suggests t h a t  i n t e r v e n t i o n  can 

be s u c c e s s fu l .  Fur thermore,  the  p r o j e c t  suggests t h a t  a we l l  designed and 

implemented program can be developed based on knowledge drawn f rom the  

f i e l d s  o f  so c ia l  work and o r g a n i z a t i o n a l  development.  I t  a l s o  suggests 

t h a t  a p r o j e c t  o f  t h i s  n a tu re  implemented as a s o c ia l  exper im en t  t h a t  

s t re s s e s  d e t a i l e d  and comprehensive e v a lu a t i o n  can p ro v id e  in fo r m a t i o n  

f o r  knowledge b u i l d i n g .  Thus, we must ask ,  What new in fo r m a t i o n  was
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prov ided  by the  p r o je c t?  And how m ig h t  t h i s  knowledge be u t i l i z e d  by t h e  

f i e l d ?

New Knowledge o r  Ideas Emerging f rom the  P r o je c t  

Through the  exper im en ta l  n a tu re  o f  t h e  design o f  t h i s  p r o j e c t  and 

th rough  th e  a n a l y s i s  by formal  e v a l u a t i o n  and rev iew o f  e x p e r i e n t i a l  da ta ,  

s u b s t a n t i a l  new knowledge emerges. T h is  i n f o r m a t i o n  i s  p resen ted  as key 

concepts  and p r i n c i p l e s  in t h r e e  d i s t i n c t  a reas :  ( 1) genera l  no tes  on the  

p la nn in g  and development o f  p r o j e c t s  designed t o  impact  on p o l i c y  im p le ­

m e n ta t ion ;  ( 2 ) s t r a t e g i e s  f o r  e v a l u a t i n g  a c t i o n  programs designed t o  impact  

on p o l i c y  a n d /o r  p o l i c y  im p lementa t ion ;  and (3)  models f o r  th e  study o f  

the  p o l i c y  imp lementa t ion  p rocess.

General Notes on P r o j e c t  P lann ing  and Development on 
P r o j e c t s  Designed t o  Impact  on P o l i c y  Implementa t ion

A Model o f  Program Development

Through the  lu xu ry  o f  h i n d s i g h t ,  i t  i s  p o s s ib le  to  d e l i n e a t e  th e

model o f  program development and imp lementa t ion  u t i l i z e d  in t h i s  p r o j e c t .

The model i t  suggested in v o l v e s  the  f o l l o w i n g  processes:

Study

I
PIann i ng

I
A c t i o n  » Obse rva t io n  and in fo rma l

< e v a l u a t i o n  ( f o r m a t i v e  e v a l u a t i o n )

F u r th e r  A c t i o n s  -------------------- -

I
Formal E v a lu a t io n  (summarat ive e v a l u a t i o n )

I
Emergence o f  P r i n c i p l e s  

The model employed c l o s e l y  resembles th e  c l a s s i c  and w id e l y  d issemina ted
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approaches u t i l i z e d  both in o r g a n i z a t i o n a l  development and community 

o r g a n i z a t i o n .  I t  does appear t o  d i f f e r  in one e s s e n t i a l  manner. The 

a c t i o n  phase o f  t h i s  p r o j e c t  in vo lved  processes o f  a more comp l i ca ted  

n a tu re  than i s  u s u a l l y  i l l u s t r a t e d  by c l a s s i c a l  models.  A c t io n s  some­

t im es  led t o  immediate f u r t h e r  a c t i o n s .  However, most f r e q u e n t l y ,  a c t i o n s  

were c a r e f u l l y  observed and eva lua ted  ( i n f o r m a l l y )  p r i o r  t o  pu rsu in g  

f u r t h e r  a c t i o n s .  T h is  im p l i e s  t h a t  Ac t  A d id  no t  lead a u t o m a t i c a l l y  t o  

A c t  B, bu t  r a t h e r  A c t  A was fo l l o w ed  by in fo rma l  e v a l u a t i o n  and led t o  

Ac t  B, o r  A c t  C, o r  Ac t  D, o r  Act  Z . The expe r ie nce  suggests t h a t  co n s ta n t  

c o n s i d e r a t i o n  f o r  f u r t h e r  a c t i o n s  i s  e s s e n t i a l  and t h a t  f l e x i b i l i t y  r a t h e r  

r i g i d i t y  i s  necessary .  Fu r the rm ore ,  t h e  expe r ie nce  a l s o  p i n p o i n t s  the  

fundamental va lue  f o r  e v a l u a t i o n  and im p l i e s  t h a t  f o r m a t i v e  e v a l u a t i o n  is  

a needed b u i l t - i n  component o f  program development s t r a t e g i e s .  I t  should 

be noted t h a t  the  f o r m a t i v e  e v a l u a t i o n  suggested does n o t  n e c e s s a r i l y  

r e q u i r e  v ig o ro u s  research design o r  t h e  s k i l l s  o f  an expe r ience  rese a rche r  

bu t  i s  r e a d i l y  useable by p r a c t i t i o n e r s  o r  change agen ts .

