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L

D 5, lﬂc?aasing emphasss has been placad cm the cancept of lntsgrst!ngy

human services to respond to client nseds. -

‘The Impetus for service intedration has come trem the F‘adaral State and local levels
of government and from private human sarvices providers. The Federal thrust has coms .
. through logisiativé proposals {8.g., the Aliled Services Act); funding of mtegrated sarvices
. rasearch and demonstration pmjects. and an increased emphasis on requirements for -
.coordination of planning and gérvice delivery in tng various leglslatws apprasehas

to human service revenus, sharing.

" The State and local push often grew from i‘ha mgch more pragmatlc attempt ia mest
Increaseéd service demand and rising casts fcr service proylslgn by battar utnlzlng
- tevenues and fatilities.

s

-Sarvices integration has ranged from the expaﬁslen of single categarlcal programs
* through’contracts for services or referral agreements to physical collocation c;f multipls

human services age

ncles in a single comprehensive service dellvery.center.” -

This report focuses on cme method of services integration . . . starting with a Eategezlcal
fyndlng and program base which is expdnded to integrate compiementary services and
resources into & comprehensive. service package. The four pmjects axarnined In thls £ase
study Nliustrate the fo!lawing Initlal categnrlcai bas&s : N o A . —

. Gcmmunﬁty mental health services, pnmarily limited to counseling juvamles raferrad
by a juvenile court (East Central Kansas Mental Health Center);

s Juvenile and family counseling in & cammunity seﬁ!ng (Ergcklyn Famlly ﬁeaeption ‘

. Center); .

- @ Traditional e.!ementary and sécandary sducatlan (Bathleham Araa Gommunity
Education:Project)y

e Employment \év
Each of the four p

aluatian and testing for handicapped (Atianta Rehabilitatian Gemsr)

rQ]EGtS adopted the ﬂaa} of mragfsﬂng servlces and facilities to raspgnd

eﬂecﬂvéy to the client's needs. \ :
.-Each, prn;act began with a single categarlsal bass and a specific targat graup Dver a

periad of time, other pragrams or services were added. The resulting integration of the
initial' categorical program included an expansmn in programs and services, target

roups -

and' caseloads, geographic areas, and tacilities. The degree-and pace of the integratlcn
efforts differed according to the ga»als of the original prolect and the stabill:y -

