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Nothing is orderly till man takes hold of it. 
Everythinc; in creation lies around loose. 

" Ii 

H. \v. Beecher 
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tion of residents of st2.t.c' :':.C:<.tl~!:"fJ)~~'. 

to thre~ dif~erent kind.:; of 1..:-r3 ti U,L Icr,aliz<.:C: clients: 

the mentally ill, the m('r.Ui~ ly ;':' U.t':lr::l, 'mel the juvenile 

offender. 

It is assumed tha::: t'l(: r-r':\,~b~'lrai r..nrkl c.'J,n be "trans-

In the 

SID research and demunstra::io.l p~\)j c?~~~" thc: 1,:odel ,vas 

of insli.tutions; "'ith on1:r n~i';OL IJr(l,:C'c;'.irQl changes, the 

model 'Has then intr oduced (1 c. s~:,>cOl;.l cO!illmmi ty (and other 

instil urio1Ll'» and has conti'1uC'(~ to ol> .• ·:.:.'~ .:-. .:cordingly. 

To trans; lant rhe -::oiel "'t1(','(,E ~j Gll'.' ~.'(;:'~1S, of course, 

prosppctive user. 

pyocedures in sufficient deud,l ~ OJ t;i(~Se p(:;,-t ies intecested 

Virginia or other states. 



To opera tc.. the SID DH Idr· 1 :l~ j l h.1S ('(';]1C> to be tl('sii~.ned 

nlld dc·monstT"at.!'u, \/n1Ull\(' 2 if; ilISufr~'-'i,l'nt hy iu;clf. 

Volume 3 provides ,kt"j 1 J'J";L'(nt.a~ inn ~.(l enable 

utilization of the <iCCO:"Pdi<J'; i;'~ ,n:lu::wt e..l in[or'~i~ti(;~l 

system, an C'SSl'nt: La 1 co;,.po:v-n t ' i 1! t h,,' s(>l'\'i cc- i nU:gratj.ng 

model. The autom~tt:.ed sY'~v.:~ ~~1 U('Ht'P~! '~~1 :1 sC"['drat2 

volume because of its eot:l!,l'Jx5,t'/, I10t bcc: ... usc' ft is 

regarded as op ti()r.~' 1 -1.:." n·:,')(i.<~' 1 US:l" .:;, 

An adjunct to the SIi) m(':l~"l is the cost/benL-fit 

methodology for making moneta':'y CO.:1p:t1~i.'::O:'fl bet',.;ec:n in

stitutional and cormnunit)T liYin:~. The cvstlbetwfit mod(d 

was developed on contract by Bc)oz, Allen, Clnd Hamilton, 

Inc. Methodology for the cost/benefit analysis is avail

able as a separate dOC11mr'llt: ,md ,:,:;~ sub,:.itted to the 

granting agency as ApPL'!1ci ix Z of the Jar1'.1ary 1971.1- SID 

Progress Report, Vohmi(,~') of t:l:e Frc;~er:t report. presents 

an em,irical applic~r~0n oi the cost/b0nefit model. 

Though thl: cost/benefit 1:,·:i:l')clc 1.Of:,r 1.:1 j t;s original desigp. 

wtlS tai lon:d to fit SID \lPI··.-lt: or.;ll l'r-ocedul"es, it nay be 

1.fnethcr it 

is used as an ongoing nC'':():~1/1~' i;y,nt ",.;"ould u( detcr.nLncd 

by the user I S priori til>'; (11' ': l"'·~~our('L'~;. 



The writtQn word haH limitations. Usc of this Volume 

(:md of Volumes 3 and 5) shoul d Idr'nl!y he cO"lp1.cmcnted by 

consultatL-m I:JiL:1 previous user:l/t:GveloperH: SID staff, 

A&P TE'dm members, instifution directors, me::1bers of the 

CorCUltittee of Com"!1issioners, local service provider", J and 

conSll.'T1e rs . 

Hindful of the linitations, then, Volu:r,e 2 purports 

to be a "cookbook" for those p3Tties inter(;sted in SID 

model application. 

II. PURPOSE OF SID NODEL UTILIZATION 

Hhy might a service providel.- decide to implcmer.t a 

sys tematic, scr', ice-integrating procedure for the orderly 

deinstitutionalization of resid~ntG of state institutions? 

There are at least three possih ' ·' rea50ns: 

1) There is a strong movement in the courts and state 

legis!.atures J motiv:1ted by consumer action, to ci,-her 

upgrade institutional livin7, ~onditions und pro~ram! or to 

provid~ alterna~ives L0 institution31izatian. A program 
(r. • 

offering a ~vay to reduce oJ.: (,"else-out: insLitl.t"1.onc:lized 

populations in an orderly rn~nne: has appeal to those 

responsible for such populaLions. 

- 3· 
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2) ConSUE,:!!.- g-CCUpG CTid leg:'s lators Clrc b(~coming 

to improve ser-Jic,,:s to clie'1t3. Duplicc.tion of ef.:",)yt, 

the morass of red- tape su:crot!.~lding provisi.on of the si.mples t 

service, and referral from 'l3cmcy to c?gency withm;t fol10vl-

up to ensure tha'c th::-, referral ,JaS effected or effective 

have <~11 't"V'Orkcd to proyolce the outrnG2 of conE·umc·.:s vJho 

correctly ViCl utili~:;::.tion of human 8el~vices <:f'· their 

right. Th8 outcry by CO!lStllT'erS cOl:pled i·ridl the leGislator's 

belief that integration of services ''.iould decrccse overall 

costs has bro~gltt increcsing pressures to bec:.r on t:he ad-

ministr.-::.tors of hc..1Uan se]7ice delive;;:y cgencies. 

3) An orderly attempt to deinstitutionalize residents 

of st.:ltr.: institu;:;ions implies that one kn(\~\'s 'Hhat services 

such clients requi:;:e &nd ... ·lhcit is avaiL~ble in the comi.1iuuity. 

The systenl.:.t:i.c gath~:.': :.:::; and analysis of such info:emation 

provi,!f; pm·:erful tools to COn~UTItel:S and service deliverers 

alike ,·;hen :t:8c.;1!:';sting funds for resource dcvelofll1ent from 

federal, state, and local sources. 

Assuming that for one reason or another a provider 

sees value in a service-integrating procedure for deinsti-

tutionalization, ,;-]hy use the SID model? Basically because 

-4-



utilization df an e~isting set of proceJure2 eliminates 

developmental costs a.nd because the user v~ill Imo,",l what 

to eKpcct fr:)rri the model. 

All pro\"iders of human scrvices k!~OH hO;'l diffic·.11t it 

is to obta:i.n funds for developneT"t of nev1 programs--

especially in a nebulous arca li;:1:: "service integration" 

~Yhere results are often measura~le only in the long-term. 

Togo through the requesting of such funds rather than 

utilizing a pre-tested model ser.;::!s uDvJise. 

With the fID mod~l, lohe u~er tdll kno~'l 'Y7hat to expect 

and what not to expect. Data h~ve been collected over a 

tHO to three-year FeTiod. The r:'odel does nnt pret:cnd 

to be all things to all people but it does Ylork as a metl-ad. 

for deinstitutionalization thro'lr;h :=ervice- integration. 

~lI. DESCRIPTIO:; 01:" THE HODEL 

The SID model is described in the published paper, 

"A Service-Integrating Model for Deiustitutionalization." 

A copy of the paper is provided at Appendix A. 

In the peper, the social and political dyna~ics which 

led to the coneeF tualization of SID are revievred. The 

five service-integrating components, which are the structure 

-5-
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of the model, are d""fin.:d. TI"lCse C0t:::poncnt~~ (lre: (a) 

AsscssIT,cnt and Prescript:ion (b_E~P) Te&n, (b) Broker 

Advocate. (c) Quality Control Team. Cd) Aut~~3t~d Infor-

mation System, ~n.d {e) Committee of C"');.;nissioners. An 

overvie~ of the client processing ~rocadur3 is presented. 

And, related progrG~ ~ctivitipft are discussed. 

The SID mOf~el ensr.ges t7"rc.'lC stdte agencies at both 

state and local levels. Thes') bgencies are: Departme.nt 

of J:.k:ntal Health and l·kmtal r.£.>tardatioi1; Co,'.:mis;Jion for 

the Visu311y HAndicapped; Ccmr;nission for Children i<-:ld Youth; 

Department: of Helfere; Department of Vocational Rehabili-

tatiOD: Department: of Health; Office on l\ginG; Council for 

the Deaf; Division of Planning and Community Affairs; 

Department of Corrections; Employment Cmf!mission; and, 

Department of Bducation. 

In addition to the particip~nts from mUltiple agencies, 

the model requires a suppcrtive staff. The s taft perfor:::ls 

three main [unctions: coordin~tion, developil1:::mt, and 

m;:d. ntenance. The mode:l perfl)r:':!s a coordination/ advocacy 

service for eae:: individual ::::1; ,·~·:t it embraces, builds a 

planning data base for agencies concerned ",ith human service 

resource developucmt, a:ld creates cchesiveness among service 

providers as they engage in a mutual en~erprise. 
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IV. COORDINATION REQUIREHSr';TS 

This section presents guidance to those individ~31s 

\-1ho elect to im,: tigate application nf the SID model. The 

coordination reco~enG:ltions proffered are distilled from 

experiences encountered in a relatively brief timespan 

(two to three years). For those readers who are interested 

less in advice and more in \-.That actually transpired in 

the course of our particular coordination efforts, Appendix 

B is attached. It p1.-esents a descri'ption of the approach 

we took and some of the things we encountered in attempting 

to ge'c many people, from various disciplines and at many 

levels, to Hork together toward a common goal. 

The usefulness of our coordination recommendations may 

be limited by the uniqueness of our situation. In the 

firs t place, the SID proj ec t i-JCl,S a federally- funded 

research and demonstration project. Hopefully the future 

SID model user will be accorded more authenticity and 

legitimacy than ordinarily acc(lrDpanies "soft money" status. 

I·ie were ch3.rged \-lith having to develop and to implerr.ent 

in tandem. Future users of the SID model \vill be spared 

the burden of technical development. :,t may be unuise 

to assume that this will make coordin.s.tion, itself, any 

easier. 

-7-



Virgiria is differo'1.t from all the other forty-nine 

states, as iG each stnte from every other. The same can 

be said for localities and specific state institutions. 

\-lith these qualifiers, 'We offer the fol101:-1ing S~!g-

gestions, intending that they will be of some use to those 

persons 'Hho have responsibility for "synergizing" the 

program. 

A. R.ECISIS]i .1:.°. INPLEHBNT 

Let it be aSSTh~ed that some day, perhaps even a decade 

henc~. a service pr0,~der or a planner in state government 

pulls the SID Final Report off the she1£ and says to him-

self: "1 t;hink this method offers a direction in which to 

mmre in reaching solutions to SOT'1<.:! of our institutionaliza-

tion and service delivery problems." 

Let us further presume that after careful thought anG 

study, and after discussions 'With several of his colleagues 

and associates, he decides to take action. Hhat should 

'he do? To whom should he go? 

After he has established a base (~f informal ::,upport 

within his Olm anency and, ideally, acr02S arencies, 

he must go directly to the Governor to solicit the Governor's 

concurrence in moving ahead with an implementation plan. 

If the G~vernur is disinclined toward the id~a of implemun-

tation, 1:he instigator should desist in his efforts lmrne-

di ntely and look elscHhere for pro~r.:.1rnm3tic so~_utions to 

C'xiscent problems. 

-8-



Involving the Govc::-nor right at the outset cannot be 

overemphasized. This shoulG be done even before any con-

sideration is given to the obvious question of resource 

alloca~ion or re-allocation to pay for the program. The 

budget briefing should follow later. An inter-agency 

progra~ as broadly based as SID ,vill not survive without 

the s~nbolic support of the Governor himself. 

The instigator ,viII be tempted to omit this crucial 

and most important first step in coordination. Especially 

if his Department Head or his Secretary (or super-agency 

head) or Board is strongly con~itted to implementation and 

sees no neEd to bother the Governor. Let the instigator 

be duly ~'TC'.rned that once he encounters his fire t cocrdi-

nation crisis et t!~ s tate level his arduous effort in 

service integ:::.8.tion ,,'ill be in serious jeopardy unless 

the Governor's support of the program be clearly under-

stood by all of the participants. 

The same advice applies "lhen there is a change in 

administration. The neH Governor must be seen and briefed, 

and the support of his office reneued and rest';tted. Shoxt 

of this, stlte agency heads will begin to withciraw their 

participation, and the program will wither and die. 

-9-
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B. DESIGNATIOn OF Pn.OG~JJ'I DIPillCTon/COQRDINATOR 

The instig::tor should be designated the program direc-

tor. Ideally, he 'Will be your!g, vi30rcus, ambitious, 

charismatic, inspirational--a persor.. of vision and courage. 

Falling shert in sane of th2se qualities, he will at least 

be unsc::..thed by the lethargy, fear, and paralys is which all 

tOG frequently pervad0 the c1irrate of bureaucratic havens. 

He vlil1 value constructive so.:::ial chcmge over personal job 

security. 

He \vill be a generalist and ~'I1il1 not be hide-bound by 

the provincialism of his ovm profession. He 1vill empathize 

with the application 0:: management principles to human 

servicE' delivery problems. He 'vi1l use the socio-technical 

procedures in the progra::: to buttress his role as an agent 

for social change and reform. He \vi11 be durable and thick-

skinned, but also patient and sensitive to others in execu-

ting the delicate requirements in coordination. H0 will 

be an advocate for tite clients embraced by tte program. 

C. COORDUJATIO='! AT STt.!TE LEVEL 

Assuming no~,T that the decision is made tc initiate the 

SID progr::un, that support has been E;ained from the Governor's 

office for its implementation, and that a program director 

-10-



possessing the necessary qualifications has been designated, 

the nExt step in the coordil1(1tion process is tG "recruit" 

those state agencies that are to participate and collaborate 

in the program. 

The state agencies targeted for collaboration ordi-

narily will be those agencies traditionally associated with 

human affairs or human resources. There is need, however, 

to establish a broader base of participation. Education 

and Emp1oYl118ut, both of vlhich ordinarily are organizationally 

unrelated to the hlli'1lLn resources aeencies, must be brought 

into the program since a :!..argp. proportion of the clients 

embraced will be affected by the resources of these agencies. 

Because of the implications SID-generated info~lUation has 

for planning, the state planning agency shaul:! also be a 

participant. If the state has a separate housing agency, 

it too should partiCipate because of the salience of 

housing as a resource requirement in returning clicr.f:s to 

the cOIrli1mnity. 
'; 

After the potential participating aeencies are identi-

fied, the heads of these agencies should come together in 

a sel;"ies of meetings. These initial meetings are chaired 

temporarily by the human resources super-agency head, if 

there is one, or by one of the agency heads if chere is no 

-11-



umbrella ag(::ncy. The progrc:.m direct~~;::- does not pinch-hit 

as a CGIuporary chairlT.:.:m. 

~te first order of business is to decide upon the 

funding mechcniSl"(s) to support the program for its initidl 

year or t-;.n'. A budget is dravm up and agreed upen. The 

GovernOl:" is briefed on the budget plan. Once lur,di:lg has 

been agreed upon and secured, an explicit, written compact 

is designed :md signed by all of the agency hec'.ds. The 

compact sets forth the obligations of each agency: pro-

fessional man-hours requ:i.:Led to operate AE.P Teams, atten-

dance at commissioners' meetings, logistical and adminis-

trative support arrangements, contrLbutions to the joint 

budget, etc. 

Out of this initial series of meeti~1s, dedicated as 

they are to initializing the prograw, will emerge the 

structure and fUnctions of the Committee of Commissioners--

the governing body of the program. Officers 1.;rill be elected 

and, if the agency membership is large, an executive 

comrnittee \Vill be appointed. The program director should 

be desi~nated as an e:-:-officio member of the Cor::mittee of 

Commissioners. 

The Commi~tee of Cor:unissioD2rs 1'1ill mE'et regularly. 

It ~.;rill shape and mold policies to .enable maximum usage 

-12-



of the socio-technical procedu:::-es embodied in the prograr:,. 

It will review the program evaluation information generated 

by the automated info1';rnation system and will make policy 

and funding decisions accordingly. 

Eventually the structur<:: and functions o·f the C0Im11ittee 

of Comlllissioners are formalizeu into an established set 

of by-laus. 

D. COORDINATION AT LOCAL LEVEL 

The program cannot begin on a state-'.Jide basis all at 

once. Therefore t the issue of comnl'~Y'ity selection is the 

first to be faced in operationalizing the program at the 

local level. 

The size of the budge!:: will determine hm., m8ny areas 

can participate in the program for the first year or two. 

It is no doubt 1;vise to begin ,vith a small number of 

communities any-way (2 or 3) so that a basi,~ for sound 

judgment can be established regarding the question of later 

expansion throughout the entire state. 

Communities are gLren the oppo:::-tunity to volunteer 

for partici )ation in the program by responding to a p'.lblic 

announcement that the program \vill become operative at such 
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and such a,datc. Those communities responding are contacted 

by the program coordinator to explain hm. the procedure 

operat~s, what it entails, and its probable effects. 

Communities shmving ke.en interest and cowmunities Vlhich 

tt.e Cor!].."'nittee of Commissioners perceive as high priori.ty 

areas are visited by members of the COTlr.1ittee itself. 

After all the information is in, and digested, the Ccc~nitLee 

of Conunissioners selects the target communities (and state 

institutions) in ,.;hieh the program is to begin. Confi~lTl3.tion 

froQ the conlli1unities is then obtainEd. 

Entry into an area once it is selected can be furthered 

by maldng use of ne~';rs releases to the local ne,vs media 

advising the public of the proposed program. A follow-

up st~ory may be used to inform the participating corrumJ.ni ties 

that a sC8rch is unden-my to recrui t c:.L1a15.fied persons for 

local staff positions. 

Once key staff positions are filled'!' and the incumbents 

orient ther~selves with their immediate surroundings of people 

and aeencies, the new's media should again be used to inero-

In implementing the SID model, now thae it has been 
developcl1, there is no need to have both a community services 
coordinator and a chief broker advocate. The functions of 
the community services coordinator are assumed by the director 
of th~ lead agency at the local level. See pp. 36-38 of 
Appendix C to Volume 7, "Plan to Continue SID." 

" 
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duce staff to the cOITJ"Junity and announce that the staff is 

plnnning to hold meetings with members of the cc:c..!ltmity in 

lhe very ncar future. 

The firs t community meeting should be held vlith the 

individuals who were involved in the original lo-.:al decision 

to participate. Again, some of the original visi~ing state 

group shOuld accoffi;:Jany the neHly appointed staff members. 

Additional visits are scheduled by staff with individual 

community agencies and institutions involved in the pror;rA.m. 

A formal a~d in-depth orientation to the program should 

be presented to groups of key local participants from both 

the community agencies and the institutions by the chief 

broker ;:dvocate supported by SIn central office staff. 

During these information type meetings attention is focused 

on the role of the bioker advocate, the role of the 

Assessment and Prescriptiun Team, the role of the Co~~ittee 

of Commissioners, ~nd the contribution of the Automated 

Information System. Highlights of the client processing 

procedures are also presented. 

The for;r.ation of an Assessment and Prescription (A&P) 

Team is the next phase of the local coordination require

ment. It is this element of the process that is extremely 

vital and the one upon which the success or failure of the 

program at the local level rests. 
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Depending on the job done in the first three phases of 

local coordination, i.e., selection, euery, and orientation, 

the fox-matio. of an A&P Team. will be easy or difficult. 

It is during the orientation session with the local agencies/ 

institutions that the sul;ject of A&P Team membership should 

be discussed. Such discussion includes ,·,hich agencies are 

to be ~epresented on the team as set forth in the program 

guidelines and according to suggestions soli.cited from 

the agencies them~elves. If the area to be served is large, 

as was the case vlith Planning District df6, and there are 

several offices of one agency (e. g., vJelfare) " methods mus t 

be derivt;d to incure adequate ",ithin-agency represe:ltation 

and communication. 

The ACP Team chairman will ordinarily be the director 

of the local "lead" ab·~il.cy, w'hich \.,il1 be the local counter-

part of anyone of the participating state agencies. 