The Concept o f  the  M u l t i -D im e ns ione d  and Changing Environment

The env i ronm en t ,  which c o n s i s t s  o f  th e  o r g a n i z a t i o n s  and a c to r s  t h a t  

impinge upon a d e c i s i o n ,  a c t i o n ( s )  o r  a p r o j e c t  is  a c r u c i a l  v a r i a b l e .

The env i ronment and i t s  r o l e  i s  a key f a c t o r  in d e te rm in in g  th e  success 

o r  f a i l u r e  o f  an a c t i o n  o r  a program. Desp i te  t h i s  f a c t ,  much in the  

s o c ia l  work and o r g a n i z a t i o n a l  development l i t e r a t u r e  d e s c r ibe s  the  

env i ronment as one d im ens ion a l .  Envi ronments a re ,  in f a c t ,  m u l t i - d im e n s io n e d .  

They a re  composed o f  numerous a c to r s  ( e . g . ,  o r g a n i z a t i o n s ,  i n t e r e s t  groups) 

t h a t  may change o ve r  t im e  and are  a lm os t  a lways in vo lved  in c o n s t a n t l y  

changing r e l a t i o n s h i p s .  These changes do, in essence, c r e a te  new dimensions 

and even a new env i ronment .  Thus, t h e  p Ianne r / im p  Iementor  must be co gn iza n t  

o f  the  m u l t i p l e  env i ronmenta l  l e v e l s  and t h e i r  eve r -chan g ing  n a tu re .
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S t r a t e g ie s  and a c t i o n s  designed t o  impact  on p o l i c i e s  and programs, though 

e f f e c t i v e  in one stage o f  th e  env i ronment ,  m ig h t  no t  be e f f e c t i v e  in 

ano the r  stage.

The " M u l t i - L e v e l  I n t e r v e n t i o n "  Technique

Another  im por tan t  general  concept  t h a t  emerges f rom th e  p r o j e c t  

evo lves  around the  na tu re  o f  the  a c t i o n  re q u i re d  f o r  a p r o j e c t  o f  t h i s  

t y p e .  Much w i f h i n  the  l i t e r a t u r e  o f  p la nn in g  suggests a domino approach 

t o  a c t i o n .  T h is  can be i l l u s t r a t e d  as f o l l o w s :

A c t io n  o „
A B C D E F G

T h is  type  o f  approach i s  based upon a s i m p l i f i e d  concept  t h a t  e n v i s io n s  

a c t i o n s  as o c c u r r i n g  a long a s i n g l e  d imension and suggests t h a t  each s i n g le  

a c t i o n  i n i t i a t e s  a s e que n t ia l  s e r ie s  o f  f u r t h e r  a c t i o n s ,  ( e . g . ,  th e  t o p p l i n g  

o f  dominoes).  However, as noted e a r l i e r ,  env i ronments  a re  q u i t e  com p l ica te d ,  

and s t r a t e g i e s  and a c t i o n s  designed t o  impact  on t h e i r  env i ronment must 

i n c o rp o ra te  r e c o g n i t i o n  o f  t h i s  f a c t .  Thus,  t h e  exper ience  o f  t h i s  p r o j e c t  

suggests t h a t  a " m u l t i - l e v e l  i n t e r v e n t i o n "  approach t o  a c t i o n  i s  e s s e n t ia l  ,, 

T h is  techn ique  i s  analogous t o  f i r i n g  "b u c k s ho t "  t h a t  s c a t t e r s  in numerous 

d i r e c t i o n s .  Imp l ied  in t h i s  approach i s  t h e  concept  o f  a c t i n g  on numerous 

le v e l s  and f r o n t s  s im u l ta n e o u s l y .  Given th e  com p l i ca ted  n a tu re  o f  

env i ronments ,  and o r g a n i z a t i o n a l  i n t e r a c t i o n s  w i t h i n  these env i ronments ,  

t h e  m u l t i p l e  a c t i o n  approach i s  necessary.  I t  should be noted t h a t  the  

approach,  though analogous t o  "b u c k s h o t " ,  in  f a c t  does not  imply unplanned,  

unfocused o r  s c a t te re d  a c t i v i t i e s .  Ra the r ,  th e  approach re q u i r e s  compre­

hens ive  and s o p h i s t i c a t e d  p lann ing  w i t h  a c t i v i t i e s  designed t o  impact  on 

numerous l e v e l s .  Th is  approach,  in c o n t r a s t  t o  t h e  standard  domino concept ,  

o f f e r s  f l e x i b i l i t y  and d i v e r s i t y .  I t  a l s o  u t i l i z e s  t im e  more e f f i c i e n t l y  

and avo ids  th e  p i t f a l l  o r  t r a p s  encountered when a s i n g l e  a c t  f a i l s  t o
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produce the  d e s i red  e f f e c t .