and level of fundmg
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{g! fZ‘ ATEG iGAL SEF%VICES TO iNTEGﬁATED FROGRAMS: FOUR L@CAL APF’RDACHES
. . - d " L.
' Althaugh the basn: themes’ of serwces mtegratmﬁ and expansion were similar in the four -
- " projects, there were distinct differences in the method of integration and operation. .
.+ These different oproaches are described to identify key factors which affected the .
mtegratmn and e pansuan af services and resaurces T , - T
TAELE 1 . . .
aummgry of Four be:nfﬁ;e lnteglstlan ijecta lndh:aﬂng Saﬁ-ices, C"Eﬁfs and Agencms ﬁsﬂ" llatad gllh Pra]ac:a - )
*  PROJECT ., - SERVICES " CLIENTS T LINKAGES o .
N Esst Gentra! Kansas _Elégﬁasxs EVEIUE!IDE - AIL lniﬁally centered ‘Nelghﬁarlhg carrirm;iniftyf ,
Mental Health .~ ltasting, counseling, on juvenile offenders ~ mental health centar, )
Center '+ partial tospitalization, S " *8ix affillate countles
- 24-hour semargency, : *State psychiatric hospital T
Inpatient care, aleohoi/ * *Local bbspitaj '
drug abuse consultation, Juvenilé Gourt N 3 .
community education, - Assogiation for Hetardad .
ek et el L
research, screaning for Children .
hcspital admission ) Polica, Private Physiclans,
. T A Youth, Center, Clargy - .
Eathlehé% Ggmrﬁu}xity; 'Health sc:reemng ﬁEEIEE? All - ; éity Qf_ééihriéhém o
. Education Project sarvica/health referral Northampton County .
- recreation, supplemental Boeard of Education
e “["‘- education, traditional - ._ United Fund :
- . - gducation, job counseling Eastern Michigan 4
T - . . aelderly services (hot - University-
' meals and referral) Public/private soclal
) ‘ - sarvice agencies *
Family Reception . ~ Psychological/ ~ Family, ‘especially B Dapartrnem of Publlc )
Center | * psychiatrie testing, juvenjia§ "Welfare Lo
- juvenile avaluation, . ’ ‘Egarg of Edueation :
.| group/individual .counsel- - Police, Clergy, Public/
ing, grash pad residaence, . private servica agencies
- . raferial . - Social Ciubs (Lionsy v
. **Minl School - f YMCA, Black Associations
, . **Children and ' - .
. Youth Devalopment ;' .
Sarvices ‘ £
“Emup Homa* i :
.! - - _ e : _ — - -
At!anta Hehammanan Testmgi avaluaﬂpm job Handicapped and *Dept. of Labor =
Center Training, psychological/ elderly Urban Ledgue~
7 psychiatric/ medieal ‘ ' County Weltare !
: . testing, sheltered work- - b . Departments
j" shop, ‘referral’ Coupty ‘Health
' - - " (employment, health, epartments -
. sociai) *Hospital - 7
“ *Téchnlecal School . )
' v o “2*Community Mental- “
’ . ‘ Health Centar :
- . * "Board of Education
. ) — I Private physiclans B
; o é\ . ' Numeroug State  Health '
. . - and Seclal Service
» A - _ Departments ~
‘ ‘lndieates a cantrsciual rEIELICIﬂShIp for. furlding sla" or athar servicas B -
**Spin-off pragrsms not diractly under the Family Razepzmn Centar, )
* 4 Human Services Managraah Series & No. 3, Ngvember 1976 - ) D ‘ o
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. Each project is described in depth in the case studies. The four projects were not b
selected based upon any set of criteria to ensure that tHey are typical or representative of
~ _service integration nrojects. Rather, they are four diverse examples of expansion from a_ :
" single categorical program base. The conclusions.drawn from the analysis may, therefore,. -

not be generalized tc al other service integration projects. They should, however, provide
som# Insight to persons invalved in projects }vith a single, categarical orientation who seek
to expand and integrate additional services and resources. Also, the examples and -

. . analysis may assist'local, regional and State human servigé planners to approach service

- integration from axXisting services rather than, or In addition to, the multi-service, o0
comprehensive restructuring of the servjcg system. .. - ;

The four case studies, the East Centrfal Kansas Mental Health Center, the Bethlehem Area

Community Education Project, the Family Reception Center, and the Atlanta Rehabilitation
Center, provide the basis for a discussion on service integration from a categorical or’ LI
program base. Each of the projects studied has successtully eXpanded fromasingle - . | .
categorical ‘service or client base and is currently offering a host of human sefvices. SR
The success of each project can be measured not only on meeting the tlient's multitude

! " of needs but also in the linking of agencies to provide complementary services.

: Table 1 lllustrates for each project the services, clients, and linkages, with other human

service providers. ~ - S T

" To acquaint the reader with the major factors of thesfour integration projects, they are -

compared in the following chapters. First, the initfal focus of'each project is presented..
The reasons for initiation; how they were organized and funded; services provided; and the-
_ approach to program expansion are discussed. Then, the nature and evolution of the, ,
~ . funding of each project are described in relation to the pace of growth. The experiences
" of the project developers in obtaining, maintaining and expanding their financial bases .
provide the réader insight into the role finances play in service integration. . .l
Although the projects range in size and organizational structure, from agdlvisiaﬁxwithin a
rulti-purpose State human services umbrella agency to a private, nonprofit corporation, - ;
-éommon components. aither assisted the Integration of services or d_eirsGtgd from a smooth.
© operation, Facilitators, such as strong leadership, staff commitment, and community .
receptiyity are discussed. Other administrative factors, such as & lack of a legal governing
board which hinder the service intaﬁratﬁan efforts are described. R,