(See pp. 36- 38 of Appe.ldix C L,' Volume 7, "Plan to Continue 

SID".) The chief broker. advocate vTill "lOrk closely v;: th 

this person in organizing an effective A&P Team. A meeting 

of prospective A&P Team ml'F.::,,::rs will be called, menbership 

decided upon, officers formally elected, and the entire 

Team briefed by SID staff on the established client pro-

cessing procedures. Copies of the A&P Team Manual are 

-16-
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distributed to Temn members. A date is set for the first 

client processing meeting and the progrBm is finally 

underway. 

E. M.AI~nENANCE .A:'iiJ MOVElv'1:=':NT 

The program requires ongoing coordina::ion maintenance. 

SID central of£ice staff make frequent visits to local 

A&P Team meetings to give consultation and guidance in cb~ 

established procedures, to keep the co~runities in touch 

with policies and developments ;::t the state level, and to 

remain informed with respect to issues and problems 

occurring at the communi~.T level. SID field staff ensure 

that A~;:P Team operations run smoothly with respect to 

scheduling, attendance, information distr5_bution, and th;:~ 

like. The program Girector engages the Committee of 

Commissioners with program happenings requiring the atten

tion of the governing body. Since the program involves 

many different individuals. and agencies, and since 

individuals are knm..m to change positions not infrequently, 

coordination maintenance requires a constant education and 

reeducation process. 

Hovement in the program can progress in any of three 

main directiolLs: (1) expanded base of clientele; 

(2) eytension into other geographic areas and other state 
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institutions; and (3) incrcC'.sed d,~'7elopm8:1t of cos:rnunity 

resources to incrcm~nt the qucntity and quality of service 

to the clientele. The progY['I'!il has th~ necessary structural 

elements to accomraoc1::te movement on all three of these 

fronts. It is the challenge of coordination to ensure that 

the proeram's structure:; (Com:nittee of COf;1T:lissioners, A&'P 

Te&ms I Automated Infornl,:-tior. System and SID S L..'3.ff) are so 

utilized. 

V. CLIENT PROCESSING PROCEDURE 

The procecsing of cli?nts in a sar,rice-integrative 

mOc1el depends on rapid and accurate trcmsmiz8ion of infor-

mation. In tUG SID model, the \:.·:cokcr aclvocc.te, 1'.[-22 Tcafi!, 

other cm:n;:;.1.mity and institu·tional service providers, and 

the client himself. (.~re the major COInrOl.u'!icators. The 

bulk of the information exchanged concerns the indivic.ual 

clients. The modt.~l provides very stz-uctured procedures 

for the collection, compilation, and dissemination of 

these client-based data. 

The reader has already been introduced to the overall 

cliE!i,t processing flo'i1. (See Figures 1 and Z in Appendix A). 

Nm-l pr. esented are the procedural details required to accom

pli 7 h the events represented in the DvO figures in the paper 

at Appendix A. 
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·~~o manuals are ess~ntial to execute the processing 

Dr ;j p;iven client. These are: "The l1ethods and Proce-

Jures Hanual" (attached as Appendix C) and "The Assessment 

and Prescription Team :{anual" (attach.:d DS Appendix D). 

Volume 3, liThe Autonated Infor~E1tion System," is essential 

for the compilation and presentation of the client process-

in:~ information onct· iL is gathered via the procedures 

dC!sc~'ibcd in ·the tv10 manuals. 

The Xethods and Procedures I1anual is designed speci-

[icully for use by the brok~r advocate, since he is the 

principal recorder of all SID-generated information. It 

contains and :xplains all the forms necessary to capture 

th>2 information produced at each step in the process. The 

Hethods and Procedures Hani.1al also contains instructions 

for the distribution of the client-centered reports 

8enerated by the autonated information system. As the 

client I S representative in the raodel, the broker advocate 

is the primary focus for such distribution. 

The Assessrr;ent ano. Presc!:'iptiol1. Team Hanual is a hand-

book for Team m0rr.bers. It contains the necessary procedural 

infor,Tlation for thE' Team member to reach pr(!scription and 

follo:'l-up decisions. It is used by the Team member during 

the Ac!P Tea.m meecing, since it provides essential formats 
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and definitions. It gi.V(~s [;u:.tdan..:e for Team composition 

and outlines the rol0.s and responoibilities of the various 

pa l-Lid.pants involved ill client processing. Semple case 

manil~~cm(-mt uutoraat<::d reports on a £ictiL.ous clieut are 

i ne lulled in the A&P Tca!!. tlc.nual. TabJ.e 1 at. the cnd of 

this section lists the case management reports developed 

(lnJ pJ;Hl.ned. 

It is recommcmd:;:;d that a prospective t:.&'P Tea:TI member, 

in addi tion to being provided t'Jith a copy of the AM? TeaLl 

Manual. also be el~posed to the ('verall SID method as 

described in the paper at Appendix A anci to the I:lethods and 

Procedures l1anual at Appendi~: C. The AW! Team Chairpcrson 

wi 11 Hant to keep thGSC t'(oJO lElttf:!r documents on file. 

Training of the broke:: adv~: ,:J.t'2 requ:Lres the study of all 

thre~ docQments. Volume 3, the docwnentation for the 

automated system, is not essential to fulfilling the rol~ 

of either A&P Team member or broker advocate. 
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Titl~ of ~~_ 

\RSeSsmL'nt Summary 

lehavioral Repertoire 

)rescription Summary 

~ul f i llment of 
Continued 
Institution 
Prescription 

aient Status 
Report 

~esource S8arch 
Results 

:;ervice Delivery 
Result:; 

TABLE 1 

Al'TO''iATED l!\'DIVIDUAL CASE :1,\.."<AGEME:-ll REPORTS"" 

_____________ ~Contents .of Rpr~o~r~t~ __________ ___ 

Present., rktn re client's background, ins ti tu tional ard service 
history, past and present physical condition, educational history, 
employment history and potential. 

Five-point scale rating3 of 154 adaptive and 68 n~'ladaptive 
behavior items, 

Includes data re Team's prescription deciSion, renson for such, and a 
judgment as to why client has remained in the instit~tion; listing of 
elements prescribed and corresponding objectives specified. If 
applicable, address where client has been placed is noted. 

Includes listof each continued institution element prescribed, and 
codes indicating degree to which objective of each has been fulfilled 
and who provided this assessment. Gives explanation of degree of 
fulfillr,)l':1t as applicable. 

Summarizes client's processing history in terms of assessments, 
prE'scriptions, recommendations, residence changes I lollOl-l-UP and 
problem reports. 

For each community placement element searched, name of person broker 
advocate contacted, agency name, and ::lddress are listed. If resource 
agrees to provide service, date service tobegin (and date of tertlina
tion if known) are shOlm; otherwise reason resource unable to 
serve client is noted. Summarizes data re total and mean numhcr of 
differpnt providers contactpd in housing. incom~ and other clement 
searches. Notes any prescribed elements that Here not searched. 

For each commu.lity placement element prescribed, nc-me and address of 
provider are listed. Client's satisfaction with service, provider's 
judgment of client's movement toward objective set by Team, time and 
expend i Lure! inver ted by provider in serving the client are included. 
genS(lllS for non-provision of p.:escribed services are given, 

-?l-

Developed! 
Planned 

Developed 

Deve]oped 

Developed 

Developed 

Developed 

Developed 

Planned 
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Problems Reported 

TABLE 1 (continued) 

AUTQ}[ATED l.XDIVIDUAL CASE ~L\SAGE~!ENT REPORTS:!: 

Contents of ~cport 

For each problem reported by a SID staff member re the client, 
gives information on who reported the problem, the prescription 
element to 'Ihlch the problem relates, Io/hnt contacts wC're made 
in resolving the problem, and ouLcome in relation to continuing 
service delivery. 

:'o2ve10pedl 
?Lmned 

Planned 

'*F~-;::-~~rrples of each -iJutomat(ld individual case management rellort developed to date, see A&P Team :-l,mual at Appendix D. 
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VI. PROCEDURES IN PROGIlI\,:'1 EVALUATION AND RESOURCE PLANNING 

T Frequently social programs are begun and progralYl eva-

I 

l-
I 

lU:1Lion is at best an aft~rthought. The community mental 

hcnlth center movement is a prime example. There are others: 

introd'.lction of the "new' math" in elementary education, 

rehabilitation p:;:-ogramming \'lithin the confines of the penal 

institution, and cross-to~n bussing of school children. 

Because of its origin as a researc~ and demonstration 

project, the SIP model carries built-in pr0cP~u~RS for 

evaluating the ;:ottp-inr.J.ent of its O\.;rn operational objectives. 

This is of en0rT:10US, obvious advantage to the prospective 

user of the SID model. 

Cont~nuous Qonitoring and tracking of the happenings 

associated with the deinstitutionalization and the service 

delivery process arc accomplished in the SID model by an 

~lssemhLlt',e of automated reports constructed largely from 

individ~al client-based data. 

Program evaluation proceeds most systematically ,.;hen 

it is designed to provide information in response to cI:lpiri-

cal questions generated by the program's objectives. In the 

case of SID, there arc a host of such empirical questions. 

-23~ 
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\.Jhnt are the characteristics of persons residing in 

l-;ln[(' inl-;titutio:1~;? Hhat services do these persons need? 

Ar~ lhey getting th2 services they need? Docs behavior 

expand or contract as a consequence of deinstitutionalization? 

Do clients prefer community living modalities over state 

institutions? Does it cost more to serve a client in a 

state institution than in the community? hlhat h2.PFenS 

to persons after they leave state institl:.tions? 

The SID project does not provide definitive ans,;-.ers 

to these and otter questions like them. The SID model, 

hmvever, does provide the cap&.bi Ii ty of answE·ring such 

questions over time. 

Table 2, entitled "Automated Program Evaluation 

Reports, rt appears at the end of this section" It poses a 

series of evaluative questions, names the autonated report 

addressed to the question, briefly descr:bes the contents 

of the report, and states Hhether the report is currently 

developed or planned. Sample versions of the program 

evaluation reports developed to date are presented in 

Appendix E. 

The information products associated ,"Ji tIl program 

evaluation are of use to program managers, service providers, 
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resource planners. goverl~cntal representatives, social 

r('s earchers, and consumers. 

The entil,-ety of Volt:mz l~ is devoted to a presentation 

,of program evaluation information generated by SID model 

operations to date. Volune 4, therefore, represents a 

"for instance" t.!pplication of SID's program evaluation 

procedures. Vol~~e 4 is to the SID program what a particular 

case file is to the individual client. Prosp,:o:.:tive users 

of the SID model are guided accordingly. 
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TABLE 2 
,~ 

AUTOMATED PROG~~! EVALUATION REPORTS 

Title of 
Evaluative Que~s~t~i~o~n~ ______ ~R~e~p~o~r~t~ __ __ 

Hhat are the personal, 
SQci~l, medical, and 
demographic characteris
tics of selected client 
groups? 

Does the behavior of 
selected client groups 
vary? 

What elements have been 
prescribed for selected 
r;TlU?..; of clients? 1'/hl1t 
are their SCI vice nec~s? 

Has institution stnff 
cnrrif.'d ('ut the prelOcd p" 
tion written rot selected 
groups vI clients prcFcrib
cd to continue in the ins~i
tution? What are the insti
tution resource gaps? 

Do broker advocate casc
loads vary and do some 
req'lire adjustment? 

How many clients have 
been processed? What are 
their prescription status 
and their placement 
outcome'? 

Assessment 
Digest 

Behavioral 
Rerert.oirc 
Statistics 

Prescription 
Digest 

Fulf:i.llment o[ 
. Con t.t l1uE.'d 

Tnutitntion 
I'rescc1ption 

Digest 

Broker 
Advocate 
Case load 

Client 
Processing 
Summary 

Contents of Report 

Presents aggregate data re background, family, insti
tutional and service history, past and present phYSical 
condltion, educational history, a. ~ e~loyment history 
and potential. 

Includes mean score and stanci3rd deviation for each o[ 154 
adaptive and 68 maladaptive behavior items as well as same 
for 20 categories of behaviors. 

Givps aggregate data re reason for prescription decision, 
reason client has remained in the instilution, elements 
?rescrib<:d [or corr:ruunity placement candidates and for 
those to remain in the insti':l1tion. 

Includes B~~mnry J~ta for each institution and clement 
pr~Acribed shcwinC the degree to which the objective 
of the c1(>I1H.mt wilS fulfilled. Ind.lcatcil dincrL'pancy 
between prescribed institution sPfviccQ and delivered 
institution services. 

Developed/ 
Pl':>:lned 

Developed 

Developed 

Developed 

Devc::loped 

Caseload 0r each brokc~ advocate is presented in terms of Developed 
the number of ar.tive clients, terlTinations, prescription 
decisions, community placeme-n\'<:, and comn,uni ty placements 
who have returned to an in~litution. Caseload for a given 
SID field unit by originating institution is sumtrulrized. 

One page report highlighting .client processing dnta for each Developed 
client group and Team. Tncludf's number of clients asses.,::cd 
and prescribed, number of reassessments, current prescription 
status, number of terminntions, current outcome status, number 
of clients who have returned to an institution, number of Team 
meetings, and a rudimentary count of A&P T~am man hours spent 
in processing with the professional manpower rost of such. 
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Eval~ative Question 

What happened at a 
. selected. A&? Team 

meeting a~d what are 
the to-date totals of 
prescriptions, out
comes, and resource gaps? 

What resource gaps in the 
com.':Jun i ty have been un
coverpd; or, for selected 
groups of clients, ,,,ha t 
servi<.:es have been found 
vs. the elements prescribed? 

IThat services arc a-"tualJy 
being provided for selected 
groups of community place
m~nts VS. the elements 
prescribed? And, are the 
clients meeting objectives 
set by the Team? 

What problems arise for 
selected groups of clients 
placed in the community and 
are these r~solved? 

Whgt arc the co~parative 
cost/benefits for selected 
groups of clients re commu
nity vs. institutional 
living? 

\. \ 

TABLE 2 (continued) 

* ACTmlATED PROGRA.'1 [1.'ALUATIO~; REPORTS 

Title of 
Report 

Client Status 
Update 

CW'lulative 
Resource Search 
Results 

Cumulative 
SeLvice Delivery 
Results 

Cumulative 
Problems 
Reported 

Cost/Benefit 
pnalysis 

Developed/ 
_________________ C~o~n~.~t~e~n~t=s~o~f~R~e~p~o~r~t~ _________________________ Planned 

Produced after each A&P Team meeting. Provides current 
prescription status and latest reassessment prescription 
status for the selected meeting as well as totals to 
date. Provides d~tailed client outcome dataj housing and 
income resource gaps are rloce.mented. 

Developed 

Gives total and mean number of broker advocate contacts Developed 
made in search to fill community placement prescriptions. 
Gives total ,",nd mL .. n number' of different provjders con':acted 
per prescription element. Categurizes the reasons given 
by agencies for being unable to provide service. Sho'ws 
discrepancy between services prescribed and services 
aetually located. 

Inch:des data on services provided, clients' s;.ltisfaction Planned 
with services, providers' judgments re clients' movement 
toward oojectives set by Team, and time and e~~cnditures 
invested by service providers in serving clients. 

Presents data re which elements are "problelT'. elements," Planned 
contacts made by broker advocates in resolv: '1g problems, 
and outcomes in relation to continuing service delivery. 

Automates the procedures and displays in the cost/bepefit Planned 
analysis. (See Volume 5). 

*For sampl('s of each automated program evaluation report developed to date, Sec Appendix E. 
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The per8011no 1 requirements to Opl.:l.".Gte the SID model 

<.Ire: members of the Cor:1.1litt(:e of C0n:rr:i~lsioners, Assess-

m~nt :md Prescription Team members, and SID staff. 

Services of th£ :'1embers of the Co~;::::littee of Cor.u"';:issioners 

and of members of A&P 'reams .'lre part- tir:!.~, voluntary, and 

"contributed" i consequc:ntly these serviced do not repre-

sent additions to alre2.dy-established budgets. SID staff 

membe~s devote full time to the progr~m and thus do repre

sent increments in personr.el to tl1e existent service 

delivery system. 

SID staff are situated in tt<10 places: central office 

(in the £) ~_,!te' s capital) and field offices (in the geographic 

communities in 1:-Jhich the program operates). 

It is recc,rrJTlended that thp program, at leas t initially, 

attach itself for ho~sckeeping purposes only to one of the 

participating state agencies. This arrange~ent is con

serving since the administrative supportive services (fi

n:mce, persom,el, purchasing and supp ly, etc.) for the 

progrn"n are rendered by the housL1«;eping a8.ency and do not 

have to be duplicated. 

The mail; functions per formed by the SID central office 

are: administration, coordination, planning (for extensions 

of the ?r02ram) , progr;;;ffi Gvaluation, automated data prb-
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t't'H:;il1), •• ;)n<.1 clcrical/secrecnrinl. The number and kinGs 

\;,' Ih·I·S<l11l1i..'l in 11H' SID t!C'nLr:ll office !In' governed hy 

[1lL'st' [unctionnl requirements. 

Given the fact thaL the SID procedures are already 

dev~loped and assuming that the user will decide to 

initiate operation of the model in only one or t\'JO C();:l

muni ties, ,·le recOImncnd the follmling minimu;n staff in the 

SID central office at the outset of the progrCl!:l: program 

din~c tor / coordin<l,tor, progr.:;.m evaluator, sys ter.Js analys t/ 

programmer, keYP1.!ncher, and sccretary--a total of five 

staff positions. It is assumed t.uat the program "lill have 

access to the state compu':er systei:l, but it is emphasized 

that the program carry its ovm data processing personnel. 

As the program grows, the peLsonnel needs of the central 

office can be reviewed at appropriate intervals. 

The main functions performed by the SID field office 

are: case management, CiUie cuordinati on, and 1 ... £'1) Team 

coordination. The number and kinds of per::onnel in a SID 

field unit are governed by these functional requirements. 

The responsibility for A&P Team coordi:1.ation rests 

with the A&P Team chairman (i.e., the director of one of 

lhe local ngencies--a non-s taff IT.e;,:b(·r of the program). 

lIt' is nHsiBLC't1 i.n ::is c()Ol~dinilt"i..m erfort by LI1L' chicI' 

broker advocate. The complement of broker advocat~s pLr-

'[orm the case management and c&.se coordination fUDctions. 
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For a community with a population 100,000 to 150,000 

He recommend the' follmJing composition of staff for a SID 

fjeld unit: chief broker advocate, five B-l~vel bl'oker 

advocates, five A-level broker ac.vocates, and one secre

tary. This s taff:i..ng compler.H~nt can serve tt ... o AEP Teams, 

(,Rch meeting tvlice a month, and reVie\'ling six. to eight 

clients per meeting. The program director will want to 

phase-in the ten brokE~r advocates over a 3 1:0 6-month 

period. 

Attached at Appendix Fare recmmnended job descriptions 

for field staff for use in establishing state personnel 

classifications. The user should have no difficulty 

developing his o"t-m job descriptions for the central office 

positions. 

VIII. OFFICE MAi';,\GEI€NT PROCEDURES 

Office management procedures are accommodated to 

(1) the particular state's personnel and pay regulations 

and (2) the work requiremf:nts of th~ program. 

Attached at Appendi x. G is :m office manual developed 

in the course of the SID proj ect in Virginia. 1;.[hile many 

of the specifics in the o{fice manual are of provincial 

interes t only, such a docur,lent is found to be useful in 

"'he initial stages of orientation for incoming staff members. 
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It serves also as a reference manual for administrative 

and cle~ical functions. 