The Leader as a Key V a r ia b le

As noted in the  t h e o r e t i c a l  s e c t i o n s  o f  t h i s  document, the  leade r ,  

h i s  r o l e  and b eha v io rs ,  were seen as an im po r ta n t  v a r i a b l e .  Th is  f a c t  

was underscored by t h e  a u t h o r ' s  expe r ience  in t h e  p r o j e c t .  Among the  

e lements  o f  lea de rsh ip  t h a t  were key were those o f  " m o t i v a t o r , "  " e x e c u t i v e , "  

" p l a n n e r , "  " a r b i t r a t o r "  and " p r o v i d e r  o f  re w a rd s . "  The importance o f  the  

leader p r o v id i n g  the  group w i t h  s t r u c t u r e  and m o t i v a t i o n  a re  e s s e n t ia l  t o  

the  g ro u p 's  per formance and t o  the  u l t i m a t e  success o f  th e  p r o j e c t .

T iming and th e  O p p o r tu n i t y  f o r  A c t i o n

P r o j e c t s ,  t o  be s u c c e s s fu l ,  must e x p l o i t  every o p p o r t u n i t y  f o r  a c t i o n  

and achievement.  T im ing o f  p r o j e c t  a c t i v i t i e s  a re  im p o r ta n t .  Events 

f r e q u e n t l y  o ccu r  a t  a d i f f e r e n t  pace than were o r i g i n a l l y  a n t i c i p a t e d .  

T h e re fo re ,  r a t h e r  than r i g i d l y  adher ing  t o  p re sen t  p la ns ,  the  p la n n e r /  

implementor  must demonstrate f l e x i b i l i t y  in  h i s  a c t i o n s .

Working w i t h  M o t iva ted  O rg a n iz a t io n s  W i th in  the  Environment

Based upon th e  a u t h o r ' s  expe r ie nce  w i t h  the  p r o j e c t ,  one key p r i n c i p l e  

t h a t  emerged was th e  va lu e  o f  w o rk in g  w i t h  mo t iva ted  components o r  o r g a n i ­

z a t i o n s  w i t h i n  th e  env i ronment .  A l though in t h e  p la nn in g  process numerous 

o r g a n i z a t i o n s  may be deemed as t a r g e t s  f o r  a c t i o n ,  the  p la nn e r / im p le m e n to r  

may d is c o v e r  t h a t ,  in o p e r a t i o n ,  t h e  a t t i t u d e s  and behav io rs  o f  these 

o r g a n i z a t i o n s  may va ry .  Se lec ted  o r g a n i z a t i o n s  may su ppo r t  t h e  goa ls  o f  

a p r o j e c t  w h i l e  o th e r  o r g a n i z a t i o n s  may oppose th e  g oa ls .  F re q u e n t l y ,  

by work ing  w i t h  o r g a n i z a t i o n s  t h a t  suppo r t  the  p r o j e c t ,  t he  p Ia n n e r / im p Ie -  

mentor  can e x p l o i t  th e  o p p o r t u n i t y  t o  pursue im por tan t  avenues.  Thus,  in 

f a c t ,  p a r t i c u l a r  aspects  o f  t h e  p r o j e c t  may be pursued w i t h  g r e a t e r  v i g o r  

than o t h e r  aspec ts .  The need t o  be f l e x i b l e  in changing emphasis is  c r u c i a l  

and e f f e c t s  the  u l t i m a t e  outcome.
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Resources and Time Ava i I  ab le  t o  the  P r o j e c t  Leader

One key f a c t o r  t h a t  was no t  r e a d i l y  known p r i o r  t o  the  imp lementa t ion

stage o f  t h i s  p r o j e c t  was the  t im e and resources  needed by th e  p r o j e c t

leader .  E a r l i e r  s e c t i o n s  p in p o in te d  the  s u b s t a n t i a l  t im e commitment o f

the  worker  needed f o r  the  p r o j e c t .  Th is  s u b s t a n t i a l  t ime commitment was

unexpected.  I t  i s  suggested t h a t  unless  the  p r o j e c t  leader has t h i s  t im e

a v a i l a b l e  o r  an o r g a n i z a t i o n  o r  i n t e r e s t  group has funds t o  sponsor a

s u b s t a n t i a l  t im e  commitment f o r  a p r o f e s s i o n a l ,  a p r o j e c t  o f  t h i s  type

cannot  be s u c c e s s f u l l y  developed.  In a d d i t i o n ,  t h e r e  was an unexpected

need f o r  o th e r  resources ,  e . g . ,  s e c r e t a r i a l  t y p i n g  t im e ,  x e ro x in g ,

a v a i l a b i l i t y  o f  funds f o r  long d is ta n c e  te lephone  c a l l s .  The a v a i l a b i l i t y

o f  a l l  these  resources are c r u c i a l  f o r  t h i s  t ype  o f  p r o j e c t .  These

requ irem ents  need t o  be un d e r l in e d  due t o  the  f a c t  t h a t  t h e re  e x i s t s  a

tendency t o  underes t imate  t h e i r  importance.