PROJECT SUMMARIES . | S P
 EAST SENTRAL KANSAS MENTAL HEALTH CENTER. | In 1960, a group of Kansas - .
residents succeeded. in their efforts to gain State enabling legislation féi;ommunityfmenta’l .
~ health centers. Subsequently, the East Central Kansas Mental Health Center was o
: astablished in Emporiazas a non-profit corporation and was supported by a .25 mill levy | .~
‘appropriated by the Lyon County Board of Commissioners... S
_ Although the originators of the Center anvisiongd a wide range of mental health services, |
limited staff (initially, a part-time psychiatric social worker) confined the Center to -
consultation with thé locai proBate (juvenile) judge to enable appropriate placementof ¢

: juveniles. In addition, counseling services were offered on a limited basis. = = .. ° :
’ . Affiliation agreements with adjacerit counties permitted-gradual expansion of the Center’s
financial base, number and types of staff, geographic area; and clientele. - .

By 1974, it was apparent to staff and local residents that the Ceriter vould not adequately - .

deliver a broad range of mental health sarvices. The lack of dvailable local resources L
. forced the Center Director to seek Federai funds. To comply with Federal requirements; .- -

the Cénter had to expand its target area and facllites. ~ .~ °= ~ ' C ]

' e

¥ . ) . s . ‘
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FROM CATEGORICAL SERVICES TO INTEGRATED PROGFAMS: FOUR LOCAL APPROACHES .

-7 Affiliation agreemetits #ith another mental health center and a local hospital, and the

Federal staffing grant made it possible for the East Centrai Kansas Mental Health,Canter to
Integrate partial hospitalization, m-patient, angd emergency 24-hour treatment, with a. .

- broad pectrum of complementary mental health services Inclyding community education,

' -in. area, clients, and staff whife integrating additlaﬁsrsewicgs and facilities.
" - -BETHLEHEM COMMUNITY EDUCATION PROJECT. - The Bethlshem Community

evaluation, and specialized counseling. .. N
-During a period of 15 years, the Center's services ware transformed from part-time,
ccisisfarieﬁtgg-cgnsuitaﬁan (primarily juveniles) to full-time comprehensive mental health
treatment. The strength.of the project rests on the stability of its initlal funding and the
incremental addition of staff and services. After functioning as a‘cohesive unit and after .
exerting a strong influence on the community, the Center experienced -a smooth expansion

- Education Project evolved from a traditional elementary and secondary education progrém.
Recognizing the low utilization of school facilities and the duplication of services, the City,
County, School Board, and United Fund developed a community education concept that*

..~ “~lintegrated existing edlicational programs and facilities with social and health services,
- recreation programs, and supplemental educational courses. ’ . -

L

e

Four schoois were chosen to house the,Community Education Frajsct'baééuss of their
spicializad facilities (e.g., cafeteria, auto mechanics shop, gymnasium, baseball field). Do
The schools designated Neighborhood Centers were located in four'quadrants of

~ Bethlehem which were identifiable neighborhgods.

- center. Establis

- The availability of local resources (augmented*by long-term Federal block grants) »
_enabled the proposers of the Community Education Projgct to transform the four schools ‘
from typical six-hour, five-day/week youth facilitigs into eleven-hour! seve@;ay!weak .
bustling activity centers for all ages. - . . L L :

The 'strong commitment of-the City and County-governments, School Board; and United”
Fund to the project prevented many start-up problems characteristic of newly :
integrated projects. . T Co Co .
. BROOKLYN FAMILY RECEPTION CENTER. The Brooklyn Family Reception Center is
a multi-service %_eéighborhaed facility which evolved from a juvenile evaluation-counseling

ned in*1972 fo offer juvenile court intervention at the community level,
the focus of the Center expanded as a result of additional needs identified by
staff and ciients. e o . S
Currently, in addition to the Family Reception Center, the Sisters of the Good Shepherd-

operate the following programs in adjacent buildings: ) : .
~® Mini School which offers alternative education; o )