Scheduling is a very essential feature in the field 

operation. The last page of the appended office manual 

~ivos iln actual example in PD #6 of assessment and prescrip-

tion scheduling. Note the necessary lag time bett-;ef::n 

t.he broker advocate's gathering of the assessment informa

tion and the A&P Team meeting at Hhich the client is to 

receive a p~escription" This lag time is nec~ssary because 

of the follmving empirically derived tb·:: frames: 

Function Performed 

Obtaining authorization for release 
of information 

Time Required 

Varies ,videly: 
From 10-15 minutes 
to vleekE: and mon ths , 
depending ulJon 
availabili ty of 
source 

BA compilation of assessment info 1 to 2 days 

Mailing assessment info to central office 1 to 2 days 

Data procQssing 

Proof-reading of the automnted 
aS8~ssment report 

Dupli(lting for distribution 

Di~ ibuljng to A&P Team members 

Report a"Jai l'lb l.e to A&:F Team membe::-s 
prior to TS1ID meeting 

Total tiwe from Ell.. a8sessment to 
A&'2 Team prescription 
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1 week 

1 to 2 days 

1 day 

1 to 2 days 

3 to 5 days 

15 to 21 days 



Opticn 1 scanning methodology ~·JOuld reduce the a.mount 

of data processing time, but to date SID in Virginia inputs 

tIata via key--to-tape. ~'1hen the reeder turns to Volune 3 

he will note that the automa~ed information system developed 

accommodates conside.rable open text _ l.Je have found that 

this h;:s an advantage in v]Ooing the broker advocate and 

in increasing the flexibility of the automated report as 

a source of assessment information for the A&P Team member 

user. 
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APPElIDIX A 

Paper entitled" A ServIcc;:-integrating Hodel for Deinstituti .. oll.

alization" rep:. inted from Adrnipistration in Henta1 Health, Spring, 

1975. 



BACKGROUND 

Over thE' pa,~ tW~) ,,!.'''adr·$. a rnovpment to 
"dcimtitu tioo;:h7('" ('il i;"'ns in fUl'ilities for 
1.h" nll'n!ally rl'lan:ed. llll.'nkllly ill, ,,~d 
ju"milc- offl'n.!·'rs has ari.l:1I :n this ,-(;uniry 
(.J. inl C')lTlmi,;,1I1!l em :o.lent.11 Illness and 
Hl,;[tlh 1 'Hi 1). ,Jtl'lll'id p,'OL't'!'iSf'S that on,:e 

. r'omotl-u in!otl~'1 ~H IJaillatioll now provide 
the slrongl':-ot I!nl'>'t\l~ for th·insLitut;'mMii· 

zation, throu~h dC'cidons on due pro('I'~S, 

right to tn'atment. right to minimum W;lgl',' 

right to education, and wclfarp r:gIlL<;. TIll' 
trend, additionally. ha:; gained impl'LU:i as 
fiscal administrators qu<'stion the wisd(l!l1 of 
hl\vlng human warche:!!;,'S (Conky 1973; 
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David 1971; Kistil1 p-jd :',;o;:ri;, 1972; Waaner 
1972). !l.l~o conLributin,; are advances in 
psyl'llOphurmccology (Efron et a1. 1968) and 
bella"ior managcment (KmGner and Ullman 
1972). 

~)trong justification for a dcinstitutionali
za~bn policy can be based on simple 
hUl1unitari:mism, civil rights, cost conscious
ness, (.r Lhe stale of the rehabilit~ltion art. 

I Jowever, there hl~ rOw .... l1ul resistances 
(Ba1'3chal 1971; Muckey et a1. 1967; Scheff 
1966; Yolles 1969). Inertia is one. 
'I'l'rritorialities must be redefined, resources 
rcuilocated, conting(:'ncies llnd priorities 
n'ur(;m~ed, family expectations and !:el'Vice 
dt'lwcrers reoriented, vested interests sur
rendered, bureaucr::ts and legislators con· 
vinced, and the culture de-mythologized. 

Program excursion" into rapid, massive 
dischargps (as in California, New York, and 
Massachusetts) have met with less than 
unC?ualifi.('~ approval and suct:~'s~ (Chu and 
Trotter 1974; Jacobson 1973; Schumach 
1974; Vach·; 1972). Ps(>uuo issues have 
arisen, '~W:', 't::)t\gh it is obvious that 
eor.lln .mity plac..t'ilncnt in the absence of 

it it> OiJ1.'iOlLS thai community place~ 
me!!i in lhe alJsence 0/ com.mu.n.iry 
sUPpoih; ia <HZ lmf(l~f' lest of deinstitu. 
tiorwiization ... A polle')' without an 
impl!'mf'nting l};"ocedu.re is like fairh 
wi£izolll u:orhs. 

("'ommun:ty 5Upp'">rts is an 'unfair test of 
d('institu~ion:.llizalJOn (Anthony et al. 1972; 
Johnson 1971: PurvIs and Mis'-dmin:. 1970). 

Rl'(,oJt~i:ting . that a poHcy without!. an, . 
lInp!enwntil1iJ proc(>[illrt' b like faith withl'ut 
worKs, the Commonwc,uth of Vir~ini:1 

prernrC'd for n dcinsLitl..:t10lonlizatiol1 pr<:r,ram. 
It applied for n n'senr:h aml d('mol'~t:'atlOn 

,r;rani. from thE.' Social and Rdw.bl:. tation 
S(,l'vic(', DIlE\\,. The bTJ.anL was awarded for 

W.llIsfn E. '.ntnl is dtrecto. SOrvl"f" int£>Qrotio"'J fo:- _ . 
De.n'\'tul'On".'l~,'on (SID) PrOlect. (;ornmQnw~Dllh of 
V,rc·n... f-1>ehme>nd. 

J.ne G Murph\' it ~8tu8hon ,,(o()romal'" 10' the projNt. 
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three years starling in mid·l£72. With the 
Departm"nt of Mental Health and M~mtd 
Retardat.ion as the houseJcecrin~ .. genc}' for 
the want, the applil:ation was q:JOnsored by 
nine State agencies in concct-t. (Agency 
participation has sit1ce grown to twelve.) The 
collaboration represented a fortuitous spin·off 
of a State intNagency w.sk force that f.tudicd 
!'E'rviC'e integ'l'atior, 5tratRgies. The entnt 
proposal applied the task force's service· 
intcgro~ion methodology specifically to the 
institutionalized citizen . 

Virginia has 7,000 mentally ill persons in 
si.x physicCl.! plants, 4,[;00 ment<illy retarded 
individuals in three f:iC.'ilities, and 1,000 
juvenile offenders in seven traming schools or 

-----------------------------------
In corecept, the flTocedm-e is aplPU. 
cable to any in&!ieUfi@naU;:J<1:"E eetizen 
in any Si01.re. 

------------_.---------
at non·State fadlities under c;.;ri:mct. This 
p"'per describes the model of service 
int.egratiu:1 for deinstltutionaiizaticn {SID) 
that resulted from the funded proposal to be 
appliL-d to th~,,::! residents of State 
institutions. In concept, the procedure is 
applicable to any institutionciizcd citizen in 
any St.ate. Many structural element.s end 
procedural details are operational on a 
dpp.'onstration basis. l:yaluation of the model 
and data. it geneL.ltes are subjects of future 
reports. 

The model purports to be a systematic, 
s('rvjcE'-i;1t'~gTating procedure for the orderly 
d,-institutionJ.lization of residrmts of State 
imtitutions. It takes mto account-anu $·:cks 
to O\'\'rcome-some pitfalls in the deinsti· 
tutiQnalization process, such as: imPN' 
mc"bility of the organizational boundC'..ry 
bt!t\~:t't'n State insUtution and community; 
mutu:u ilccllsotiOr:S of "dumping" patients; 
patients "fallmg between the cracks"; patients 
n~avirlg from the "back \'i,u-us" of the hospitlli 
to the "back wards" of the community; the 
"pmg pong bal!" ph{',,"~'menon; high reci
divism rates; lack of' communication, 
coordination, and [ollowup; insufficient 
accountability;' and inadequate resource 
pla.n;)lng. 
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The procedure hD!: 
compon!.'nts. Each 
inte3Tu.ting fUnction". 

five i·:CJI1 

perlormo 
Gtnlctu:w.l 

Eervice-

Assessment <lnd Prescription (A8!P} Team 

This is a co:!lition of professior.als from the 
institution and from the community in which 
the procedure op('rat.€>s. The jnterdlSt~i?linary 
A&P Team has 10 t.o 12 persons. Instit:.:tional 
representatives are typically the dir.ector and 
the client.'s ward physician or unit chief. 
Community representatives are local det'iva
tiv€'s of the nine p::;rLicipati!1IT Str.te agencies. 

The Team usse~:ses puch client, deh:nnines 
the client's suitability for d"instit.!tionali
zution, and writes a "prescription" detailing 
thE. ltinds of services required to enable the 
client to achieve tenure in the community. If 
the clirnt is not a candidate for deinstitu
tioml1i~.rYi.ion, services are prescribed for max
imiz;!~;3 the client's f\l!1.ctioning within the 
institution for the next 6 months. The Team 
IlSSUInC'S qU3,j·!egitimate authorit.y, by m21dng 
recommendations for client movement, over
s.eeinr; sen'ice delin'::)' happenings, and sen. l:Jg 
as II centml focus for interchange on s€rvL:(:; 
delivl.'ry matters [it a local level. 

Field Staff of Broker Advocates (GA) 

These project stilff members in the two 
target areas are "brokers" insofar as they 
(I'Tcnge nnd coordinatE' serviGc d('liveries for 

(Broh('r Ad"'(J<cates) Girl! Hbro!U!TS" 
imw!af' (IS they arrmr~e aw:f coonli· 
n.ate sert'ice deli,'C'ric5) . . . (and) 
"adt1ocat.es" insofar as ehey .'1peak in 
ihe cli(mt~s behalf on maUers the clio 
ent. may be unaMe £0 arcicul'ate. 

th!.' (h'in5titutiomdiu'd client. They art' 
"adv\_", .. t.~s" insofuf ns ti1ey speak in tlte 
c1il.'nt'r. l;lehalf on matters the clwnt may oe 
unable to articulatt'. 

The BA comlllit's t:1e asS(>5~mel1 t informa
lion, rccl.'ives the A&P T(>Wl1 prt";cl'iptions, 
aer..:rches the commul1lty to arrani~l~ for .filling 

the pr-~.('ription, signals the Temn wliei'i 
ndvancG ('(;t .. _c pl~ns a::e complete, .,n"; 
monitors :.;lC client's re<::("~pt of cervic€'.;; after 
ploce,'"ent in the community. 

Quality Control (Gel Team 

Membet:;, drawn from project staff, include 
the Commumty Services Coordinatoi' {esC} 
in either fif'ld office. The CSC establishes, 
coord::'''!3tes, and mair,tains A&P Ter.rn 
functioning, and develops infonnation on 
community resources avcibble for use in 
arr~nging service iJI.ar.S and in promoting 
sei'Vice integration for specific clients. In the 
projects central office, QC members dei:elcp 
and update fC'mlS and proccduml controls; 
evaluate, present and distribute data from the 
field; idE:l,tify issues, make recommencis.tio!1s, 
and propose legislative re~~.ms; implE)n~,;nt a 
cost/benefit analysis to study fi~cul consiier
ations in deincUtutionciizntion; fu,d prepare 
for possible program e,-..pansion. 

Automated Information System 

The model includes developme;~t of an 
autom ... wd information system to stori' ond 
tabulate data and to m?m.ge r' p-:,rtir;g 
functi(;;1s. The system'f outputs heIr the ca.>:-e 
manfl;i':. sewe the client. The system builds 
reports fo. use by the pwgram man;:ger/ 
administr;:tor in planning and evalualion. 

Comn1ittee of Commissioners 

The pw~ect if governed by a committee of 
heads vf the nine State agencies. The 
committee evaluates the model's possible u;;e 
in a Statewide deinstitutionalizaiion effort, 
unfreezing barriers to eff~ctive servicp, insti· 
tULing policy changes, and developing inno
vativ£:' fundilla nnd administration. 

TARGET GROUPS AND AREAS 

The project strives to demonst...-ate the 
feasibility of ils deinstituiionallzation pro· 
cedures for three types of clients in' two 
gE'o[!l'aphic are-as. If living in a State 
institution for the ml.'ntally ill, the mentally 
l'etnrded, or juvenile offender, any citizen 
whos(' hOl~" of record is in Planning District 6 
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(pr.cdomL'1[l1ltly rur:::i rrea) or in Po!!L:mouth 
(ud':Co:1 Gre~) is n prospective cli(>nt. There are 
500 c~leh UH'llltzlly ill reman" in two SLnte 
mc'ntd hc::pii!.;!:;, '~GO wen nwnt:llly rcwrdcd 
p:rICGOr.E in t,'w ::it,:',;!. tmininc SChOOl,:;, and 70 
llUch juv~nileG in nevcn Stat~ imtllu:;ons. 

Phnning District 6 is in the centrd 
Shel1a.:,do .. h Valley. Port.s;nouth is in tllP. 
Tidewater area. S"ve fo': one State mental 
hospitd !'nd one trailllng fJ.:l1ool for the 
';uVt.!nil~ (,fiendc!, the in!;tituticms housing the 
L:u-get clients ftSe outside tl1'~ g"~'gr<lphic limits 
of the two demonst~;:.tion arcus, Driving time 
to the outlying ul:;~!tutions is one to 21,~ 

hours. 

CUE:',~T PHOCESS!f'JG PROCEDURE 

The flow di'lgI'fu71 in figure 1 presents the 
main client-processing sequence. The brief 
dee:!riptors for major bappenings are encluso:,d 
by rectangles; the questions enclosed by 
dinrnonds are the principd bim:ry choice 
point,. 

The pl'ccessint~ of a client be¢ns at the 
circled 1 and ter.ni;,ates only when the 
client ff'Jl~~ outside th,· model's jurif'diction. 

(A prospective client originating in ::l ! ,::'f;et 
area 0150 will fall beyond the SID nood::! 
jurisdiction if neithH he nor his aut!-ioriZi"d 
rcpre~ent'1.tivc givC5 p('rmi~slon to obtain and 
release medical and olher information. 
Tet"Tninat.ion of a previously active client may 
occur for "HrlOUS reasons. i 

Once an institutionaliz,'d person has been 
identifwd as a residc·nt of the lI,uticipating 
community and after the person h:1'; gi\'en the 
Ultlh()rizalioll for information rele3~l', he is 
assif~' "ll to a Broker Advocate. 

Th.! BA bl'gins the pmcC'<;.-;ing by c0mpiling 
client·rclaied infomlatioll from inslitutional 
records and persor,:ld, clil'nt relatives and 
friends, and the -::ii£'nt himself. The 
information is entt'I"f'd on a standard form 
requIrIng identifyinci dJ.ta, reasons for 
inslitutionalization, service history and 
eligibilIly, n'sidcl1cc hi:;lory and petsonall 
family rCSOllrCt'S. physi(:al conditir.,11 and 
history, C'duC'atlOnal hi~tory, employmC'lt 
hisi."1rY and £'mploy;!bllity, ~nd a r,'prrtoire of 
nuaplivl' and mru::llhptl'.,.' behaviors. 

The comph>ted ~essmcnt informatio:1 is 
Gent to thil prokct's c~nb:a1 office fOT 

ltcy·tr.ping and ekctronic filing. An auto
mated ~~'c.;;.mll'nt report ill prm!llcc(j fo::, th!' 
SID field offiCI! unu distributed to A&P Team 
memt.ers prcp:w::lory to all·day. biweekly 
meetings at til(' institutions. Si.x to eight 
dients cre processed at a meeting. The mab 
stages of proces:,ing are a5';l;SSment and 
pre&'ription. 

In as;;(!ssment, the BA reviews the 
automated assessment report, amplifying ;>s 

ne{'(~:;ary. Instit.ution personnel-from unit 
chief to aide-contribute inforIn::ttion. Com
munity TeJ.ITI members contribute whntl.!vcr a 
pre-meeting search of their agency fil"s has 
revealed. The Client appears for a tri€:'f 
"ramilihl'ization" int.erview. (If the client is 
not mobilt!, the Tearn gOl'S to the ward.) 
Discussion CI1SUI'S. 

In the pre&:ription ph3St!, the C'hdirperson 
entert.ains a motion for ('ommunity placement 
versus continued institutionalization, A 
consensus is reac;1('d, at times by vote, ::::nd 
the chairperson leads t~e WUri1 t111:0Ug;1 :;. 
standardizl'd format to idr-ntify the client's 
specific facilitie::!scn·ice: /progranls needs. 

If the decision i3 for continued institutim-i' 
alization, the re~son is noted and the Tea.rn 
\',Tites a prescrip!.ion, specifying the needed 
insti·~t1tion:1l sen'ices. A computer-gen"':::>.t,c'j 
report is filed with the institution in the form 
of a justified recommendation to the 
institution director. Ju~t prior tc a 
reassessment, SLX months later at most, tl;e 
Bll. reports the ('xten t to whid1 the institution 
'filled" lhe prescription. 

If lhe decision is f0r commu!1it}-
rJ]ac~ment, the reason is noted. 'rhe TE'anl 
writes a prescription under headings for 
"housing," "income," "employment/job trdr.· 
inG." "physical health," "socinI/psychologlcal 
health," and "rducatiol1." 

Each headmg contains a list of gl'l1eric 
l'll'ments; for eJWl11plc, half·way house urd.::!: 
"housing," or family cou nSL'ling under 
"socialipsychological health." The A&P 1-..::L'11 
has a handbook that rkfines each eleme:lt for: 
easy r(>f~'n'nce. The Team indicatr" bridiy ti"l€ 
client.qkcific objective of the S€r-. icc 
prescribed. 
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While the Terun is "writing" the 
prescriplion, Lhe BA is r&ordin~ on the 
prC'M'rip lion format the information being 
procilU'pd. The datu Ilxe em~ompnBsed in aI. 
Il1diviciuill pn'sr.:rip~ion report, produced by n 
(,()!llputer for usc by lhc· BA, institution, and 
community service-delivery ::'c~endcfl. 

The rIow chart in figure 1 shows the choice 
pOint: "Awaitinl; Community Piaccment? Yes 
or i':o." If the Team prcscri!)es continued 
institutionalization, the ruiswer here is "No" 
and the proc('ss mo\':!s to the sequence beztm 
by a a circl"d 2 ((l!lsumil1G no intcrinstiVltion 
transfer is prescribed). This sequence leads to 
the six-month rcass:!ssmcnt. 

If community placement is prescrH)ed, the 
binary resolu tion to "A waiting Community 
Plar.:ement?" is "Yes." But before it is 
effl'ded, furth..:r procedur;;os "I~ pcrfu.:::.::d. 

'I'll(' BA, armed with the Team's 
prC's<:rip lion, conducts nn exhaustiv 3 search 
for resources to "fill" it in the cli.::;;t',3 home 
community, beginnin3 wil!:'1 hom.:r:; and 
income. (For fh:xibility, the Teem 1'"11;1Y have 
prescrib::d as mnny as three housing-mode 
alt ('matives.) Around each prescrib:2'd cle
ment. the BA constructs a service pl:m (i.e., 
nn ('ltplicit agreement and schf<lule) with the 
ag,'lh:Y that will render the s<,wi(>:. The RoM. 
rpc()!":]:; agencies contacted, re:~,)')n5 unable to 
sent" (if npllropriute), d",te sen;;;~e is to begin, 
sPh'ice and fee schedule, etc. 

If the enlire prescription is "filled" (i.e., 
s(lr~d:~e plans are cOinplete)r the B ... ~ request8 
the Tpam chnirper~on to recommend (again, 
on a ;;Lando.rdized format) to the institution 
dir!'dor that the client be pla,'eLl in the 
community under the terms of the filled 
p resniption. As in the continue
institutionalization ease, the form;;.1 recom
mendation for community placement, with 
atL:leiwd service plans, crystalizes tile A&P 
Team'<; consultive function vis-a-vis the· 
inslitu lion's administration, 

If the insliLution director and client agree 
to Team recommendation and service plan, 
till' elit'nt is placed in the community. (See 
"Relocation" in figure 1.) 

Once the client is placed, the BA monitors 
d('liv('ry or the 5enices prf'scribed and agreed 
upon, by (a) routine foilowup contacts with 
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the client and ec,ch s;:t"Ji:;.~ !1genf~y. and (I;) 
unscheuukd intzrv€ntion tri~f,'m~d by a 
"probli["1i.1" m?Z:~L'~c, .'\Iith the goal of 
l:'ce5~bli:;hiS1g or recoordinntin~ deliver:! of 
the j!lop::u-dized service, or identifying ti:e 
need for a new service. Tbe IJA docllments his 
findings besides performing the cat:ilytic 
function. At hi.; disposal ere a staff supervi$:~:: 
and/or A&P Temn membe~,::;. 

7f' he (Broker Adt"fN:~!fe Jl ••• COiiUJE.WCS 

an exluEEn.v~f::;:e seaf'ch 1m' il'CSiN!..!i,/i'.[;,>.[) to 
etfie£' , t.he (p7escripda7Jn) ira. the d~m 
ei7l~' s lwm3cmn;;li~UIH'!€Sy ••• Iff £ffi'.€ ifU. 