S t r a t e g i e s  f o r  E v a lu a t in g  A c t ion  Programs Designed 
t o  Impact on P o l i c y  a nd /o r  P o l i c y  Implementa t ion

E v a lu a t io n  i s  an e s s e n t i a l  requ irem ent  f o r  a c t i o n  programs designed 

t o  impact on p o l i c y  a nd /o r  p o l i c y  im p le m en ta t io n .  Desp i te  th e  fundamental 

importance o f  e v a l u a t i o n ,  i t  has been, e s p e c i a l l y  in s o c ia l  work,  neg lec ted  

in i t ' s  a p p l i c a t i o n  t o  p o l i c y  a c t i o n  programs. Among the  p r im ary  reasons 

hypothes ized  f o r  t h i s  n e g le c t  i s  the  c o n t i n u in g  p ro fe s s io n a l  b e l i e f  in 

c l a s s i c a l  exper imenta l '  design as the  o n l y  approach t o  research.  The 

damage c rea ted  by t h i s  b e l i e f  i s  heightened by th e  f a c t  t h a t  p r a c t i t i o n n e r s ,  

e s p e c i a l l y  those invo lved  in p o l i c y  a c t i o n  programs, o f t e n  lack s o p h i s t i c a t e d  

research s k i l l s .  These two f a c t o r s  i n t e n s i f y  t h e  n e g le c t  c i t e d  p r e v io u s l y .

Pol ic y  o r  p o l i c y  imp lementa t ion  a c t i o n  programs can be e v a lua ted .

They, in f a c t ,  can be r e a d i l y  e va lua ted .  Furtherm ore,  s ince  they  a re  not  

r e a d i l y  amenable t o  c l a s s i c a l  research des ign ,  e v a l u a t i o n s  t h a t  can be
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e f f e c t i v e  need not  be co m p l ica ted .

Based upon h i s  expe r ie n ces ,  th e  a u th o r  would l i k e  t o  suggest  an 

approach f o r  e v a lu a t i n g  these  types  o f  programs. The e v a l u a t i v e  approach 

r e s t s  on severa l  t e n e t s :  (a)  ;'ha rd "  data i s  no t  r e a d i l y  a v a i l a b l e ,  and 

use o f  su r ro g a te  measures i s  e s s e n t i a l ;  (b)  t o  inc rease  th e  v a l i d i t y  o f  

the  des ign ,  a system needed t o  be developed t h a t  p rov ided  in f o r m a t i o n  f rom 

a number o f  d i f f e r e n t  sources and p e r s p e c t i v e s ;  and (c )  i t  would be 

im poss ib le  f o r  an e v a lu a t i o n  t o  p ro v ide  summative data .  The main t h r u s t  

o f  the  e v a l u a t i v e  system was the  development o f  a systemmat ic  methods o f  

data c o l l e c t i o n .  C o l l e c t i o n  o f  d e s c r i p t i v e  data p ro v ides  th e  o p p o r t u n i t y  

t o  q u a n t i f y  and ana lyze  the  in f o r m a t i o n  f rom numerous p e r s p e c t i v e s .  Th is  

tec h n iq u e ,  a lo ne ,  w i l l  enable the  p r a c t i t i o n n e r  t o  ach ieve  new i n s i g h t s  

on the  p r o j e c t  and h is  s t r a t e g i e s  and a c t i v i t i e s .  The c o l l e c t i o n  o f  t h i s  

d e s c r i p t i v e  i n fo r m a t io n  can e a s i l y  be supplemented by s imple  q u e s t i o n n a i r e s ,  

i n t e r v ie w s  a nd /o r  the  r e c o rd in g  o f  e x p e r i e n t i a l  o b s e rv a t i o n s .  Moreover,  

the  s i g n f i c a n c e  o f  the  in fo r m a t i o n  can be heightened by the  employment o f  

s imp le  goal a t t a in m e n t  s c a l i n g  te ch n iq ues .  By e x p l i c i t l y  d e l i n e a t i n g  goa ls  

o r  c r i t e r i a  o f  achievement and measur ing r e s u l t s  a g a in s t  these c r i t e r i a ,  

the  p r a c t i t i o n n e r  can observe h i s  success o r  f a i l u r e  and degrees o f  each.