:;tilZueim-ll di§'ec!o:- amI d~ent @fjijCl? ••• 

the cHene ~s placed. 

Associat;on with the client riOm the ve::y 
inception of the deinstitutioncli:-:ation pl~
ning process given both the BA and the Team 
memb~\'s a pl."Obiom-solving perspective ~.nd 
commitment that otl!Cn1ise might h~ 
tenuous. (See figure 2 for assignmentB, other 
functions, and rcportin[;; elements in client 
processinG') 

PROGRAM ;i:\CTIV!TIES 

The model includes program activiti::!G not 
directly relatpd to the client. Ill-defined 
thoubh some may be, most rJ:"c essential to the 
model's integrity and viability. 

Management I nformation System 

Individual case management reports already 
have bel'n discussed (see column 5, figure 2). 
By collapsing data from individual cEent 
master files, a series of program management 
reports is generated. These automated reports 
form the b:<sis of an ongoing management
information or program-evaluation system. 
They contain descriptive statisticB on 
assessments, prescription infOlmation, ancl 
out.comes. The reports are public information; 
clients are not named. 

By observing the services prescribed, one 
can derive a statement of resources required 
for" a given set of cliC'nts. The rei.otirce gap for 
a given set of clitnts 1:: defined ;'y comparison 
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o!l servicc:;·Pi'i:,:c1;ribed data with r.ervices
nCiaHable 03\'.;>,. TbiG informa~;on offers an 
cmpil.'icG.l b:lS2 for • .-",>ouree pbnr.in::; and 
fundl!lg and may hc:lp justify [7:!nt 
a.pplications. 

1'be sysu.'rn provides overall tmcldng of the 
client·proces,,ing. Because the reports are 
di;:;tributed r.ffionJ all human rerv:ce agencid~, 
the pl'Ob!ems and findings in deinstitution
aliz .. tion ar~ !~ept highly visible. 

Cost/Benafit Analysis 

A c!etailcd procedure h:?S b:!en desi;.;ned for 
co;;H;}<!nefit :Ui3.lysis r:pplicabk to mentally ill 
and mentally retnrd·;:d clients. it embodies a 
t1wee-varir.ble scheme: housing mode, income, 
!!nO employabihty. Thur.. degree of client 
diGabilH.y is studied in the cost/benefit 
comparisons mQde betwc( i1 institutional and 
community Iivina. The analysis, not abso~ 
tut1?ly H,:~nti:;! to th~ model, c<:on provide 
declliiomnulwm wgh import."ut information. 

Commu~iiw Development 

By attencing community me>ctings and by 
keeping local governing bodics informed of 
the project's operation and !e!'oult~, the BA 
generates p'-lblic concern and l:W:lren(.'s of his 
clum: of clients. The Community ~;ervices 

Coordinator builds close liaison with the 
public information In..!ciiu and with the 
community's political power stntcture, The 
information system produces u resource 
directory for use by service deliverers in the 
plannin:; di;;trict. These results may assist the 
project directm-'s efforts at the Rt<1t(' level to 
promote tnte interagency problC'm-solving and 
collaboration on deinstitutionalization. 

Communication Channels 

Given the organizational arrangements in 
the model, it becomes possible Lg the !oct':ll 
service de>li\'ery neLwurk (the A&:P Team) to 
communi(· ... te dire>ctly \",ith the body of 
human H'rVlce agl'ncics at the State level (the 
C()ll1rnitk~ of Commi$sioners). Local needs 
nl\d issues can be more clearly def!lwd and 
1ll()W raplnly tr:l.lbl •• itt('d. \\'h(,11 l'Xilini!wlion 

of an issut> is bloci:ed by the bureaUtTatic 

"coolin3 out" proce:;r- of M agency, channels 
within the modt.>! are involted. 

The IlA himself, as un arm of the A&P 
Tet'm t finds he can optm doot's that would 
ordin.rily remain clrm'd to an agency line 
worker in 3 similarly salaried position. 
lnfonnation he receiv('s and problems he 
detects win the attention of the local forum 
of s.;:!rvice deliverf'rs. 

Via the communication pattRrns it brings, 
the model invites Swte ofiiccs to be mo.'? 
respollsive to 10i:al r.ervice d.-livery issues. The 
model Utiii;.:P5 the strategy of peer pressure in 
ovcrco:.amg agency-specifIc obttacles. 

Model opem/ions uncover antiquated and 
inad'~;lu;:te !'otatutl':l. They point to ignored or 
underfunded siatutory programs that might 
facilitr.te deinstitutionalizatioi1. The model 
In;]), have lebi~lative impiications in bringing 
to light needs for statutory authority to 
bolster tJlC sE'rvice-integration modus oper
andi, whi':!h rests in part on quasi-legitimate 
arrr.;;gements, i.e., the ad hoc A&P Team and 
ComInit~ee of Commizsioners. 

Resource Development 

The most important goal:" development of 
community l'C'Soun:es for the deinstitutional
ization candidat.e. The model embodies no 
specific m'i'~ns for thlS development. But all 
of its activities indirectly stimulate resource 
growth. As clients are processed, nc:?ds 
b('cCJme known; as infonnation is distributpd. 
plans can be drawn; a..; service aeliv.-:rprs 
coo;JC'rate, m\l~ual objectiv<'s are defined; as 
public aW1ll't'I1(>5S grows, public suppo'.t is 
increased; ~s State agencie~ collaborate, funds 
are consolidated. 

PROGRESS 

The model proce:;scd its fust client :-'fay 11. 
1973. At. lhis writing, tilrl'c A&P Teams meet 
ihn·e to four times a month in both area$ 
Some 81 Team [Ileetings have bpcn held, 37G 
clients have bef:!1 revil'wed at least once, and 
134 fe(lSS(,SSlnt'n ts hav~ bcl'n conducted, 

COll~iderii1g the most curren t prescriptions, 

41 

L 





· " 

Function 

1. Al:l=m<lnt of diont 

a. Oblain aUlhorizalion lor 
r<lea~ of informalton 

b. Pr~p.re cl!cntfrclativel 

r.:.' Gilther Information 

d. Review Informalion 

Figuro 2 

PROCEDURE FOR CLIENT PROCESSING 

Performed by Whom 

Cn BA 
SA 

en 8A 
SA 

BA 

A&PT('am 

Accomplished When 

Prior to beginning garnering of 
aS5Cssment information 

At time releaSll obtained 
During css;::;smcnt prcce~ 

Prior to A&P Team meeting 

Prior to A/JP Team mc~tino 

Control Form 

Authorization for Releaw of 
InformnllO<1 

A:.z3S$If:C:;t Format 

" 

Automated Report 

-------------------------------------------------------------------------------------------
2. Prl:""..cription f n' C lio01 

~. Decide upon community pl2Ce. 
men! versus conlinued 
,mhlul'onallzatlon 

b. Dcclde vAlal cJ,~nt nGt<is and 
v\~ly I .e , prcs~"tx. ~elV'ce Bnd 
~bto ub;er.h\(~S of s.orvice) 

c. Chock (Jist} r,"u;.vij~ "fly di;.nt 
h $1111 in insti,,'I.on 

d. S'llicit client participation! 
to(';lRralion 

~ O';lt?nn~nation of rG$~rC3 
... ,;I[l:~CiJ\Hty/utili.!n1ion 

Q. Compile information r.m ell 
resources 

b. D,:icf.,wer if rCSDJrcc is available 

c. O!~ccver if avail~b1e rllSOUrCQ 
enn delivery IClVico 

d. Nc:10liatD agracmon I ,e. dillivery 
of tOri;"", urrange schpduio for 
U"I'lW 

A&P Team 

A&?Teem 

A&? Team 
ElA 
Institution staff 

esc 
SA 

SA 

SA vi,·a ..... i' 
~arvice 

BA 

--' 

At A&P Team meeting 

At A&P TNm mooting 

AI AI',,? 1'8"'<11 moeting 

Elil9in after prc:cription plan is 
known 

Ongoing 

Duringfafter A&~ Team meeting 

Af:er A&P Te"m moctin2 

Aftor Al!!? Taun m~~thg 

Pro~;::riplion Format 

AccncicI Questionnaire 
Area Resourco Invontory 
fJiOltor Advocate ~crvic(l rlDn 
r:,sourcil i\v~ililbili\yf 
Utilizotion Summary Sheat 

Pro:alPticn 
Sum~ry 

ResDel rc", D'fc-ctOry 
Dircctc;y 
(PO Ii' 6) 

Rc~ourCi Scorch 
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Function 

r-i~Jr1! 2 (Continued) 

~/ROCEDUR~ FOR CliENT PROCESSiNG 

Pcr10rmcd by Whom 

4. CtiMt mo .. ~rmnt!rtZltUJ Recommend,lion for Chent SW'/" .. n 

5. 

e. R<:<:ommend client movement! 
t13l\.u/pl~cemcnl 

b. Obt~in client consent 

c. MoV!! client 

Follow up of diant 

8. Monitor clie" t's r~eipt of 
$CNlce prcscrl~d 

b. Sludy/r~sv' ... P. problems in 
:;p.rv,ce dcl,vpry process 

c. Review problems and authorize 
Cha l l91'S In chent's SIotus 

or 
d. Clll!':K on C~lrnt \0 which can· 

llnuod Hlsltlulional prescriplion 
is fulhilod 

A&PTe.Jm 
(Chairperson) 

Institution 
or commun· 
ity puson 

BA 

BA,Ch £lA, 
esc, SID 

A&PT~am 

BA 

ABnREVIATlONS: SA ~ Brokor Advocale 
Ch BA • Chief 6rokcr Advcr..ata 
esc • Communiry Service Coordinator 

After BA SorvIC~ ptcn completed 
or oftCf Amp Teem chor.!)os 
orillinnl p","~cnptiOl'l 

Prior to movement 

Upon dale recommended by 
A1!:P Te:m .and nppro-/efj t;y 
l05tllUliOO Director 

PoriodiC<lily niter client h&i 

oocn pi aced 

As problems ariso 

Prior 10 r\l~$~'\!l;'lflt by {,,&,P 
T<.>.srn 

Cliant MO';~mcnt inlo 
Community 

Rcc("mr"~~<iJlion lor Ceo-
tinucd tr'%l! ,tat.ollt:tI,.&:liltion 

ConsC'nt tor M~ ... t!rrt~nt 
Change of Address 

Client Statu! 8epe<: 
I'rQ';ioe; SWtu~ Report 
Problem Report 
Chatl(J~ 01 Addre$s 
~t.cmt')ianda 

Fu:ftll;n~nt of CQntinued 
In ~~, t~tion""l3tion 
r'rCSCflPI;OI1 

A&P Team .. Acro;Sln~nt and Pro~ripljon Team 
SIO ~ Service .In\c~'''tlon for Cle·I!\Q~jtut<onalillltion Stoff 

Ful ii:lmCit< Qf 
I t>t'l!1Jtion::1 
PrC-;oCnption 

\ 



2·1,1 or (i5 percent of 376 cli~l1ts have been 
n'l'omr~H'!ld(1d for communi:'y placemen ts. 
Only 22 perc-pnt. 84. aduaily were pieced, 
and four onc("pbeed clicnls w-c now livin;; in 
Ow institution. By client tYOl.lP, the d:::.ta 
!.hOVi: 

Of 174 mentally ill client.:; procc-.s.:ed, 117 
(G7~~) received community placem'-'nt pre'-
5(:nptic>n~j, Sum€' -13 (25%) actuclly \vere 
placed, with tln..:e n:im,tifbtiondizcd. 

Of 171 In ·nf!lll;.' rct.:lrdca dkilt.3 Froc('~ed, 
102 (60~;') V/eiC pr('~cribed for com.r~:1Unity 
place-mt'nl.. Fourk-<:l1 (8%) were placed, one 
returning. 

Same 65 BP(>YI!:(!!i2l: 0/376 d£e~C2[' f:::;'u.:? 
bf'C'ua re~un1l5;~'!:1?il:{i~(~ fe? crOrm.mE~r,:,·~··· 

{i!(}!i!'r'r:;wn~8. ([Jed;;- 22 J;l.'::-cen~ ••• ac
endey U'C'IN! ,r;l(1!cea, q:x'!ir'iff, jo,,'!-; ([]>F.~eQ 
pl(1JcC"d dh'!ff~a ii'iIi,'(! Farl;:Z1 li~..'f~;[J l!n f!;he 
insEisulCm;;. 

Of 31 jm'f!llile orre .. ~ .. r clients proceGsed, 
2j (g 1 t:;)f. \v(Tt:' pre::crib,:;d for cc;· .... l:n.t.a:ity 
plat','nwllt, Twenty·two (71%) were pk.ced, 
nonl' r(' tu rr,il':f£. 

The Jar::;' pro;Jorlion of commu',llty-
pre~L'rilJl'd diellt:i i~ noteworthy in lir;ilt of the 
fact that Jlr"'t~rit)tion decisions were made not. 
by nulsidl' l'onsu:~;1nts but by members of l. .. e 
l(leal !>('fVH'l'·cl;:liv(>ry system it.sch. 

Lack of ·cv~~unity resour{~t·s to rneet 
pn·,niptions accounts for the l:llr,e discrep
alley lwtween tiw number of clients 
prp",'nIlf'd for community placcmt'nt and the 
nUIZ'!'l'r actually plac{'d. (The gop is largest for 
In('ntally ft·tarded t:licnts.) Collabor:.:t.ivc 
planIl1ll~; and folJowup procedures may 
UCCOUIl t for tile l"w recidivism rate. 

l'roil'('t staff at this wrifing~[15 38 n;embers 
(:l2 prof('ssional nn.d 6 clerical). There are 22 
BAs. Case!p;\d ranges from Oile to 26, 
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depending on the B~\'s kt::;t.'1 of time on the 
proj''Ct. Tbe c~scbad asyrl!ptote is not kno',p:n 
but ob'viously is cl)nsirrim:u by the heavy 
accountability aspects in the procedure and 
depends on such f;::ctors as resource 
availability and servicC'-delivery eITectivcnc&3. 

The Committee of Commissioners' exe
cutive gmup meets munthly; the whole 
commitk.: fi1e2ts qll:lJ:ter1y. At this vniti!l~.;,.it 
was deciding if the mod"l should be adop:('~i 
by the State and extended to othel." loccl.itic5. 
(A St.:1te plan to extend SID dateci OC\:Ob2~ 
1974, is available from the 8UtI:1.O'rG.) 

A model 10!." the oram:l!' di:;:::h"~:s~ of 
residents of Stnte int;tituti(ms is (J:~dted. 
P:ocedures rest upon cc.l!aboratio'l of cl1 
Sta~ human service ~;;end€s and COll1!y.unity 
countcrp;u1;s. The mode! has five socb
technical com};;Jnents, e • ..ch a "s.el.vicl)
integrating" meCht.1Ilism in client prc~ei:Sil1fJ: 

• As"essrnent and Pre!;::dpt~on (Af';:?) 'I'I"2,li'-i 
a coaWhm of institutional 5tvif and 
community serl:ice deliverel"l1. 

• Brolter AG'lol"<:.t(:, acting for the client in 
arranging and maintaining service delivery, 

• Autom4!t~d Information System, for the 
case manager as well as for the program 
administrato!:'. 

• QuJ.!ity Control Team, project sl1.ff who 
evaluate, dev"!lop, and coordinut·~ the 
system as well :l.S identify problem issues. 

• Comn1ittce of Coml'nissionei:'s, the 
governing body for the model's op':ratioll. 

Excerpt< of thi. "'ticie were read to tho Pr~si~<:nt't 
Comm,tteu on Ment~! Relard3t1on In Phlladelphoa. Junu 20, 
1974. The work hera ('Alscrobed IS supported in par1 by SfiS 
Grant 1S·P·SS896, Tno o,""ho,,' opin!om end ~w"rticm do 
not f'l!lc£:sy"cr.Jy carry COCO! ;~trlent by the U.s. DC;H!i"till(;f1t c1 
Healt ... Eti',catinn, and Welfare or lho Commomwalti'l of 
Viremia. 

--I 



-, 

REFERENCES 

AnthvlY, W. A., ct al. Efficacy of psychiCttric r"h::
bililllli·,;:_ Psychologirol Bulletin., 78(G):4n-456, 
1972. 

Barcchnl, H.~ R"Fistal1c~5 to community p:;ychiatry. 
PGychi,;.tr~ Q!Ulrterly. 45(3 ):333-343,197 L 

Chu, F., E,l1d Trotter, S. 7 r.1' Madncs,~ Es!obl£Shm;;1lf. 
New York: Gro;.<maa, 1~74. 

Conlt'y, R.W. The Econ'1"nics of Mental Relar.lalion. 
IJ..111imo,·(' ll.'1d London: Johns Hopkins Pre:;..,. 
J973. 

David E.C. Efiectivp low cost aftercar~. Mental 
llygicnf', 55 :351-357, 1971. 

Efron, D.H., et al edil.. PcycllOpilarmacol"[JY: A 
Rt'l'il'U' of Progress, 19.57·1967. Public H('aith 
S<'rvicc Publication. No. 1836, 13·12 p. 
Washington, D.C.: St:p'~r;ntend~nt of Documents. 
'!.I.S. Governml'nt Print;r;a Office. 1968. 

Goldbcrg{~ ,Kelley. 397 U.S. 254 (1970). 
Gondmnl1, W. The constitution YS. thl! snakl'I':L In: 

The New Y(.,." Times, Mard. 17. 1974. 
Jacobson, D.S. From pr.otective cu~tody to 

treatment in a hurry. Soriai Work, 18(2):55'64, 
1973. 

Johnson, G., ct al. Prcdit-ting rehospitalizut!(')n from 
community p!;:ccmenl. l'syclldogiea/ Reports, 
29(2}:475·478,1971. 

Joint CClmmi~~ion on Merlt,,\ Iilness and Hel!.lth. 
Action for Menta! [{('aUI!: Final Report of the 
Joint Commission: New Yorl.: Basic Books, 1961. 

Ki&tin. H., ::tnd :'1orris. R. AIt,'rnativE!s to care for 
elderly and d=bleu. Gel·onlologlst. 12(2, P::trt 
1):239-142,1972. 

Knu;ncr, L., a'ld Ullmann, L. P. The Ps),rhoioJ1)' o( 
flc/Japiu" /n{iuence. Ni'w York: Holt. llinchart and 
Win.<~OIl, I !l72. 

Mnckr\' l~ A .. I al. Periodic sun'eys of commul1ity 
reso'u'r('r~: ~\ p,oject to improve «'[errals for din:e! 
servic<'s. Comnlunity Mental Ilealtil Journal, 
3(4):3~1·334, 1967. 

Mills l'. lJO:Jrd of Education, 3 ~8 F. Supp. 386 (D. D. 
C.1972). 

P.A.l?C. t·. Pennsylt·ania, 334 F. Supp. 1257 (E.D. 
Pa. 1971). 

PUrlln, S. A., ano Mi<kimins, R. W_ FCf('cls of 
('omrnun;ty follow-up on po,t·hospit;,[ aci)uslm(,llt 
of psy('hiatric pOlli!'nL<;. CommuIlIty Menla! Health 
JOllmal, 6(5) 374·382, ID70. 

Schumnch, M. N"N __ -"Ie policy to slow ml!niJ:l1 

patient!! r<,lef>..~e. In: Tile New Yorh Times. April 
28,1974. 

S~heff, T. I1einfJ Mentillly Ill. Chicai:o: AldinI', l!'oG. 
S,wder v. Brennan, C. A. No. 482-'l~ (D. D. C. 10(3). 
Vach'ln, B. Hey man, what ei,1 you ["arn in refonn 

school? Weil, uh, like how l:J dis..:onnect a bUr{:!.lr 
alarm. Saturday R(~'leUJ, 60(38):69·7&, Scptemb<'r 
16, 1972. 

Wagner, G. W. "Penny Wi~e :o.nd ~ound Foalbh," 
Unpublished parl'r: Hudson Guld Fulton C('oter 
for Senior Citinns, New York City, uno. Hevi~ed 
NOdmher 1972. 

Wyatt v. Sticlmey, 3·14 F. SUP,). 373 (M.D. Ala. 
1971 ). 

YoHcs, S.F, Social policy ana ~hc mentally ill 
Hospital & Co(wnullity FsychiGtry, 20(2):37-42, 
1969. 

B: Sl IOGR/\PHV 
Chien, C. P., and Cole, J. O. L:m11o:d'5upervic:"d 

rrnper2!ive apartmi'nts: A new mod:;!ity for 
community o:l!:ed treatment. il.mcrican Journal of 
Psychiatry, 18(4):392·399, 1968. 

CUlnmin[!, ·E. Systems of Social Recd.::.tion .. New 
Yorl.: P .. lherwn Press, 1968. 

Hr;:,,~a, N, ct. <21. The mental health expedito,: A 
I'~"it!w after two years of the project and one year 
C'f the expeditor in action. Archit'es of Gcneral 
hyclJiafry, Itl(4):392-399, Et6S. 

I!:1rpcr v. Vir[Jinia Board of Education, 3!lO U.S. 663 
(1966). 

I-hnbarr;en, A. Educatiol1nl eonsiderationr. ill 
discharhing juveniles. Ho!pita i &. Coml1l'JrJity 
Psychiatry. 21(12);401, 1970. 

Ivcy, '.E., al1d Hin!;!e, J. W, A study in roll' theory: 
Liaison b.'twN'n social agC'nciE's. Communrty 
l\fl'nialilcalth Journal, 6(1), 63.(1), 1970. 

r..a~k('y, D.L, find Dowlin!!, ~1. The rl'll'~ :' ratl'5 of 
st,lt<' m£'ntul ho:;pit.a\s as rt:'latt'd to m:J.ntellancl'. 
Jo !mla I of C1inim/ Psychology, 27 (2) :272,277, 
1 D'/ 1. 

Shal1irl), D. Ar,<'llcy involvemC'nt in fosler care: A 
study. Soria/ War!;, 1 7( 3):20·2!l, 1972. 

Shapiro 1I. TlIomp.<on, 34!> U.S. 613 (1969). 
Spiegel, P. \\lIY we canll' baclt: r\ study of pati,mts 

readmilled to a mental hospital. MenIal Hy[!ieflc, 
[,3:433,437. 1969. 

Wcl.~h v. Lihcns, No. 4·:2· V. 451 (D. Minn. 1974). 

ADMINISTRATION IN MENTAL HEALTH 

45 



tl .. 

ArpE~;DIX B 

Coorcijn;>ti01l Activities in Implementing th~ SIn Proposal 

I. Instigation 

II. Entry at the State Level 

III. Entry at the COlr.:nuni ty Level 

IV. Coordination at the State Level 

V. Coordination in Planning District ti6 

VI. Coordination in Portsmouth 

,. 



Nine Htate agency heads signed the orisina1 grant application, 
dat.l·t! Nay 10, 1972. The notice of grant nt-lard vas received in a 
'('tter dated June 29, 1972. In July a formal announCCf:1ent W1S l.:13d(! 

hy the Governor and HEll officials durin~ a :-pecial cerc;mony in 
I{ I cllluG;;d proclaiming that a two-million dollar. tlJree-YE:ar grant 
Il;Jd been wade tc tit", C0!Thl1om·,calth to carry out a research and 
(Il'monstrntlon project in two specified areas of the State--Plnnning 
Oistrict.U6 (Central Shenandoah Valley) and the City of Portsmouth. 

There t<JaS coordination activity invclvcd in obtaining the sig
naLures of the nine state agency heads. Such coordination occurred 
lilrg~ly as. the result of a Iluman affairs inter-ag~ncy task force 
\.Jhich in turn had been formed a~ a resul t of recom.--nendations contained 
In Governor Holton's Han.::gement Study. 

The proposal itself was authored prinCipally by two assistant 
commissioners of the Department of ~~ental Health and Mental Retarda
tion. Before the proposal Has "ritten many of the ideas which it 
contained were rehearsed in the inter-agency task force. 

The Department of i'fenta1 Health and Hent'-11 Retardation Has 
named in the application as the "housek£eping" a;;ency to ad'llinister 
L1H' grant. The proposal stated, however, that the Depnrtment of 
Ht'ntal Health and Hental Retardation ,.;>as SUb:01:'tt.ing the application 
as a matter of "adn.lnistrative and fiscal convenience" ;::I,.d thet the 
nature of the progr.:1m involved all of the nine appliea:;:" equally_ 

At the outset one of the co-authors of the proposal served as 
acting project director. No project staff ~.,ere hired il' advance 
of the permanent project director's arriV<.ll on Octoher 9, 1972. 
rn this interim period, a suite of offices to h~uBe SIn centrel 
office Htaff was rented and renovated. 

Prior to the project director's arrival, the Secretary of 
1IIH1lan Affairs, accomp,lI1ied hy a team from the Department of Henta] 
Hen]::h and Nental J{etanlati('n, held a formal meeting in either 
gt'ogr;Jphic tar!!,ct area ot th: project to orient institutional and 
corrununi ty reprcsE'ntatives t(I\.ard the fact of grant apprlwal, the 
Ilrojcct's scope, purpose, goals, impact and philosophy of service 
intt'gration. 

These met'tings represC'uted the first occasion in which cOITi:nunity 
It'1HJel"s were formally engaged by the pr0je, t. Of course, appt"oval 
:Illd funding of the project were pr~sented no..!cessarily as .:1 fait ~~ 
l~. The reception was <lpparently mixt'd. l~hile no on~ qUE:!stioned 



tIle hunwnitnrinn ~oal of appropriate and sucre~sful deinstitutionuli-
7.lltion, nor took i~su(' witll the m,m:i!!01Ilt'nt goal Q[ ser-!ice intc,,;:,ation, 
conc('rns ,,'pce raist'd rt.'g,cC\ing tilt.' (:rfpahility of c:x:istC''1t cOI..:.;-,nit;: 
r('!WUrt't'H to ilhsllrh additional sl'rviec and finnllcial hurd";1s. 

\.Jllf'ther it \v;lB v('rbaliz('(1 or not at that tinC', there \,'crc [celings 
llll lllL' l('eal lev"'], ,.:hi(;h SUrLl.Ci'd later, that til<.' prc.>ject had been 
cOllc{'lvpd nnd desir,ned 1:-/ an fnter-ul;t>ncy tnsk forc,' at the state 
level with B?Far~ntly little or no input fren the local service 
dl'livl~ry agencies. Since Tn'lch of the project's op(.!r~ltf(Jn is at the 
local lew-I, this in:tial lack of coordination b(;twL'('[! btate and 
loeality in llw grail: prllposdl and design WtiS a grave omission in 
HL'rvice integration in the pI, Inning of the ~ndeavor. 

II. !-.NTP.Y AT THE STA1E LL\'r:L 

Following the, Septem:j(~r 1972 visi t to the desi~n.:,tcd target areas 
llhl<ll' ny the Secretary of Ilur,llf" Affai.rs ct. 21.:... the project lay 
dorm:mt as far as planning RlHl developmpnt were concerned un!-i.l the 
pt'rmill1ent project dircct:C"r a.-rived. 

Tile rjrst orde·r of husi~.ess fGr the pl...,ject dire-ctor \v3s t I 

l'stalJ.ll::h a base of operaticr-:; in the ne· .. ly remoLlelC!d but \Inlur-nisht-'d 
orflce slIlte in Richr.::0nd. October and early Novt'mber were S[,cut 
JlIl'l'ting the ~orr..nissioners. recruiting for the t'l>!O estahlished 
pos It i on!> (ass1"~ >int project director <1I'd secretary), ,md b~'ginrdng 
llll' pn",-!!SS of est3hlishing the other required person'~d posi til ns. 

Thl' project direClor Illet eight of the state agen(")' heads for 
the first time. (He hid been recruited by the Cf'n:;jlisbi("nt~r of the 
Ill'p:lrtment of Hental Ht-alth ,md Hental H(!tardation and the Secretary 
of Human Affairs.) In each C:lse these intrC'ductions took rlace in 
the agenc)' head's offic(,; in tr.e case 'J[ several of the contacts, 
the DHIf&NR Commissioner' r;iadl' the introduction and Has present during 
t iH! InN't i ng. 

ThNH' in it i al vi $; ts \-,i th the cOl~missi"nerH ,.Jere \.JarnIy cord ia1 
3nd hllspit:lblc. All (·f till' a~ency heads voiced interest in and <l 

dt'sIn.! tll C()Oi;('t'ate w-;'t:h ttlP projC'l't's development. Host typically, 
UlL'se ini tial ellcoun te;,; l"E suI ted in the agency hend prof f ering 
i n f(lnn~lt ion to f ami.lind ze the proj~ct director Ivi tb his spe.cif ic 
sUlle agt'IH'Y. In ,111 "Jf the: sessions there \,':,5 per:.'lj'!i only art? 
matWlIv(')', thollf-.h m:,de ! n good humor, that sePll,ed des igncd to put till' 
I'ro.J(>(·t tlirL'ctor on the defensive: "So you're going to dein:,titution
ali7.c our state intitutions, are yeu?" Recruitment of project Btaff 
WJS lI(lPPrr:J,)st in the project di rpc!:or' s mintl at thIS time; hence, he 
surfaced thh; issue whenC'ver giVt!n the opportunity of "If ther!:' is 
anytlling I Gall do ... If Some of the COll1r.iissioners gav~ this spt:(.ific 
r('(lliC'st for assistance more ti~ought than others. rev,' follOlo/ed up 
with lat('r l~ads or referrals. 



From ~~ovei~.ber 1972 untH A: .-:1.1 1973. • Tlere was li ttle personal 
contact with the aGency he&.d.:: e:,cept for fairly fr.:c;uF:ot probler.1-
Halving and U;'('::,te SCbFlj ons ~it .. ;. the D~!}!'.:1}{ CULTlissiJr:er and li:mc~i>t 
for two or chi-e'} mHetin~'s \.;irr, the Secret.ury of Burian Affaira. 
l!om!vcr, imr.wdiEtcly r:ft"r tile Z,:",lu<ltic;;l Coord:!.t13to!." joined tile 
project in lr.tt' .Tn:H.:.,"y 1973, «~e ':isitcc a COUt£lc:t peraon (co 
dt'~ignated by tb~ <l!:':CflCY heads thr..:.;;gh fon$l corl::![lpc:1~~t1.Cc) in 
('nch of the nine etct(' office5 in Richr:und fc-r the p~l'::'0!JC of ooli
citing input for the proje,;t'g ?5".:c5S::i:nL and pr'?scription pro-· 
cedurcs. 

Throughutlt this early dE"'!e!G?::;,:r:tal period, the project director 
frequently sent \Jri:::ten ma~er':;;.ls gE:;,r.ratcd by thE> project to e;;ch 
ogency head. Insofar as these inicn.&tion pa:kcts repres~ctcd 
"trial ballLJ0ns" vis-a-viF; sta;::€: figeney j'1!:erest in the project, 
tr.'~ result v;as ninimal feedback--eitller positive or nazati'/e. 

The project direct~r and dssistant project director begEn their 
initial meetings with co=ur:it:r resource people ill c:!.d-tJove!'!l>el.' 1972 
following teleph.:me ccntacts ;:;r.:d the e&t3blish:ll~nt of appointmmt3. 
The first of many L.:Ol~:.:::unity/in<;tj.tution ::.eetings was held on NoV'eriJb~r 
16, 1972 in PI)i:tsmol'th at the invit.,t::ion of the ChairI:',zn of the 
Portsmouth HllI::,m Resources C0:r.1ci1 to discuss the project Hith a core 
group of council ne;;!oers. Cnly t' .. '0 of L~ie scheduled five council 
r.H!::lt,er.s [,ttendt~d this I::cctir.z;, The first vis:! r to fD [i6 occur;:ed 
en December 6, 1972 \·:hen the ;:;:roiec:: director and a55iBt.nnt project 
director met ~i:h ~he executlv~ director of the ~lnnniDg District #6 
r lanning comlTlissiOi1. 

In thE! weeks that follm.;ed nu::erOllS m£.~t ings '\Jere held by the 
project director and assistanc ?roject directo~ with many of dle 
local com!!'unity agency heads a~d staff and with a oa3lirity of il1sti
tut-iorm] Jir,::c!::0"'''. The prir.,;;,ry .... urpose of these initial encounters 
I.'OS to meet the key people res::,c:r:.3ibl~ fc-::: th!O' delivery of hurt:m 
services in the area. Durin.; these mE!etinf,~ the project was "L<:i!1iTO

ducec:: to those ;;ho had nttenj<::G. th'~ Septer::bc!r 1972 meering ,,rith the 
S,:>cretary of Hur:~a:l Affairs ;::,r-,,:l. i:!tr:>duced to those .1ho had not yet 
b('(!n exposed to the project. i.t ',,8S during this period that contacts 
wen' made, attitudes \,'ere e:qlor'ld, 0"in10:15 soli ci t'fri, and relatiun
ships established. The ploject director and assistant pr0ject 
dirL<'tor were qt',ite cmlscio~~ of i::;(> fact that each of these meetings 
..... as crucial in that the gro;;!l·~ .. mrk on .. :hich the project would be 
forr!l2d depended on individual ;md 3t;ency cooperation and t>QI.lld help 
determine the project's [ate, 

" 
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The follm·ling observations were made durine this entry phase into 
the cor2munities and institutions. 

.... _---

• (2) 

(3) 

T:,.:' rural site of the project, Planning Dh;trict /.16, if' much 
more complex organizationally and geog~aphically than [he 
urbac site, Portsmouth. PD #6 consists of ten pulitical 
Jurisdictions: five cities and Live counties. l-.'llilE
Portsmouth lies nestled in an urban nett'1Ork, Tidel.a.ter 
Virginia, Portsmouth itself is one political jurisdiction. 
This political/geographic o':"!;anization dj ffe'rence may 
account in part for what He perceived as a more open, 
Jess "frozen" attitude tOvlBnls the project in the rural 
area than \~e detected, at least initially, in the urban area. 

Service deliverers in I'D #6, whi Ie they raiSE-d ques tions 
about the thrust of the proj~ct, seemed ~ore willing to 
accept the realities of the project and t"" Itg~t on ,,,ith it." 
They voiced the frequently encountered objection that I~e 
know \'lhat services :'I!'t:! requin.d--we only need the money to 
allow us to deliver them." Hhile ttiF~y seem~d to feel that 
the funds supportine the grant could be si-'mt more "fsely, 
this feeling did not becOlile solidified to the point \.,.he1"e 
cooperation and participatior were blocked. In Portsmouth, 
however, resistances to the projE"C't seemed !nore cryst:;11ized. 

:::n Portsmouth a stance Has encountered \.;hich indicated that 
key acturs in the service delivery ~ower structure want~j 
to "extort" from the project comluitments Hhich \.l'Ould further 
the status quo of an already-decided-upon delivery system. 
For example, social service \.;anted the broker adVl·cate 
function cont~acted to the local services de~artment; and 
a city represe •• tative HantE'l the SIn proj!:ct to contrib,.!te 
to the Portsmouth inforMation system, then in the planni.'1g 
8tage. This kind of "bargaining" or attaching of conditions 
was not encountered in I'D "6. 

(4) It is conclud~d that the climate for activation of the projecr 
in Portsmouth ,,,as much more strained, right. at th", outset, 
than it \"as in PD fi6. One \.:onders if this contrast m<:y not 
be Jue to the political jurisdiction differences betHeen 
the t\.,o areas," raL:,c:- than specific personnli ties or biases 
[nt'lare; the prQj(',ct. 

(5) Inj tial encounters I"ith the directors of the state insti
tutions (DeJarnet::e, CataHha, \~SH, CSH, LTS&H, and SSVTC) 
revealed that thC!se personR \,ere really quite favorably 
dispo,wd to the l'hi'losoph~r of the pr(;j ec t. SID \"as com:' ng 
on the heels of thl;' DHH&:-fi.{ lO~; mandate policy (i. e. > reduc
tion in census at all in7ftitutions at lO:~ pc'!" year for five 
yenrs) and this circumBt:lDce cansed sornt! of the feelings 
towarJ the mandate policy to be inappropri~tely focused on 
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the projC:ct. Eut by nnd 1arr:<-, institution'll directors 
were quite open, receptive, and genuinely ?roblem-oriented 
with respect to the project. 

IV. Co.O::DINATIO~ AT THE STATE LEVEL 

The first comr:litt(~,,· of commi'lsioners r:!cet:'ng Has held on April 24, 
197J. Throughout 1973 the co:mnittee of cor;;;nissioners !Jet bi-mont'lly. 
Meetings nrc held in the conference room of the SIn suite of offlces 
in Richmond and are scheduled for two hours duration.. Co;:rrmissioner 
attendance at the r.eetings has been fragmentary and disappointing. 
Frequently lower level staff arc sent to represent an aln~ady over
extended agency head. 

The first three meeting!. (April 24, June 18, and August 20) t.,ere 
devoted almost exclusi~'('ly to reviewing major developnents in the project 
that had trL'nspired d.J.ring the two preceeding mop.ths. Such matters 
os recruitment, staffing strength, budget e:penditures, c1ie~t rro
cessing procedures, infonnation syst.em development, communitv liaison 
efforts, A&P Team devE'lopment, cost/benefit analysis planning, etc. 
were review·ed. The project director "conducted" these meet.ings ar.d 
the corumi ttee r.1embers received and discussed the infor:er.tioll presented. 

Unh:!ppy "\-lith the degree of involver~··nt shoFn at the state level 
in the project, both as mir,orec within ,:.;.<1 ,-1ithout the committee 
me~tings, the project director in the Octojer 15, IJ73 committee 
meeting made a s.::>me,./hat provocative plea to thc:: members in attendance. 
Attendees at this meeting included one com~llis<;:'oner and Im ... et' level 
represE:ntat'ves from five of the other agencies. 

The one commissioner pr~;sent, hearin;:; the proje·ct director's 
concern and dlst:t"<."ss) a:::-rangcd for the jPSUE' of coromi ttee strEmgth/ 
direction to be brought up at the Secretary's next cabinet meeting. 
The Secretary of Human Affairs, at his cabinet meeting on October 26, 
reminded each of :he six human affairs SIn cOr.1ITlissioners of tlH:ir 
commitment to the project a"d directed each of them to attend t:he 

'next SID committee meeting in perso:.1. Said meeting w·a<:; scheciu1.pd for 
Dece~her 17, 1973. 

In preparation for the Decenbt'r 17 comr.littee meeting, the proj ect 
director met per~tlnal1y I.,ith <!ach of the nine sta':e agency heads and 
with the Secretary of Human Affairs. lYith each in turn, the project 
djrector conducted a semi-structured intl~rview which focused on how 
the agency head vi€!'>.;ed the project and \vhat he thought should be done 
hy "'Jay of improving r;cml:littee h>adership and coordinatioa. Data from 
these interviews were summarized: conclusions \.lcce dr~wn, and recom
mpnJations were listed. The packaga wa~ distributed to each agency 
heud in aJvance of the December 17 meeling. 
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Tilt, f}ecl.'mbcr 17 committe.:> mE't!ling t.;as held as sdH~d:lIed. Secn'
tary Ilrmvn and five of the nine agt:l1cy head!": attended. Lo'~]er level 
rt'pn'sl'ntfJtior: from two of the other ngenciC's ,,;as prE'sent. 1'./0 
IIp,l';wINI Rent no l'eprt'1'l811tnt!V'.'H, 

'I'll I II mf'{'ll fig proved to h(' II Inlldrr:En"k in the plllh tuward con
Hlt"lll'llon of 1I villble, policy-makIng body for the projl'ct. The 
com1l11 t tee elected a chairman and vice chnirm<:n. It aI!w authorized 
the chairman to appoint an eXE:cutive committee. The e~cecutive 
cOITUaittee has met monthly and the committee-ns-a-whoJ.e quarterly. 

The c112.irman elected ·l,as the cOlluaissioner of {-lelfare. The vice 
chai rman \vas the executive di.rec tor of the Conn:lission for Children 
and Youth. Other members on the executive cO!:1rr.ittee \-lere the commissioner 
of !-lental Health and Nental Retardation, the dir(>ctor of State Planning 
<lnd Community Affairs, and the commissioner of the Departl'ler.t of 
Vocational R,~habilitatioll, The committee elected the pro:ect director 
as an ex-officio member of the committee. 