The s u b s t a n t i a l  b e n e f i t  o f  the  approach suggested i s  t h a t  i t  can be 

r e a d i l y  u t i l i z e d  by p r a c t i t i o n n e r s  w i t h  l i m i t e d  research s k i l l s  and 

a b i l i t i e s  and by o r g a n i z a t i o n s  w i th  l i m i t e d  research resources .  I t  should 

a ls o  be re s ta te d  t h a t  th e  goal o f  e v a l u a t i v e  approaches f o r  p o l i c y  o r  

p o l i c y  imp lementa t ion  a c t i o n  programs i s  t o  produce f o r m a t i v e  in fo rm a t io n  

o r  i n s i g h t s  t h a t  can be used f o r  a c t i o n s ,  program development a nd /o r  

o b s e rv a t i o n s  on p o l i c y  development r a t h e r  than d e f i n i t i v e  answers.

Models f o r  the  Study o f  th e  P o l i c y  Implementa t ion  Process

The p r o j e c t ,  as i t ' s  t h e o r e t i c a l  base, u t i l i z e d  th e  models developed
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by Rein and R a b in o v i t z  and Van Meter  and Van Horn t o  ana lyze  the  p o l i c y  

imp lementa t ion  process.  The R e in -R a b in o v i t z  model i d e n t i f i e d  f o u r  key 

phases o f  im p le m en ta t io n :  (a)  l e g i s l a t i o n ;  (b)  g u i d e l i n e s ;  (c )  resource 

d i s t r i b u t i o n ;  and (d) o v e r s i g h t  p rocess .  In c o n t r a s t ,  Van Meter and 

Van Horn suggest  s i x  components: (a)  resources ;  (b) s tan da rds ;  (c)  com­

m un ica t ion s ;  (d)  en fo rcement ;  (e) d i s p o s i t i o n  o f  implementors;  and ( f )  

c h a r a c t e r i s t i c s  o f  the  implementing agency.  Based upon th e  exper iences  

o f  the  p r o j e c t ,  what can we conc lude about  the  re le vance  o f  these  models? 

the  most s i g n i f i c a n t  components? and gaps,  i f  any?

Exper iences in the  p r o j e c t  suggest  t h a t  most o f  t h e  components 

i d e n t i f i e d  in both models a re  r e l e v a n t  f o r  even ts  in " t h e  rea l  w o r l d . "

I t  i s  f u r t h e r  suggested t h a t  Van Meter-Van Horn model ,  as a d i r e c t  r e s u l t  

o f  i t ' s  more comprehensive n a tu re ,  proved the  more v a lu a b le  t o o l .  From 

a rev iew o f  both models,  i t  i s  noted t h a t  the  key components were,  in 

o r d e r  o f  impor tance:  (a)  c h a r a c t e r i s t i c s  o f  the  imp lement ing agency;

(b)  t h e  d i s p o s i t i o n  o f  the  implementors;  (c )  e n fo rc e m e n t -o v e rs ig h t  process 

(d)  communicat ions;  and (e) resources .  T h i s  ra n k in g ,  i t  is  suggested,  

may no t  be a p p l i c a b l e  t o  o th e r  than th e  imp lementa t ion  process a ssoc ia te d  

w i t h  t h i s  p r o j e c t .

Ano ther  o b s e rv a t i o n  emerging f rom t h i s  p r o j e c t  i s  t h a t  t h e r e  a re  

f a c t o r s  a ssoc ia ted  w i t h  imp lementa t ion  t h a t  a re  no t  adequa te ly  desc r ibed  

in e i t h e r  o f  t h e  two models u t i l i z e d  o r  in o th e r  l i t e r a t u r e  on the  s u b je c t  

One key issue i s ,  How much danger i s  perce ived  as c o n f r o n t i n g  the  g r a n t  

program and by whom (key a c t o r s ,  e . g . ,  imp lement ing agency,  i n t e r e s t  

group)?  I t  i s  suggested t h a t  p e rc e p t io n s  o f  t h r e a t s  t o  programs w i l l  

d r a s t i c a l l y  e f f e c t  the  a c t i o n s  o f  im p o r ta n t  groups o r  o r g a n i z a t i o n s  and 

t h a t  those  groups t h a t  p e rc e iv e  s u b s t a n t i a l  danger w i l l  most l i k e l y  take  

e n e r g e t i c  a c t i o n s .  The expe r ie nce  o f  t h e  p r o j e c t  demonstrated t h a t  t h e
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N a t io na l  Counci l  o f  Community Mental Hea l th  Centers  ( e s p e c i a l l y  th rough  

the  Counc i l  on Research & E v a lu a t i o n )  perce ived  more danger t o  t h e  CMHC 

program than d id  th e  governmental  o r g a n i z a t i o n s — NIMH and th e  ADAMHA 