In early 1974 the committee of comrr.issioners \'JaS helpful in 
solving the impasse which was developing in Portsmouth regarding 
A&P team development and functioning. The comrJi~;sioners arrcmsed 
for 3 bus trip and site visit to obsfrve th~ planning district #6 
A&P tenm in opE'ration. Portsmouth A&P te:l.Ir me-nh,'rs nnd members of 
the committee of commissioners made I:l'is trip jointly. This event 
was Qne of the coordInation highlights of the project. 

Other issues the committee has had, to ··leal with in 1974 have 
been the question of information relee.c;> du':llori zation procedures and 
the question of project continu<:Dce. 11' the first instance the com
mittee was unsuccessful in creatiu~ a method to enable processing of 
a flizC'able number of clier,ts who themselves were unable to authoru;e 
infonnation release and had no one to act in their behalf. The 
extent to \oJhidl the COIU!'litlee of commissioners '(viII determine project 
cOlltlnuanct! remains to be seen. 

Throughout 1974 the committee of commissioners frequently received 
lnformation regarding nCl!Jed reSOUl('es in the tlvO gcotraphic areas, 
Such infonndtion came from the data 113se accumulated by the project as 
w~ll as letters of request from at least one of the target areas, The 
committee of commisslol1c.>rs proved unable to move forward. in filling 
identified resource g<lpS in either area, These "failures" may he 
viewed as sy~ptoms of inadequate coordination, participation, and 
leadership at the state level . 
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V. COORDINATTO~;. IN PLA1:r;WG DISTRICT !!6 

AN already indicated it became apparent from the initial contacts 
wIlh the cor.ununi ties thai. the atmosphere for developing til::.! project 
wnB hetter in I'D 1/6 than in POl-tomouth. Therefore, the decision was 
mnde to begin the first clemon3tration of the project in the rural area. 
This decIsion created the need for a SID staff person to wor~ in the 
area to ?lan and develvp the groundwork necessary for the project 
to function. This particular role and responsibility ~:as to be under 
the duti.('f~ of ehe Corr::nunity Services Coordinator as defined in the 
pruject, but at that particular time, such a position had not be~n 
ilpproved nor establis!1ed by the S tate Division of Personnel. Ilm'Kver,_ 
to avoid further delay and to allm" the proj ect to move tm,-ard the 
identification and development of A&P teams, the assistant project 
din·ctor served on an interi;n basis as cor.:;:;;unity s~rvices coordina
tor until the latter position could be est<lbliehcd and filled. This 
arrangement prevented delays which could have resulted in lack of 
interest and relationship breakdo~rn. It also provided the central 
office staff an opportunity to impress upon the cC',mmunity that even 
though the rroject had acquired a Richmond l<lbel. local input and help 
were crucial to make it Bark. 

During this time organizatioral mr,etings VIere planned. coordlnated. 
llnd held in. local agencies and institutions. Such meeting~. <?rransed 
by the a,~"istant proji!ct director, provided an. opportunity for agency 
and institutional staff to become more familiar tvith SID and '~'ith each 
other. 

Planning District ~6 is located in western Virginia in central 
Shenandoah Valley. It consists of five cities and five counties. 
It has a population of approximately L92,OOO and a land area of 
approximately 3400 square miles. PD ff6 is th~ largest planning district 
geographically in the CO:TJ,ri1om.;oealth. 

In January 197~ the SIn field staff positions were established 
and in February 1973 recruiting efforts were successful in attracting 
two qualified and acceptable candidates for the cOl!lITlullity services 
coordinator and chief brokpr advocate positions. The community 
services coo,:,dlnator pcsition '.Jas fill.pd by a person who tolaS not a 
resident of Planning District #6 nor. native Virginian. However, 
because of her persorality and her cld: :mstration of commitment to 
C'onununity work, she was readily accepted by the area. The chiEf 
blooker advocate ,vas a resident and native of the area anc Has known 
by a majority of the agency and institutional staff. 

l-lith the ac1.dition of the abov .... r.;entioned staff and tolith the loca
tion of a b:lse of operations in the community itself, the pace of the 
proj ect quick(·ned. The focus W;J.S on continuing to establish and expand 
cc'ntacts throughout the area, introducing the SID projC'ct to nu.'Uerous 
individuals anJ agenci~s, developing ways in which SID, the institution, 
and the communi"'), could work together. These efforts ,"ere expanded 
;JS additional staff (broker advocates) came on buarll. 
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The initial contacts made by the SID staff were for the general 
purpclHc of o)-ientatie>n. infonnation and erlucation, houcver a~' the 
n'lntlom;hipn developed, the [o;~us becar:JE' more specific. Agency and 
Inllrlttllionlll dJn'ctorH t-/(~rC' nHkc'd to ht'come involved eiLlwT by 
('llllim[rLlng lfH!IT'.·jpiv('H or mem:, .. ·rH of tlH'lr flluffu or buth to Hupportlnv, 
III(' dt'vplopment lind mlllnten311(~e of A&P tl·,wloperation. 

Soliciting comni~mity st:pl>0rt is al\vays a very delicate £:nd sensi
tive issue, but in the case of the SID project, even more so: The 
project not only d(.'.)!; something to, or impacts u;?on, the local COI:1-
munity; it is dep~~dent upon local profe~sionalsl unremunerated 
participation in order to operate at all! 

The iIlli'r.~d:lHte tasks confroiltins the cO[:launity ~;ervices coordi
nator (eSC) and the chief broker advocate (CDA-) lilf:re severe.l: to 
enlist the sUPfort and participation of the local service delivery 
agencies and of the institutions in d procedure that WilS still in the 
process of bein:., formulat,'-!; to acquire a base of operatlons; to 
form an Assessment and Prescription team of co:n;nunity professionals; 
and to keep the local governnental bo(lies info:rm",d of the project's 
presence and what it was doing. 

The CBA and esc spent their first couple of months viSiting the 
local counterpart staffs of the nille state agenc1.es sponsoring the 
project. These infor'!!,'!} meetings "lf~re sometimes difficult. The 
director of each age11(":. ,,,as being 2~1:ed to po,rticipate in a project 
th~lt the cOt".mi!:f'ioner of that agency had fOD(llly endorsed. The 
esc cnd eBA were f<l.ced with the ta::k of not only trying to explain 
the written purpose of the project but were asking agency personnel 
to give valtl.:ble mCln-hour~ to hel',) develop ard implement the 
i\ssc!'wment and Prepcrijltion tea."U model. Ageru::y stuff and institution 
stafr felt ill-at'-ea~Je with SOI:1e 'of the ne,. terminology SID was 
introdtlcing; r,:cr:lbers of city councils and boards of supervtsors 
found the jargtJU to be som,.:;h::.t contrived. hlhen the proj t'ct ,-:as 
introduced to the ten local 1.;overning bodies in the spring of 1973, 
members listened, asked questions, and frequently wonc'ered tvhy any
one ,.,ould want to call a staff member a "broker advocat£.!." 

Tn April 1973 community agency leadE!rs from the eight state 
agencies (Comn~ission for Children and Vouth does not have ]ocal agency 
pcrsonnel) and the directors of the three state hospitals serving 
PU #6 cet with the SID project staff at Western State Hospital. The 
project director chaired the meeting and revte~ed the purpose of the 
project. Systematic deinstitutionaltzation ,,'as endorscd by every
one present at the meeting but the method for achieving this goal was 
th~ c;wse of much discussicp.. Only a couple of professionals 
present agreed with the rnrcept of a multi-~gency Assessment and 
l'n'scription team as conceived in the original peoposa!. :·lost p1'o
fQssio~als voiced the opinion that it was inapprcpriate for the 
cor.ununity people to recOl,::!t,md to the institution ~,hether or not 
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someone HhCluld remain in the institution or be. placed in the CO;I".,unity. 
TiI(· [d('a that the. cO:!lInunity representatives and the institutional staff 
would participate jointly in this ded.sian was foreign and rather 
Illllwlntr!ble to many. The con1ffi:.m:l.ty representatives were being :!sked 
I" do rwmpthlng they had never dorle before ':In,1 did not feel co~fort.:lble 
III d(ling. '1'0 have all agencies involved in the plannins of th~ 
"prvL~ea that a patient needs either while in the ~ospital or after 
ill' returns to the cOlr.r:.unity Has an approach tha.t had to be gotten 
lIBCC to. (COl"!.'TIunity representatives stated repeatedly that "Only 
doctors knml ",hen someone is ready tc leave the hospital!" Insti
tutl.onnl rcpr.esentatives may have felt that trnditional dOl'1uin 'Was 
bC'ing invaded.) 

It \l7as also quite ohvious in thi::> first meeting that very fely 
people from the various local agencies knew one another or in fact 
knC'w the director of the host hospital. After a tense al1d long d1s
cu~.sion, the group agreed to devote the next m"eting to assessil".g 
lJl1d prescribing for ten patients as outlined by the SID procedure 
before committing itself to participate any further. After the first 
ten patients were presented. by the firs t two broker advocates (~"ho 
had only recently been hired), the group decided it would eztend 
its participation six more r::onths. The grjLlp in the follmving 
months became a hard working team of professioncls meeting tv10 
days eech month to assess and prescribe for state hospital patients 
from the Planning Di5trict. 

In September 1973 the pro.: ec t embrac~·d Lynchburg Trainine School 
and Hospital (the state institution for the m~~tally retarded serving 
Planning District Six). The brcker aavQc?t.es were now t-lOrking at 
twn instituticns on a rotating basis. A tight schedule was established 
[or the staff' as ',Tell as for the A..:;sesl:ILc·nt and Prescription team. 
In additi.on to the meedngE; at Hestern State Hospital, meetings , .. ere 
held at Lynchburg Trai;:J.ing School and Hos?ltal tuo days each month. 
Agency membership for b0th A&P teams remained the same and in fact 
many of the same members participated in the meetings at botll insti
tutions. From the beginning, the Chairman of the A&P tean served 
both te~:ns thus giving contiauity t.o procfdu:-cs, policies, and 
recommendatior:s. The original 6-mont~ ,_,JT!lIuitment has expanded to two 
yC'ars. 

In orGHnizing the A&P team, t.he CSC relied heavily upon a style 
of active persuasion and solicitation. As the. team gre,. and developed 
it began to take on a functionally auconomous quality. Whereas 
ini tially the team was quite willing to rely heavily UpOll SID staff 
procedural guid . .lnc(>, team maturity has brol:ght with it more the 
sense of a Bonrd putting demands on a staff. Coordination style 
is adjusted accordingly . 
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l'ortRffioutl. IH n ('tty or 29 6q'!:~rr: nIJC'H ilnd a l'optll<1tion of 
IIpprmdmntl'ly IIO,OO/). It WilH finH !It'll lr:u In I Itt' (';lrly ,U'Yl'll-

1"('111.11 '·'·lIlllry. Il [II lIOW {"()!;lpl<'t('ly IIl1rrclImd.,.1 hy III hl'r" mllfl!('I-

pnlitll'H ot ~mtl'n.wyH. a ("irclIm<;tnncc: \.;l1tc1l c·lf(·ctiv(·ly bl()[~kh any 
pliYHlcal t'x[l1'lnsion of the cO;:-.r.1unity, A suhiitactiul portion of 
Portsmouth is in a blit;!ltl:d, uetC'rierated cond i !:i0n tho. t bcg~n yea.rs 
ago and continues to progre~s. An crbnn reJ~ve10p~ent project has 
hcpn und~rtokpn in a portion of the central city and has met with 
!> 10\1 but s igni f lcan t succes:" 

Instigation of the ~;rD oppration in Portsr:;::outh represented the 
first teHt of \-"hetlwr or not tite noci!d develop,;:-.:! (or at least 
partinlly developt:d) (,..Juld be "transplanted" to another ccr-,:nunity, 

Active coordinaU on effort~ in Portsmout.h began "lith the hiring 
illld posi tioning of tr,e co:::r.:mni ty sen .. ice~; crn::"cinat(·r <.1nd chief broker 
advocate in July Rnd Au~ust of 1973, City officials played a very 
,'frect role in the recruitI:1cnt of these t\om staff persons, 

Even before suitable quarters had been located to hopse the SIn 
Port:-;mouth staff, the community services coordinator anc.1 ehief 
;)roker advocate HE're concerned ~"ith making t:hq~e 0('('(>s5<11':: pe,:sonal 
('ont:lcts leading to a !nore i::forr:ed local offieialdo:i1 wIthin the 
('fty. It was believed this was a necessary prcrequisit~ to tt~ 
fonnalion of an Ass(,ssment and Prescription (r,S!') team. These early 
contnets werE' re13tively brief due to the pr~ss of hous.~ecping and 
other storr-up requirement~ involving the project, These early 
contact!-; prnvcd to be useful ¥lhen efforts Here accelerated to form 
tIll' A&P team and GIso subs(;<Juel'tly, to keep the A&P team functioning 
i1t its optimum consistent with the circumstances;: h,md. 

Creation of t!w Steering COIT~..,ittee 

From the tlme of the first contact between ehe cO~JlTJunity Services 
coordinntor and hiG principal counterpart Hithin the local govern
lJ1C'ntal structure, ,1n apparen~ geod rapport v:as establishca "hieh stood 
tile· Portsmouth portion of the prnject in good stead during the balance 
of the project.. This ra;,>port HdS parti ('ularl:T i:::pOl"Lanl because it 
had been estoh lished , ... i th tht' indi v idu.ll who also ,,,as chairman of the 
l1um.lI1 Resources Coulleil. This council \,'as the local entity that had 
first exhibited interest in havin; the SIn project located in the 
community, Consequently, \~ithin a matter of ~ ... eeks after joining 
lll(' project, tilE' community services c(l(l!'ciinaLt.;r had been design:!ced 
as an <1!-;$oci ate f.:emher of the Htl::-w.~ R~sources Counci 1 whi eh provided 
a n',ld~' fOl"tlm for discussing probres!-; in the i·roject as v:ell as a 
hull t-ill opportuni ty to s trt:ngthea in it in 1 con cac ts \Vi th ccm:m.mi ty 
mel'lbt'l'ii l>:lt~, Wl~n' din.'ctors c.r aS50:iate directors of service delivery 
ag('neil's \,rjthin the city and, a::; ::;uch, potenti.;;;l A&P tt!n:~. r.-.embers. 

,.-: l· 



TIlE.' extent to 'Which this Lissociation would bei!r fruit did not become 
apparent lmmeciately but was borne out at subseque,lt dates dfter the 
communi ty send eBS coorJin<!tor had bet:n a meI!i~l:'r of Lhe HUr~.111 

Resources Council for a period of tl~e. 

Durin,,; the (;,'lrly c.oonHTl:1tion phase, the comtntmity services 
l'ollrdinator nade approxinau,}y 30 different contacts with sen'ice 
dcllv~ry agency officials of the City of Portsmouth plus a numLer of 

,federal Jy funded service delivery agencies. IHthin the same appr'.')xi
rr.(1tl' tir:lE' frame, the cOJ!'.!:mnity services coordinator, in close 
concert _"itl! the c1:a.inr.an of the Human P..csources Coullcil, selected 
members of a ~;teering co~~>:ittL'e to spcarlwad the actual formation of 
an Assessnent ani Prescription team [or the city. In the process 
of this selection, due regard 'Was given to the inclusion of al 
m:ljor service delivery agencies within the city on a f.overnI::ental 
as \,.'('11 as nongovernm~ntal basis. The degree 0: interest in the SID 
project that available i.ndividuals from these a::;encies had indicated 
\o/as also a consideration. In view of the fact that the Hl.'man Resource3 
COllncil was a creature of the ci ty and thot its ne.mbers ~,'er.e desig
n.,ted by the city manager, a degree of leyt'l:age ~·ms :mtomatically 
built into the assocjat~.on bet' .... cen the cl';:,Lrman of the Human Resources 
Council and t.hp corr;;nunity services coordinator. Consequently, even 
though enthusiasm for the cenc-ept and/or procedures of the SIn 
project on the part. of any given individual may have bee.u lest; '.L'.n 
desirable, the J:'rar.:et.'ol"k \.:ithin ,,'hich the steering comlliitti:t' Ivas 
cn'ated provided for at least a degree of participation in :::teerJn6 

. committee activities. 

An additional fallout with regard to the early cre~tion of ~u 
A&P team for the city, but which Has n~'( 'ti.ve in nature, viaS t:l.:lt at 
least initially SOl::e of those persons ..,;ho apparently did not l.ook 
upon the pilot project \d tll any favor took atlvantdge of the vppe,r
tunity presented by being a Qember of the Assessment and Prescription 
t~~m steering cc~~ittee to practice. an advanced degree of obstruction
ism. As a consequence, , .... hat had been viEowed as a relatively nOn
(>ollrrovers;!,al task of creating the A&P team became much more tedious 
:l£1<1 necessitated over a period of 1"eeks a number of additional 
meetings between the cQ;m:lunity services coordinator and the chairman 
o!, the Human Resources Council. These meetings culminat,'d i.n an 
ildditional steering comrr.ittee meeting Ivhich in effect reversed the 
a(;tion of an earlier steC'ring; committee p.leeting. :\t the earlier 
meeting of the stPering Lo=ittee, obstructionism had carried the 
day to thl:'! point that the only agreerr.ent had been an agreement to 
disagree concerning the concept and procedures as stated in che 
project proposel. 

The benefit of 20-20 hi~Jsight indicates that these early 
elL ficult m~eting:; w~11 may have laid the groundwork for problems 
invQlving the selection of officers for the Assessment and Prescrip
tion team once it had be!:'rr formed. That is, this early developmE'nt 



hnd a very din·ct infJuenc<, on till' latpc d!fficulty encountered in 
I-w!t't't ing ofr1('('r: .. ; fl')" tilt' A&'P tC!llo. It had been :mt Ldpated ttlnt 
llll' ofr!Ct'rH for lil(' tt':llll ~"'()lJlt.1 h(' fJelt·r.tC!d hy lht· tl'llnl [tsL'lf 
OIH'(' I! HtlH f'"Om!,! bv lIl(' Hl(?t'ring committeQ, Llk('\vlse, it lJaJ 
11l'('1\ Ilnlicipatpd that the r.,(·rr:bt'rs of th.; steerinr, comm1 t t~e i.1Quld 
form the nucleuH for the leam itsel:. 

Following the fi<l8CO of t:w first lnl:'C!ting of the A&P teatr: 
stl'('rinp; ::UIlI:r.!ttcc L"1 mid-September, a second meeting to attempt to 
organi-:.c the A&P team was sciwduled fot" early October. It ... ,as. 
hm,ll'vcr, only the day prior to the scli.::ciulcd October meeting that 
till' cO'llmunity services C(lCHlTinator and the chairman of the ltUi:1an 
Resources Council were able to meet and to agree ~~on officials for 
the AS.P team once it had been offici;),11y fonned. It ,,'ill be noted 
that these officers Here selected, not elected. Subsc>qupntly, 
it became mon~ (!\'id{'nt ~"hy chis approach he.d been deet'l!::": necessary 
by the chair,)':'. 1.)1 the HULl an ll.:;sources CounciL The firs t chairman 
of the A&P team t~<lS an empJ oyee of the Ci ty of Portslilouth and worked 
under the dire'-t supervision of the chairman of the Human Resources 
Council. 

Other Essential Early Efforts 

At the saLle time that the A&P team steering .::ornmittee Has in the 
proces~ of evolving as a resu}t of ccpeated and ~umerous individual 
contacts as \V'ell as the steering com;nittee I:leetings mentioned e;J,rlier. 
other efforts \vt:nt forward concurrently to l'rcp;:a:e for the considera
tion of the first client target gro~p by the A&P team once it had 
been orRanized. At the initial meeting of the A&P team steering 
connnittee, it was the consensus of tl'~t group that they Iyould prefer 
to begin by reviewing the CDses of all Portsmouth residents to be 
found in the seven juvenile ins~itutions of the DepartI!:ent of i-Ielfare 
and Institution,,_ Consequently, in D'2cember 1973, tile project 
d 1 r('ctor and com:nunl ty services coordin:J.tor made ini tial contac ts 
\d til the di rec tor and dt puty di.rector of the DEpartment of 'Ylelfare 
... nd fnstitut.ions as l,el1 as the chief of the Division of Youth 
Services of DWl. ThesG early I:l~~tings with Richmond-based officials 
of m~I resulted in the selection of the first juvenil,~ institLtion 
\~Ilos(' l'orts!ilm.th resiGc-nts would he reviewed by the ,\&r team once the 
team hu~ been org~nized. 