Regional  O f f i c e s .  Th is  p e rc e p t io n  led t o  th e  p o s i t i o n  o f  the  i n t e r e s t  

groups p re s s u r in g  th e  govern ing  agency f o r  increased enforcement  and 

o v e r s i g h t  a c t i v i t i e s .  R ecogn i t ion  o f  t h i s  f a c t  led t o  the  emergence o f  

ano the r  key issue ,  What, in f a c t ,  a re  the  r o l e s  o f  i n t e r e s t  groups? Much 

w i t h i n  the  p ro fe s s io n a l  l i t e r a t u r e  and p op u la r  b e l i e f  conce ive  o f  i n t e r e s t  

groups as n a r ro w ly  de f ined  o r g a n i z a t i o n s  s t r e s s in g  th e  a l l o c a t i o n  o f  

fund in g  and th e  removal o f  r e g u l a t i o n  and enforcement .  From a number 

o f  p e r s p e c t i v e s ,  they  are  labe led  as being " a n t i d e m o c r a t i c . "  Y e t ,  i f  

t h i s  p r o j e c t  i s  an i l l u s t r a t i o n ,  th e  i n t e r e s t  group was i n t e n s e l y  "d e m o c ra t i c "  

and advocated t h e  f u l l  imp lementa t ion  and enforcement o f  t h e  l e g i s l a t i o n .

I t  was, in f a c t ,  th e  government agenc ies ,  the  r e p r e s e n t a t i v e s  o f  th e  p u b l i c ,  

t h a t  were " a n t i d e m o c r a t i c "  and s t r o v e  t o  impede complete  im p lementa t ion .

Th is  o b s e rv a t io n  compels the  i n c l u s i o n  in f u r t h e r  models o f  a n a l y s i s  o f  a 

more comprehensive r o l e  f o r  t h e  exam ina t ion  o f  r o l e s ,  a c t i v i t i e s  and 

m o t i v a t i o n s  o f  i n t e r e s t  g roups .  The fo rement ioned  in f o r m a t i o n  r e q u i r e s  

th e  c i t a t i o n  o f  ano the r  majo r  i ssue ,  What i s  the  degree o f  r e s p o n s ib le  

behav io r  demonstrated by governmental  imp lement ing agencies? The exper iences  

f rom the  p r o j e c t  r a i s e s  t h i s  as an im p o r tan t  c o n s i d e r a t i o n .

A l though the  development o f  a model f o r  a n a ly z in g  th e  p o l i c y  im p le ­

men ta t ion  process i s  beyond th e  scope o f  t h i s  paper,  t h e  o b s e rv a t io n s  as 

noted above do suggest  f u r t h e r  avenues o f  e x p l o r a t i o n .  P o l i c y  imp lementa t ion  

is  a new and deve lop ing  f i e l d .  I t  i s  hoped t h a t  t h e  p o i n t s  noted in t h i s  

se c t i o n  w i l l  be cons ide red  in t h e  l i t e r a t u r e  which w i l l  emerge in the  f u t u r e .

General Im p l i c a t i o n s

In summary, t h e r e  are a number o f  general  im p l i c a t i o n s  t h a t  evo lve
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f rom t h i s  p r o j e c t :

A. I t  i s  im p e ra t i v e  t h a t  s u b s t a n t i a l l y  more a t t e n t i o n  be devoted t o  the  

s tudy o f  p o l i c y  imp lementa t ion  processes.  The goa ls  o f  t h i s  increased 

i n t e r e s t  should be t o  expand the  number o f  cases t h a t  have been analyzed 

and re po r te d  in t h e  l i t e r a t u r e ,  t o  c o n t in u e  th e  process o f  model development 

and t o  develop exper im en ta l  research  p r o j e c t s  t o  impact  on imp lementa t ion  

processes.

B. In the  model development p rocess ,  comprehensive and, p r e f e r a b l y ,  

m u l t i - d i s c i p l i n e d  p e r s p e c t i v e s  are e s s e n t i a l .  I t  i s  suggested t h a t  t h e  

issues which were c i t e d  by t h i s  i n v e s t i g a t o r  be cons idered  as p a r t  o f  t h i s  

model development.

C. There i s  an e s s e n t i a l  need t o  inc rease  i n t e r e s t  in th e  e v a l u a t i o n  o f  

p o l i c y  a nd /o r  p o l i c y  imp lementa t ion  a c t i o n  programs and t o  improve and 

sharpen ou r  te ch n iq u e s .  The importance o f  t h i s  need was c i t e d  a t  numerous 

p o i n t s  in t h i s  paper.

Beyond these  general  i m p l i c a t i o n s ,  t h e re  a re  s p e c i f i c  r a m i f i c a t i o n s  

f o r  s o c ia l  work t h a t  emerge f rom t h i s  p r o j e c t .  Soc ia l  work has, t o  d a te ,  

demonstrated o n l y  l i m i t e d  i n t e r e s t  in  t h e  s u b j e c t  o f  p o l i c y  im p lem en ta t ion .  

I t  is  e s s e n t ia l  t o  inc rease  a t t e n t i o n  t o  t h i s  s u b j e c t .  Two approaches t o  

inc rease  the  importance o f  t h i s  t o p i c  t o  the  f i e l d  are suggested.  One 

t a s k  i s  t o  in t ro d u c e  the b as i c  concept  o f  imp lementa t ion  i n t o  the  p r o fe s ­

s io n a l  l i t e r a t u r e  and i n t o  g raduate  e du c a t io n .  To accompl ish  t h i s  t a s k ,  

i t  i s  suggested t h a t  a r t i c l e s  and monographs t h a t  d e f in e  and desc r ibe  the  

imp lementa t ion  process and i t s  r e l a t i o n  t o  s o c ia l  work need t o  be prepared 

and d issem in a ted .  The c u r r i c u l u m ,  e s p e c i a l l y  f o r  p o l i c y  a n a l y s i s  courses 

a t  the  d o c to ra l  l e v e l ,  needs t o  be expanded t o  in c lu d e  m a t e r i a l s  f rom the  

p o l i c y  imp lementa t ion  l i t e r a t u r e .  The i n t r o d u c t i o n  o f  the  s u b j e c t  a t  the  

do c to ra l  leve l  would expose key groups o f  i n d i v i d u a l s  t o  t h e  s u b j e c t .  A
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second concom itan t  t a s k  is  the  development o f  a l i t e r a t u r e  on th e  s u b je c t  

t h a t  i s  a p p l i c a b l e  t o  so c ia l  work.  S u b s t a n t i a l l y  f u r t h e r  e f f o r t s  are 

needed. I t  i s  th e  hope o f  the  a u tho r  t h a t  these  e f f o r t s  a re  deve loped,  

and the  f i e l d ' s  i n t e r e s t  in p o l i c y  imp lementa t ion  inc reases .
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NCCMHC Research & E v a l u a t i o n  Counsel P r o j e c t

E v a l u a t i o n  by R&E Counc i l  Members

C ounc i l  Member . . ________________________________________________________

1. How wo uld  you d e f i n e  the  m a jo r  go a ls  o f  the  R&E Counci l  a t  t h e  p r e s e n t  t ime?  

A . _____________ '_______________________________________________________ _

ft.

C.

D.

2 .  Have th e  m a j o r  goa ls  changed o v e r  t h e  p a s t  s i x  months?  
how hav e  they  changed?

Yes No. I f  y e s ,

3 .  To wh at  e x t e n t  a r e  you in a gr eem en t  w i t h  t h e  R&E C o u n c i l ' s  p r e s e n t  g o a ls ?

 S t r o n g l y  a g r e e   Ag ree   Not  s ur e   D i s a g r e e   S t r o n g l y
D i s a g r e e



~ 2~ 147

k.  I f  t h e r e  is d i s a g r e e m e n t  o r  s t r o n g  *d isagre em ent  w i t h  g o a l s ,  how do you  d i s a g r e e  
w i t h  th e  Research & E v a l u a t i o n  C ounc i l  g oa ls ?

11. D egre e  o f  P a r t i c i p a t i o n

A.  Has y o u r  d e g re e  o f  p a r t i c i p a t i o n  in t h e  C o u n c i l ' s  a c t i v i t i e s  changed in the  
p a s t  s i x  months?  Yes  No

1. I f  y e s , how? . .  .._____________________________________________________________________

2 .  Do vou c o n s i d e r  y o u r s e l f  t o  be (member)  Ve ry  a c t i v e   A c t i v e

 I n a c t i v e

3 .  A p p r o x i m a t e l y  how much t i m e  p e r  month do you spend on C o u n c i l  a c t i v i t i e s ?  

____________ Hours

I I I .  Commun i c a t  ion

A. Has th e  com municat ion p ro cess  in r e l a t i o n  t o  t h e  C o u n c i l ,  changed in t h e  p a s t  
s i x  months?  Yes  No

I f  y e s ,  how___________________________________  __________________ ___________________

B. R ate  the  p r e s e n t  com m unica t i on  process as r e l a t e s  t o  t h e  C o u n c i l .

 Ve ry  g o o d  Good  F a i r   Poor  V e r y  Poor

IV .  D e c i s i o n  Making

A.  Has t h e  d e c i s i o n  m aking  p ro cess  in r e l a t i o n  to  the  C o u n c i l  changed in t h e  p a s t  
s ix months?  ̂es No
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B.  Do you f e e l  t h a t  you  a r e  an a c t i v e  p a r t i c i p a n t  in t h e  C o u n c i l  d e c i s i o n - m a k i n g  
p r o c e s s ?  Yes  No