II subsequ('nt me(·ting was held w~th the superintenoelltS of the 
s~ven juvenile institutions t·) Lrief them on the concepts and pro
('C'uur(>s in the SID project. S1... Portsmouth staff members then met 
wl!h members of the insti tutional staff of the first training school 
selected to lay t!1(! grOllD,(l\'lork for an early start en the preparatiun 
of assessment summllries for Portsmouth youngsters l"i!sident in that 
institution, At the first D~r institution, the project app~rently 
got off to an excellent s::':lrt in Lerms of rnpport and interests 
on the part of till' institutional staff and the SID staff. 



~[l'all\,Jh j It" ('VL'nts h'h id' hdve been deser Ibed above rE!sul ted in 
tIll' CTl'ilt ion oj :m AHSC0f;ment nnd Prescr.i?tion tear.l for tbe City of 
J'ortHI!lOllth Illlt! tll(· H('lcction of offic(;l's for th<! tt?3r.l. The chairman 
:1I1e1 V j ,',- 1'11111 nllJll of til(' !ww) y organized AG.P tE!;;.n :J.ccorr:p;mied some 
1I1l'JJ1lwnl of ! lit,S J J) l'(jrtfjll1(lll~h Htufr ne well as ti:e project dir(>ctor 
mId ollll'rl4 froJ:1 IUcilmond to a rr:eeting at the institut:l.on with membern 
of tht· InsLltutJonal Htnrl. 'l'i10 teara C'h2irman IlS t.cl1 as other rr:er.lbcrs 
() r tit£' newly orgllnizE!t.i A&P tC'<ir:. pn~vioucly had indicated their com
plete oPPOSiti0U to tltE' ccnduct of A[,P tt!<l.m meetings at the insti
tution and stated flatly that the teDm mC'nbers from Portsmouth did 
not have the tine nor finance~ Gnd would not attend A&P teao meetings 
tltHt were not conducted in the City of Portsmouth. Consequently, 
tlte decision by the institution superint~nJent came 35 a very pleasant 
surprise when he requested an opportunity for the juvenile offenders 
and the> concerned institution3.1 representatives to. <lttend At,P team 
meetings in the City of Portst.;0'lch, This request. of C(1urse, was 
agr~cd t(1 with g~eat alacrity nl~~ough at a later dale it appeared 
doubtful that the initial entbusiasm of th~ institution to participate 
in A&P tcu@ meetings in Ports~outh continued. 

Early Te~m Mpetin~s 

From the ti~e> of its creation, the Assessment and Prescription 
tC?3m appeared to suffer two related and unfortunate problt·os. These 
involved th~ apathetic attitude cJChibitec. by many members of thE: new 
team as well as the lack of experience of the nE{,)' chain::~n. These 
tloJO factors su~;~eque(ltly I.;csre db,,:[lv;:.;ted to nn extreL~e by the ov",r1_y 
aggres!'ive tact:i.cs of two team menbers. 

Given the ingredients of a lack of dedication anl!or interest 
on the pat;'t of som2 member!; of the nevI team, the relative inexperience 
of the chairman, and the dggressive', often cbstr·.l,~tionistic tactics 
elf twO tear,1 members, the early policy decisior.s and 101. proc!uctivity 
of the teaD should net be surpribing. The formation of a te3.ffi that 
\o,'.'l5 basically apatiwt.ic to,m.rds the prC'':ect pr00ably places in 
proper perspective the manner of selection of the team chainn".u. 
Thus, as menrioneJ above and cont,ar), to the earlier beliefs of SIn 
project sCar: mE''llh('rs, the tea~ offic:als I"ere not elected by members 
of the team. They were selected r.y the chairrr.an of the Human 
ResourcEs C(1tlOcil of the City of Por::"f:lcw:.:i1 on the day prior to the 
second ;)rg::miz[J.tic:mal meeting of the A6P team steering ccr.nnittec. 
The new choirm3n not only lacked cry prior exposure in depth to the 
concepts or procedures of the SID project, he had not attended the 
c,;lrlier meeting of thE! steering l.omll'.ittce, and he had not been 
hriefed concerning the SIn project. 



Till' background surrounding the sclectio', of the tea:;! chairman, 
wllt'n \!(Jupl(:d 'rlith t:he tif,gr2Hsiv<;, te<ltn members mentioned previously, 
I'('/Wltt'!! In tlrl' rln,t A&P ten;;! flj(!L'ting heing tlHc-d by ll':lm obstruc:
ti01lill1 1n('lTltlf'rl! II.' II v~'lJI('J(' til IJdopt duhlOl/1i policy d('c'IRfol1~, At 
fIn' /111111(' lfm!', til(' 1lI1111!' llll'ml)('rJl lltlll('kc'd llll' c'oll('('pll1, l'ro(!edur('Il, 
111111 1IIC'IIIPuoloI;Y of til(' Sill prnjPct Ilil it hilt! fIPen developed in 
LIlt' orLt~[nnl project proposa]. 

One obstructionist member of the team attended only a portion 
of the first neeting and missed all or part of subsequent ~eetings 
('arly in the project, Another obstruct.ionist tean !:iC'lt;ber filled the 
v,)id .,rithout any pr(Jblem by antagonizing institutional st£!ff ,,;00 
were participating in the meetings, badgering the SID staff, 
~uPBti~ning the qualifications of SIn staff c~~bers, and generally 
Jrnigrating anyone connected with the rroject. In addition, this 
Siimc menber. on the basis of a fe,,, moments of a single interview 
wi th the very first juvenile offl~nder client to be rcviel')ed by the 
team, ei ther convinced sou.;! llierr.Del'S of the team or managed to O\'errid€! 
till' less than f'ff :.~::tive a.dhe:rents cf the proposa.l that the clients' 
should he intenfie",;ed .,ith the net result that tll!:> tellll: made a 
policy decision not to intcrvie,'" ",ny more juvenile ofh'DGer clients 
at tear.1 meetings. It Has ()r~ly fol]O\l!ing ei~ht addition'll juvenile 
offender team meetings that this unfortunate decision was reversed. 

1\s indicated, this unJue influence by a c1istinct minority of 
the total membership (Jf the cot:"ti:Jittee had several deleterious results 
insofa, as maturation of the A&1' teom Has concerned. Th€ exercise 
of t!, :~; undue influence by the a.ggressive teG;;)' members was facili
tat(,d hy tue t.;c-'lkTless of the chairman, A nm:;'>,>r of instances occurred 
\.;hen'in "'Ie fo;.!nd the chair:1:m adopting as hif; 0\-"n vie" the critical, 
nonconstructive, ohHtructionist attitudes displayed by o~e or 
another of the obstructioaist members of the teaw. 

The" influence of the most vocal obstructiorist on the tc',"ll 

cnnt!nueJ to plague t.eam productivity. Principal ~~ong the~~ actions 
Wil:> thE.' amount of time the leam \1.'<1S actua] ly in session. At the 
ouU:('l, the Learn memhc-rs vll ~ht?d to btl in session no more than three 
hOUri; pl~r day ,1Ild p\.Jn~ly at thvir co lvC'nienc:e as compared to the 
t r,lV('! nnd otll<'!' l(l~isti..:al pn'hh'ms Llced by the pnrticipants in 
tbt· t'.'am activitll~s \,":10 t:ame [rella tlJe institution for the A&P team 
11!<'Ptfng!i, During thi::; time, tlw tl'am chairman eitfll'r drug his fct.!t 
or acl1.vcly oppo1'ied ~my rea~;()nablc exten~:!0n of thi.! amount of tit~,<! 

lbl> It'ilm "'Duld sit or llf the nUr.1ber of clients .. :hose case::; 'Would be 
reviewed on a given d~y. 

On nore thun one (lcca~ion. team activities actl:ally >:ere d.llayed 
f ...... a~: long ilc1 onc and one-half houl':, JUt! to the lateness of arrival 
of per;;omll'l fro!:! the insti tut ion~. At times, d€'lays in arrival were 
l'lld"rstandable due to inclement \.,reatlwr but at other tines no such 
r{';l.son l'xisted nor \~a,; any excuse \~ven proff2red by somt.!: jnstitutional 



r('pn.'!;e~.tat i ves . During this ~~mr2 per io<~ (lne oh;j t!."lIctioni~~t rM;'l:lber 
of the team "pled out fro~l coutim:cd p.:!t"ticip:1!:illrt on the plea tholt 
he did not. agree with the SID projc<ct concepts and procedunw a:nd 
wouLd nnt participate furthar in d~lfberctions that concerned 
.lllv('o!.1e offenders. At chic jur.!:ture, h:;n;cver. the second obstruc
tionlflt member of thl;! t,,>,~l'l c;-'1:(.."d in tc take up t-Jil .. re he h<:d left 
off at ~nrlier tec:n rl",::;;in3s. 

At various tic,,!'; during the four montns that the team was 
meC'ting tlnd{;r the cirCU:D.51tGIlces described. a \lumber of the melabcrs 
of the t-::ar.l who did cO~-::Jent on the matt~r stated in effect that they 
dId not have Qnouf~h ti:ne available to .... 'ast!? their time at an A&P 
tl!om meeting that was conducted as many of these ~eetings were 2~d 
",hlch v:as subjected to the I-.a:-;::-<lS5~ent ar.d other tnetic:,; by the two 
individuals referred to previously. Seve:-al team ;::;;€:!libers djd absent 
themse1 ves from t,'.m pa.r: icipat:l on during this period of time 
drspite the fact that earlier they had been conscientious partici
pants to the elct(::nt they ~,;ere [-emit tcd to be so by the ci rcu!!w tnnees. 
The net result Hith the ob,'>tructio:1ist n;p;.;t,!.!rs pn;;S(2nt, Hith cth::!;:: 
members n~t participating consisten::ly~ and with a wenk chairman, 
\"a8 that the teGllTI flot:nG~l.·'-'J.. 

In late Narch 1974, the OZ!t.uration of the A<;:::;?SSiUCPt and PI."escrip
tion tcan received a "shot in th{! arm" that previously had been 
lacking. This vital boost to t:he team occurred cos a result of the 
initiative undertd!'en by the SID COI:::nittee of C(.mmissioners. 

The end result of the :Lntere!>t and initiative by the COIl'1!littee 
of COll!;nissioners vlas a t'40 day briefing/or~entatim: tour by the 
I'ortsrnlUth A&P tear.:, re?rese>1::etivi;;s of the principrd TidevTater 
nC?',>!spapers. the SID Portsmouth staff. selected mc@iJE:rs of tr,e Richr!Jond 
headqu3rters st::ff. the dil."e:ctors- of Petersburg Tr.;;ifdl1g Schonl •• nc. 
lio1"pit<1l ann Central State Hospital. They I'1et ,.,ith their counterparts 
from the oth0r pilot ?roject area ~r the SID project located in 
Planning Di»trict /i6. In aC:di.t:ion to thene flfficials. others who 
traveled to Staunton fro;n Rich:;::ond included the Secretary of Human 
Affairs of the COll'Jllom.ealth (If Virginia. plus the commissioners or 
their- repr-esenttltives fr':>m the Sin Committee of CO:::;:Iissioners. The 
t\VO day jOlln;cy from Tide.rater ,.'as made by chartered bus and included 
n tour and orientation at Petersburg Training School and Hospital plus 
v.rLtnessing nn A&TJ Tea:;:: meeting of Planning District 1;6 to consider 
mentally ill clients fiom Western State Hospital. In addition to the 
more [orcoal settings r:;entioned above, <l:-1ple time was available cluring 
the; hOUFS consume 1 by round trip l)US travel from Portsmouth to 
Petersburg to Rlclll:,or.:i to Staunton and return as >.Jell as during 
!nfnrr.lal social gatherings ;It Staunton for exchanges of experi".:nces 
c-oncernin~ the operations of L.he two pilot p::-0ject areas plus their 
relatior~idp C(' the acti'/itie::> and goals of the state agencies that 
ilre rcpr.,s!.'ntC'd en the CO;'~::Jittce of C()r;~)i..',;;ioners. 

(,1 
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Thl' ,:wt'llng llf llo{' l'ortHinouth A&I' t('3m jU1'll pr I.,)r tn tilt.' briefing/ 
or it'lll at lon tour to Pc' It·r~.hl!rh and St:ilml on rn:j):t~('d tit!' ,nncltH;ioH of 
II t' r [n;t round of asseHnt!i::nLs for I'ort:,;:;:mtit cll<'Ilts ',oll'lcd in f ivt' 
of tlll' juv('nlll' inlllitutioll!-' ojlPratt·d hy till' l)"'jHlrtflWtlt or Wt>lflll'P nud 
Ill';! IlllI !OllH, Tilt' prn;dr.I:HI' t",':}, of t h" ~;If) l'o!'tmr'llutJ. Htnrr <Inti 
II,',!' IC'/lIl! Into II dil rprent clit'llt Large-t gnHlp r('(-lultc'd in EI tC'am 
dl'('[H[llIl tltE! it I-multi be alivI!->able to include amongst lu; mU:lbeJ:"3 
11ll11viclualB from Portsmouth ~,nd Tidcv1ater t:h,- POss{~sfied direct 
kno:dC'dge and (,)tper iencc in de.:lling T:;i ~:i, ~;,i.:' n;enta lly retarded, As 
n result, four ne\" IDer.Jbers \<.'ere added to th.? A&P team. 'n:ese n~H 
m~mbers also contributed co ~ chan~e in the team's dynamil5 and have 
proven to be 3 main~tay in the operation of the te30 to d~:e. 

Tlie hriefing/orienracion tour tak<:n by the POt'tf'l~out'l A&P team in 
!·!:Jrch 1971, apP('arpd to result in a r.eorientation of the team's 
tllinklng eonccrninR some of the polici~s and procedure~ of the Pcrts
[lJnulll Assessment and Prescription teao. ,'.5 a consequence, prior to 
thl' f1. rs t scheduled ::wcting at which I'){::1tally retarded cases would 
be reviel-Jed. the tea::: r'~<lde t,,,o b:~sic deci:;i(lns. These were that the 
Lt'aIl' mpmhers would interviet. tLe clients dt'ring the process of 
rrVit'vlillg the cUt-nt's case <'rd that t::e tCQm "']QuId travel to Peters
burg to conduct the A&P team l:Jf.:etings, Each of these d~cisioIlS 
rp!lected a complete revers~l of the tepc's earlier attitudes tCHards 
tlll)Se kl'Y issue's, Each of these decisions likewise appeared to be a 
ell rec:t result of tIll' mmmer in which the members of tl~e Portsrncuth 
A&P Learn consttued the desires and policies of state-wide officials 
vlllo al S,) were me",.;,.:>rs of the SID CO:~~'!li t t(:e of COEi.i1issioners as such 
policies afleccpd their respective agercies. 

The changes of direction in polic:: nott'd above were morc overt 
irl!lication!" of an overall ch;u,ge of directiol! ir61lt'ar as not only 
tilt' policies but the pr-ocedures and -functioning of the AsseSSlr.ent <::n''I 
l'n·t:cription team were concc-rned, As che tf' j;n.:hanr<.>J policies. it 
:llso rh~\Dged leadership. ThE- team chair-nan t:ul'ing t!w tir:le when 
Uw clic'nt target group was the juvenile offc:1cler c:.id not parti:.:ipate 
in any furthe>r meetings after a change in the cliert target group to 
thl> ment,"ly retarded. The vice chairr.:.in served for seve:-Hl meetings 
un l j 1 ,1 , '\-: perrT.anen t chai ro.:an could be se lee t<:>d, ender til.:! chairman-
shIp of tht> vict' clllirman as well af: the ne,.1y select.ed chairman, the 
A&I' tt'a'11 continued to giv(> t-very evid\!I1ce the ch. nge in direction 
not;. .. d above ;.;as not silnpl:,,· a TIb1tter uf forn, it \ .. 't1S indeed substantive. 

The change of cli(>nt target group. the change in the meeting sit<:>, 
till' dc'cihi.on to intervie" i:he cl iel't:; "hereas this previm'sly had not 
bl'I'n tile case, and th<:> change in chairr.anship \~er~ reflected in a very 
sukaantial change in tIw conduct of the team meetin,;~. h'hereas pre
vil'u:;] y the aVer:lgl' producth'i ty of the AbP team had been so mark:edly 
1m ... thai it required an avera;:;e of one hour 50 minutes Cr.. process one 



client during the firs!: four c:'.!etini;;~ (all JD' 6). thl .. <l1.·e·:!":lg~ tim£! 
rcqulrDd to prac~28 B c11Q~t cluriDG the first four m~cti~~~ chaired 
fly t lie nm! chv.ir.r,!3n (three HR t 0 <!nd one J() FW(:tin:.;) ",:a.;:; (mly 32 
1lI11l1Itp.f! per (:lL(;nt Hnd l1:1.thoct dimlnt;tion in tr.~ quality of the 
f f Il! Hhcd proje::t. Thic imlH"Cved productivity has reiil3.in.:::d reJ.ative
J y COrliitBfit despite tb~ entry of the teaM inca nC~-l inctitutiol1s 
wIth altendant .:ldJt..!ciV::mento to changed c:l-cumet;:,llce.o. 

The selection of tht:' net.: ch~irr.:an for th.:. ASP t,';;r:" in itn",lf is 
Indicative of a nUl':lbe!" of the problems t!:at were conf:onted t:l'lch 
earlIer as the tea,"£! was being formed e.nd as afforts Here h~ing Illnde 
ro mold the team into a viable working representation of the service 
delivery agencies of the City of Portsmouth. The fiTBt chairman of 
the A&P team had been designated as chai:,:m<::n by h's dirl'(;t fpJper
vlBor in an effort to fill a void desp:f.te the fact: th:1t the neHly 
n.-lmed cr.airtnan did not r(!pl."'(~sent a direct service delivery agency but: 
p~rformed ?rimarily in a staff function. His succes~or was assis
tarrt d.!rector of a direct servic~ delivery agency that prob.nbly 
had a greater staI~e in tho sUCcesS of the SIn project l.u dL'i.'elopiug 
a \Tiable !"lociel than any oth:er singh! service delivery ~gency in the 
city. Nevertheless. theneH chain::::n was not selected by the A&P 
te:lm itself. His selection did reflect a meetinG ()f th~ minds betHeer> 
the chairman of the 1l17J')a;J. Resources Council and his 5u?ervisor. 
the director of the concerned agC'!'cy. In effect then, although 
the ne.1 chairm,:m Has far !:'.Ore professionally qu;:.lified <Jud intereste;:! 
in the project, his selection as chairf:1<:!n aga:ln illustrated the 
appareli:: need to select Ii cr.:.lil'1tlan on the oasis of direct s-:'p!2rvfsor/ 
employe~ relationships. 

Subsequent clw.ngf.!s in the cC"!:lposi ti.on of the A&P :::e.:l:l: have be~!1 
supportive to th.;:. ·:vernll impnl\·m?Ilt of the team uctivities l·Tithout 
being as decisive as wns the rerlacement of the first A&P team chair
l:1b.n" The proj eet h<1:> continued ,dth the services of the second A&P 
teum chairmen, althou;;;h on occasion other persons hav~ served as 
acti.ng ch::.irt;;.~:n. The second chairman has continued to ci"-dr the 
A&P tea::l even :1fter he changed professional positions so til:!t hi 5 

place of employ:nent l.,,[.fj located outside the City of PortsL1outh. 
This site chanse ins~frT as employment is concerned has not altered 
to a nGtict~able degree the effectiveness of the chai.cman or the 
overall efficiency of the A&P teD.~ which continues tmvara iLlprovement 
albei t at a much slo"o'er pace th3.n i=ecliately folloHing the nearly 
disastrous results of the first few months of operation. Of the five 
persons who have served as chairman, vice chairn~n, or act~ng chair
man ar.d recognizing that the role of the teal:! chairman is most 
critical to the effective functioning of the team, tl:e"'e five have 
been characterized in effectiveness as ranging from poor to out
stancing. The latter rating was applied to the present chair~n" 

j 

•• ~· ..... .;..~":l,,::.-!;...-t..U_~ •• -.. l~~"~'""..t..:..A_~~~~;..::..:-~~~i.....J,..;. ... - .. rj.b.~ .... ...:...s.d ...... ~'.t.<:..-.s.L· ____ u~ ..... .\w..: ·~L.·l.:.....:_J.:.:La:..~A.u...~".!.:.t'~:~~""!~ 



. ,-

"' , 
\, 
.;:'. 