I f  no, why?_______________________ __________________________________________________________ _

C. P l e a s e  r a t e  t h e  o v e r a l l  d e c i s i o n - m a k i n g  proces  o f  the  R&E C o u n c i l .

 Ve ry  good    Good  F a i r   Poor  Ve ry  poor

V . I d e n t i f i c a t i o n  & Rewards

A. How s t r o n g l y  do you  i d e n t i f y  w i t h  the  R&E Counc i l  and i t s  a c t i v i t i e s ?

 S t r o n g  i d e n t i f i c a t i o n   Some i d e n t i f i c a t i o n   L i t t l e  i d e n t i f i c a t i o n

B. D e s c r i b e  in wh at  ways you d e m o n s t r a t e  y o u r  i d e n t i f i c a t i o n  w i t h  t h e  C o u n c i l?

1..

2 ..

C. D e s c r i b e  th e  m a j o r  rewards you  r e c e i v e  f rom y o u r  p a r t i c i p a t i o n  on t h e  C o u n c i l?
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3 .

D. Have t h e s e  rewar ds  changed o v e r  th e  p a s t  s i x  months?  Yes  No

I f  y e s ,  d e s c r i b e . ______________________________________________________________

V I . O v e r a l l  Counci l  Pe r fo rm an c e

A.  How do you r a t e  t h e  R&E C o u n c i l ' s  p e r fo r m a n c e  o v e r  t h e  p a s t  s i x  months?

 Very i n e f f e c t i v e  E f f e c t i v e   N e i t h e r  e f f e c t i v e  nor
i n e f f e c t i v e

 I n e f f e c t i v e  Verv  I n e f f e c t i v e

B. C i t e  i m p o r t a n t  C o un c i l  ach ie ve m e nts  o v e r  t h e  p a s t  s i x  months.

1.  

2 .
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C. C i t e  i m p o r t a n t  C o u n c i l  f a i l u r e s  o v e r  t h e  p a s t  s i x  months?

1.   __________

2 .

I f .



APPENDIX B

EVALUATI ON OF NCCMHC RESEARCH & EVALUATION COUNCIL A C T I V I T I E S
151

Name_________     _ T i t l e ___________________________

1. As r e l a t e s  to  Program E v a l u a t i o n  a c t i v i t i e s ,  p l e a s e  i n d i c a t e  w ha t  im p a c t ,  i f  any ,  

do you  p e r c e i v e  t h a t  the  Research & E v a l u a t i o n  has on the  NIMH C e n t r a l  O f f i c e ?

2 .  As r e l a t e s  t o  Program E v a l u a t i o n  a c t i v i t i e s ,  p l e a s e  i n d i c a t e  w h a t ,  i f  any im p a c t ,  

you p e r c e i v e  t h a t  t h e  Research  & E v a l u a t i o n  Counci l  has had on NIMH R eg io n a l  O f f i c e s ?

3 .  in wh at  ways has t h e  Research  & E v a l u a t i o n  Counci l  and i t s  a c t i v i t i e s

A.  b e n e f i t e d  you in y o u r  o f f i c i a l  c a p a c i t i e s ? _____________________________

B. been d e t r i m e n t a l  to  you in y o u r  o f f i c i a l  c a p a c i t i e s ?
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15 ?
Ik  In w ha t  ways do you  t h i n k  t h e  C o un c i l  cou ld  i n c r e a s e  i t s  e f f e c t i v e n e s s  and  

i t s  im p a c ts '   ..    - ___________
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ASSESSMENT OF A C T I V IT IE S  OF COUNCIL ON 
NCCMHC RESEARCH & EVALUATION CHUNG JAN..  1 9 7 8 - JUNE. 1978

Responden t

I .  P lease  r a t e  the p er fo rm ance  o f  the Research & E v a l u a t i o n  Counc i l  as r e l a t e s

to the goa ls  o f  the N a t i o n a l  Counci l  in the p a s t  s i x  months.

N e i t h e r  e f f e c t i v e  nor  
 Very  e f f e c t i v e  E f f e c t i v e   i n e f f e c t i v e

I n e f f e c t i v e   Very i n e f f e c t i v e

2.  What do you c o n s i d e r  to  be the m a jo r  a ch ie vem ents  o f  the Research  & E v a l u a t i o n  

Counci l  o v e r  the p a s t  s i x  months?

A  . ______________________________________________________________________________________

B . ______________________________________________________________________________________

C . ________________________________________________________________________________________________

D . ______________________________________________________________________________________________________

E . _______________________ ______________________________________________________________

3.  In what  a d d i t i o n a l  ways do you t h i n k  the Research & E v a l u a t i o n  Counc i l  c o u ld  

a s s i s t  the N a t i o n a l  Counc i l?
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