\ 
" \ 

,.:.~ 

• \ 
I , 

""~ .. - ... ~ 

'. 

... -.; .... 

, 
\ 

\ 
\. . • 
, \ , 

---" 

.... ~:::. ... 

I ., 

I 
I 

I 

.! 
\ , 
i 

" 

i 
j 

., 

As related earlier, a direct and extremely bec~flcial result 
clf tile cl!nngt· in clm! rmnnship to date has been in the conduct of 
till' 11)('1.'1 in,.\H. Tllto meL·tings are d1 rectC'd; they an~ not p0.rmi t tt d to 
IICllllull'r, '1'1)(' IH'W (·hllirmr.n brought /I Hl!lHltilntlfll w(';iltll or rt,l('v:lnt 
('X/,('I! 1IIf' 10 th,· III('('L Inv,H nnd, ill lurn, WlIH lilli,' til ('x! flll't I t"llin 

fill' pllrll('lpHrILH 111 lli€' 1:IPetingH tl)('1r O\>/n IH'Ht t'()l1trlj,IILloI1H to 
til(' \.,1 V I fare of" the client and to the succe8S of the SlD T,rojecl. 
Not only is t!-e average team time required to process the client nl'W 
less than one third ~·Jhat it Ivas under the chairmam-hip of tbe first 
cilnirman, a gl eater subst.J.l_tive jn?ut has been noted in nC'arly all 
C,lses of thosC' team members HilO Itave continued to Fnr'ticipate in 
A.~1' tC':lm n:~eLings. 

A k('y c>1('ment not c(luch"d \lpon hl'rl'tofore d,'servps mention 
wi til rt·gard to implementation of the project. :·Id s C'll'ment is that 
of slnff r('cruitl11cnt. H;my tpcliClllS hours Hen.' devoted by top SID 
!:taf/ to the rC'view of aI'I'Jicatil'ns, checking of references, and the 
illterview of potential SIn employe0H, As noted in a preceding 
Ht'ction, the first A&P t('am chairman was nut ilt all averse to qUeS
tioning the academic background o.nu relevant experience of the broker 
advocates. Within this context, it is of particular mOl11ent that 
only aftpr SID Portsrouth 11ad o,'en in operatio:1 for nearly 18 months 
did the Chil~ rman of the Portsmouth ~!ental Hblltl, and ~·rental Retarda
t ion Services Board make a direct cOlrunent to the communi ty services 
coordirw tor concerning the SID hroker advocate staff. These comments 
nccurrc,d following a meet.ing of the !-Ul&:OlR ServicC's Bonrd at \vh.'-ch 
they had unanimously endorseel thE continuation of the SID project 
in Portsmouth. At thnt time, the chairman commented to the community 
st'rvIces coordinator that she had heen skeptical of the a1:ilities 
oI tl.(;" SID broker advocates to perform their duties as first outlined 
prior to the start of the pro.l'"ct. She t1Wll proceeded to elahorate 
by ~~tating that after a lengthy period of obser-:ing the broker c.:hocate 
stnff in .1..:tion and obtaining rc'':lctions frl'm the community, sh.:! w;::s 
thoroughl .... :onvi.1ccd of the profesSionalism exhibited by each r:lember 
of the Sl') Portsmouth broker ndvocate stnff. 

Till' :lct ive particip3tion of .3 numbpr of the Portsmouth SID staff 
In c·.lmmun::'ty affairs appears to have cr~ated n favorable realtiotl 
aml'llg loc.l! officials and perhup'" cc'ntributed to th," relatively easy 
aCCl":->s Lo certain orfir.:i~11s of the n);r.mnnity an':l to rlw gent·ral 

'H\'lll':lLl1l't il' ear that IVas lc'nt to n'lJ'll'sts directed to eommunity 
~"l'n· tee (klivery agencies for support of the SID progrum. Statis-
t it':.1 dill.l gel1l'rated by thl' project IVas requested and used by commu
nit\' il'adl'rs a~; rlwy attempted :0 justify their mVI1 requests to local 
gOVt'l nmu'.t allt!wri ties f:.::r part icular pn,gr,:J;:ls ill \,hieh they ~.;ere 
intt>rt':-;t(·u. ThL'~l' d<!t~ were lIs(,ful t·o t111' l'orLsmouth }!H&!-lR Services 
Bonrd ci~<lirman <lnU executive directo~· hi .:l requl'st submitted by t 11eo 
lor a d~v~lopmental disabilities grant as well a~ hi tIle Comprehensive 
1'lann Ilg ~lanag('ment office of the City of Portsrwnth_ 
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The conclusion is inesc;,pable that despite the active suppcrt 
of the Uuman Re~ourceG Council of the City of Portsmoutll. the HRC 
chairman and oth,er officials of the City of Portsmouth including the 
rity manager, the ge~tation period leading to a relatively efficient 
and smooth functioning Assessment and Prescription team and the 
de'1 i very of integrated services to SID cli~mts ,,,,as not short. 
Pc>rhaps, .however, the present functioning of the Assessment and 
IJrebcription team can be ascribed, at least in part, to the earlier 
problems encountered with certain memJers of the team. Hhereas so"!e 
of the team members earlier described as obstructionists took a long 
time to even have the 8?pearance of supporting the SID project in 
Portsmoutl., they have I:::orc recently beE'n knot·m tD speak out in 
support of the SID concept. One of the most vocifercus earlier critics 
of the SIn concept, procedures, practices, staff. and financing 
became supportive of SID as it curreI~tly exists to the point where 
he chose to attend a s:n ,\ssessrnent and Prescription team meeting 
in preference to a meeting of the HU:::lan Resources Council t!!Bt 

conflicted with th~ A&P team meeting. This decision was reached 
despite the [act th3t his presence uas urgently requested by the chait"IllCln 
and that the superintendent of schools and dty manager t'lere going 
to be presen. at thac !:leeting. The.other earlier critic has 
recently been instru~ental in applying for a prograrn grant to begin 
the process of filling resource gaps identified by SID-genera1ed 
data. 

All together, the overall changes of direction noted above 
including the change in team chairmen lw.ve. resulted iI': a marker: 
improvement in the output uf the Portsmouth portion of the SID pilot 
project. Howe\rcr, along with this notable improvement it should be 
equally noteworthy that these improvem.ents actually huve resulted 
from contInued improvement in com:nu;:J.ications bet~veen the SID project 
and the power structure of the city as ~"ell as m;,ong various e.lem~;:,ts 

of the relevant cor,!;!1uni.ty pOive.r structure an refl~ctGd in the various 
service delivery agencies. 

b5 
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(bound separately) 
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APPENDIX E 

Sample AutOr.l6tE:!d Progr.:lm Evaluation Repul·ts 

-Assessment Digest 
-Behilvio;:-"l :~epCL·toire Statistics 
-Prescriptl,n Digest 
-Fulfi.llmei~t of Contin~('d Ino.titutionaliz.:ltion 

Prescription Digest 
-RE:!source Search Results 
-Client Status Update 
-Client Processing Summary 
-Broker Advocate Caseload 
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APPENDIX F 

Job Descriptions 

-Chief Broker Advocate 
-Broker Advocate B 
-Broker Advocate A 
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CHIEF HROKI:R ADVOCATE 

I'lnJl!: and 8upr.>.rviBcfI tlw a~·tjvftips of a Rtaff of Brokt'T Advocates in a 
Rcogrnpilic region, normally a planning di~trict or metropolitan area, of the 
State. 

TIl(> work involves coordin"cint-\ and Stllwrvising the effort!; of several 
Broker Advocates, t.;ho fL'prescnt clit~nts. The clicnts are lwri;ons residing in 
State institutions who comE' before a locally based teAm of institution and 
community profpssionals (the As;,:,essrr:ent and rrescription, A&P, Team). Based 
on information at its disposal, the A&P Team reaches a decision as to Vlhich 
eli ents art:.' suitable c lrlidates for cOITJnuni.ty placement and "'hich clients 
ought to remain in th~ ~nstitution, at least until a subsequent revieVl, such 
Leview to \lCCUr at intervals no longer than six months. For those clients 'o1t1Oo 
the ASP TL'ilm preBcribcs communi.:y placel'1ent from a State institution for the 
mentally ill, the mentally retarded or the juvenile offender, the Broker 
Advocate assumes variouB functions in behalf of the client (see job description 
for Broker Advocate). 

~ .. 

It is the duty of the Chief Broker Advocate to select, train and assign 
suboI;"dinates, review their performance. and suggest or ill'plement changes designed 
to improve their performance. Consultation and guidance are provided to Broker 
AdvDcnteB on more dtfficult client-r~lated problems, and direct assistance is 
given to clients in the same manner as a Broker Advocate when time permits. 
As supervisor of the Broker Ad.'ocHte, it is the ultimate duty of the Chief 
Broker Advocate to determinp that deinstitutionaUzed clients are established 
find mnint;ained at their opti;::nl le\'el of funct ioning in the community and that 
when this be not the case to bring matters to the attention of the A&P Team for 
action and resolution. In fulfilling this duty and obligation the Chief Broker 
Advocat" ensures that the Broker Advocate represents the clh'nt and the client fS 

interests ratheL than the service deliv~ry agency or the agency's interc3ts_ 
Ge>neral direction is received from the SID pn1gram director ;!Dd the A&r Team 
eha i n'an of the geographical re;;;ion to which assigned. 

Examples of duties chara~teristic of positions in this class: 

1. Rt>eruits, employs, trains .-,ad assigns Broker Advocates in an area of 
the State tllat operates th~ Service Integration for Deinstitutionalization 
(Srn) program; as rpquired, prvvides guidance and consultation to 
Ilroker Advocates on difficult client problems or other matters related 
to the \~ork. 

2. Assists the A&P Tra~ chairman with the organization and maintenance of 
Assessment and Prescription Teams ~hich function within the specifi~ 
geographic area an<1 which functionally incorporate eaCH participating 
institution; rcviews treatmen~ 2nd ~aintenanee prescriptions prepared by 
Assessment and Prescription TeAms and plans approaches to build connections 
bet'"een pre:;,~ ribed services and cotlmunity resources. 
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BROKER ADVOCATE B 

Represents persons during their regidencl.'! in, and after their release from, 
State institutions for the mentally ill, the mentally retarded, and the juveni.le 
offender by otaining and monitoring a variety of services necessary for their 
rendJu$tnent to life outside the institutional setting. 

The work invO.lves collecting, collating, cornpilj.ng, nnd coordinating froJ:] 
ntiiiiei:uil5 sources existing hl[ormation on each client; presenting the client and/or 
hts ca.:.;c to a locally based Assessment and Prescription (A&P) Team, such Team 
being comprised of a broad spectrum ()f professional persons frem the State in
Btitution and from human service agencies in the community; receiving a formalized 
"prescription" for his client fron the A&P Team; searching the community to 
locate a deliverer of the services/resources indicated in the prescription; 
developing a specific st'rvice plan/schedule in behalf of his client HUh agencies 
who agree to participate in filling the client's prescription; monitoring the 
ongoing service delivery to his client by periodically contacting the service 
deliverer and the client; contributing to the solution of ser,ice delivery/service 
coordination problems vis-a-vis his client as they occur; and educating indirectly 
(sometimes directly) the community in which he -'tJarks ~dth respect to issues 
relevant to the human needs and service delivery requirements of his set of 
clients. 

Direct assistance is given the clients in arranging for those services. 
essential to the cl ien.t' s reestablisHment in the communit)-, includ5.ng r:pe.cip-l 
educatior and training, rehabilitation services, medjcal treatment, welfare, 
employment, financial assistance, nursing care, legal services, and others. 
Contacts are established 'and maintained with the various providers of service 
in order to ensure that clients receive timely and effective assistance. If 
';ervlces needed by the clients are not readily available within the community, 
cXhatlHtive attempts are made to obtain sarvices from other sources or, failing 
to uncover existent· res,nrrces, to stimulate the develo;nuent of additional re
sources at the com:nunity level. The maintenance of current and accurate records 
of d<'ily activities, ~ ... ithin the confi,1es of stand2rdjzed f()rmets, is an essential 
part: of the ~ ... ork tn view of the developing computerized in.formation system 
IlssociatC'd with the deinstitutionalization/servir.e integration precess. General 
direction is received from the Chief Broker Advocate in the geographical area 
in which ass igned. Supt:!'vision!:l.aY be exercised over onE'. or more Broker Advoc2te 
A's. 

ExalT,ple$ of duties characteristic of positions in this class: 

1. Receives A&P Team prescriptions for housing, income~ rehabilitation and 
maintenance requirements for persons who helve been determined to be 
candidates for release from institutions for the mentally ill, mentally 
retarded and juvenile offendl>rs; develops a service plan for each dein
stitutionalized client indi.cating time schedules for the obtaining of 
~e~~ssary assistance and services, listings of agencies and providers 
of service to be used, agreements with the service deliverers, and other 
specific data related to e~ch case. 
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Broker Advocate B 

2. Makes provider contacts 3nd represents client~ in matters having to do 
with receiving needed community services; determines ~Yhether existing 
community programs can meet the requirements of cJ.icnts or if attempts 
must be made to develop addition·!l services. 

3. Upon discovery of defects, blocks or interruptions of community service 
de'ivery for his clients, attempts to achieve solution of identified 
problems by various means; works directly with client to determine if 
the problem may be caused in part by the client himself; meets "lith the 
provider of service in the problem area to discuss and attempt to 
reconc:ilc differences; consults with the Broker Advocate Chief on the 
most difficult and complex problem situations. 

4. Ensures that clients prescribed for continued institutionalization by 
the A&P Team are re-assessed by the Team in intervals not exceeding 
six months and ascertains the extent to Hhich continued institl~tionaliza
tion prescriptions were filled by the institution. 

5 .. Keeps detailed logs and records of daily activities and contacts; 
provides data to management at the State leve:' so that the status and 
effectiveness of the overall endzavor can be continuously evaluated. 

6. May be asked to periodically write reports and memoranda describing 
impressions and evaluations of the quality of services provided by 
community agencies and organizations from the standpoint of the 
success or lack of success in the readjustment of clients to community 
living. 

7. May make appearar.ces before local gO\Terning bodies to promote public 
awareness of and st:pport for deinstitutionalized individuals. 

QualIfication standards 

r.rnduation from an accredited college or university with major study in a 
I>l'h;Jvioral or social science or other field related to human services, and two years 
of ('xpericncc in a community service program similar to those !>1hich provide assistance 
t{) dl'inf;titutionalized clients. Graduate study in a field related to the work can 
\W HU!Jst· L tupd for the experience on an equiv:d.ent time basis. 

Consldprable knowledgp of the socf«l, emotional and physical needs of the 
InPl1tll] ly .md hehaviorally d:i:sabled and the socially deviant; ability to gain the 
l"onfidence :lml cooperation of deinsticutionalized clients; ability to establish 
and maintnin tood working conlacts ~Yith individuals ane' agencies providing a5S;s
tanee and services to clients. 

WEJ):c[c 
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BROKER Ar'.OCATE A 

DIstinguIshing Fe3tu~e9 of the Work 

Represents persons during their residence in, and aft~r their release from, 
StBte institutions for the mentally ill, the mentally retarded, and the juvenile 
offender by obtaining and monitorinr, a v''lrjetI of services necessa.ry for the.ir 
readjustment to life outside the institutional setting. 

The work involves collecting, collating, .:nmpiling, and coordinc.ting from 
numerous Rources existing infor!)lation on each client; presenting the client and/or 
hin case to a locally based Asse!,,~rn .. :mt and Prescription (A&P) Team, such Team 
being cmnprj.;ed of a bror!d spectrum of profc!ssional persons from the State in
stitution and from human service agendes in the cOImmmity; receiving. a formalized 
"prescription" for his cli:mt from the A£P Team; s.enrching the community to locate 
n deliverer of the servicas/resources indicated in the prescription; de"eloping 
n specific service plan/schedule in tehalf of his client \'lith agencies t.,ho 
agree to participate in filling the client's prescription; monitoring the ongoing 
service delivery to his client by periodically contacting the service deliverer 
and the client; contributing to the solutuon of service delivery/service coordination 
problems viS-D.-vis his client as they occur; and educating indirectly (sometimes 
dir",ttly) the cou::.:r.unity in ;;vhich he works Hith respect to issues relevant to the 
hu~~n needs and service delivery requirements of his set of clients. 

Direct assistance is given the clients in arranging for those serv·ices 
essential to the client's reestablishment in the co~unity, including special 
educetion and training, reh&bilitation services, medical treabnent, welfare, 
employment, financial ass is tcH1ce, nursing care, legal services. and others. 
Contacts arl.! established and maintained ",ith the various providers of service 
in order to ~llsure that clients receive timely anu effective assistance. If 
servic.:s needed by the clients are not readily available t.,ithin the cOl!'.munity, 
~xbaustive attempts are made to obtain services from other sources or, failing 
to uncover existent resource,>, to stimulate tbe developrn;.:;'nt of additional re
,''lOurces at the cot:llnunity level. The me.intenance of curr(~l1t and .'ccurate records 
of daily activities, "'ithin the confines of standardi.zed formats. 1s an essential 
part of thE' work in vieiv of thE: developinG computerized information system 
asaoe Lated ",i th the ctetns ti tutionaliza tion/ service integra t ion process. General 
direction is received from the Chief Broker Acvocate i.n the geographical area 
In which assigned. Hay be assigned to loork une'er the direct supervision of a 
Broker Advocate B. 

ExamplE'S of duties characteristic of positions in this class: 

1. Receives A&P Team prescriptions for housing, income, rehabilitation and 
maintenance requirements for persons who have been determined to be 
candid:ltes for release from institutions for the m~ntal1y ill, mt:ntally 
rt'lardcd and juvenile offenders; develops a services plan for each dein
stitutionalized client indicating time schedules for the obtaining of 
necessary assistance and services, liJtings of agencies and providers 
of service to ~e used, agreements with the service deliVErers, and other 
specific data related to each case. 

/10 
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2. r"ak~s provider contacts and repre'sents clients in matters having to do 
with receiving needed cOlBlunity services; detexmines Hhether eJeisting 
ccmmunity progr~@s can meet the requirements of clients or if attempts 
must he made to develop additional se:1."Vices. 

1, (lpLn discovery of defect:s, blocks or interruptions of community S.:!Drice 
delivery for his clients, atterJpts to achieve solution of identified 
prohlem.c; by various means; works directly with client to detC!Y'll!ine if 
the proble::: =y be caused in part by the clien.t himself; mept-s Hith the 
provider of service in the problem area to discuss and atteL~'t to 
reconcile differences; consults uith the Broker Advocate Cr.ief 011 the 
most difficult and complex problem situations. 

4. Ensures that: clients prescribed for continued institutionali;::ation by 
the A&F Te<!1TI are re-assessed by ·the Te<,ffi in interv~.ls not c:!:ceedil:!g si~ 
months and ascertains the Cjctcnt to which c.o"1tinuea illstitutionazation 
prescriptions were filled by the institution. 

5. Keeps detailed logs and records of daily activities and contacts; provIdes 
data to ma-:_agenent at the State level so that the status and 
effectiveness of the overall end€avor can be continuously evaluated. 

6,' Hay be asked to p<~riodically ~"rite reports and memo"~nda describing 
impressions and evaluations of t.he quality of servic'~t: provic.1c::u hy 
con:;:r,mity agencies and organiz!';tions from the standpoint of the 
success or lack of success in the readjuGlaent of clients to community· 
living. 

7. Hay make appearances before local governing bodies to proillote public 
awareness of and support for cleinstitutlonnlized individuals. 

Qualification standards 

Graciuntiop. froc an accredited college or univers:!.ty with major study in a 
btohavioral or social science ,)r other field related to human services. Equivalent" 
pC'rtincnt experience may be substituted for t\V'o years of the ccllege requirement. 

Knot.'ledge of the social, emotional and physical needs of the mentally and 
behaviorally disabled <=-nd the socially dev:iant; ability to gain the confidence 
and cooperation of deins ti tutionalized clients; ability to es tablish and mc.intaLn 
good working contacts with inuividuals and agencies providing assistance and 'zervice5 
to clients. 
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