- .® A Children and Youth Development Services program which established a network of

' *. public and private youth-related resources; and . . -
*_A group home. - : I o S
" +By integrating these programs with the counseling, socialization, legal advocacy,
" psychological/psychiatric testing and referral services of the Center, the Sisters of the
Good Shepherd are able to provide community-based complementary services for -
the entire family. e o ' o,
Strong community. participation in program design has resulted in a hjgh utilization of

. Services,;An unstable financial base on the other hand, has generated many problems,

Typically, the Center Director must scramble for funds from numerous sources and often
- programs must be geared toward the program scope or restrictions of the grant. This ;,;

haphazard financial situation has resulted in sporadic, short-term.planning and program . o
. implementation. It can be hypothesized that long-term, stable, open-ended grants would

"6 Human Services 'Mbﬁégréph‘%éﬁes e No. 3, November 1976
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© INTRODUCTION AND SUMMARY\

enable the Sisters of the Good Shepherd to develop c@mpretgeﬁsive long-term plans to meet
th2 many needs of Park Slope residents. = L
ATLANTA REHABILITATION CENTER. Originally a pilot project for employment -
evaluation and testing, the Atlanta Rehabilitation Center was initiated in 1965 through an
Office of Economic Opportunity grant. Previously, numerous public andsprivate service . -
agencles (e.g., county welfare departments, State Department of Labor, Atlanta Urban .
League, and a public hospital) had provided limited evaluation. These agencies recognized
_that such duplicate and fragmented evaluation was not adequate to meet the needs of )
their clients. Therefore, the Atlanta Rehabilitation Center was established to accept
reicrals from these agencies dnd to provide comprehensive employment
evaluation services. : S C
Although the Center was operating on a time-limited demonstration grant, the.-program
developers and operating agency {the State Division of Vocational Rehabilitation) were. .
not prepared tc assume financial responsibility when the Federal grant ended. = .
After a resource identification trip to Washington, the' facilily operators-were successful

in joining several small categorical grants and limited State appropriation-to enable .

continuation of the Center. Following transition to a State facility, the Genter expanded

services 1o include job counseling and referral and workshop training. ‘
Although the piecemeal funding approach created some operational problems, the Center

is now operating éffectively due to the efforts of the Director and other State

administrators and the good rapport with service agencies. . :

'FACTORS FACILITATING SERVICES INTEGRATION

An analysis of the four projects studied indicates that many factors including funding, - -

project philosophy;, opgration and staffing patterns, and community climate are important to

the expansion of service delivery. . : : c
Among the factors identified in the case projects as most conducive to facilitating

services integration are: o C o

s Stable, adequate funding; . e . . -
s A strong project director who can mobilize resources, merge conflicting opinions or
- groups, plan effectively, and relate to a broad cross-settion of community residents,
leaders, and service providers; S -
e Community receptivity to ihe need for services and the desire to effectively deliver
services through an integrated mechanism; T~ ) _ . ]
_» An administrative structure which allows an individual (director) or group (Board of
_ Directors) to plan and implement programs; ; .
s A staff which exhibits a strong desire to increase service delivery effectiveness
through services integration; and : o

" » Long term planning which considers project goals or purpose, methods to integrate

ference, single fund.ng source, etc.), and current

service delivery.(e.g., case con
and future funding sources.

Funding seems to be the major determinant to services integration. The amount and type

. of funding shapes the initial implementation and integration of services.

Projects such as the East Central Mental Health Center and the Family Reception Center,
which began with small funding bases, grew in small increments. On the other hand, the
Bathlehem Community Education Project and Atlanta Rehabilitation Center were.initiated on
a large scale with large sums of money. In addition, projects like the Family Reception _
Center, which rely on short-term demonstration grants, must frequently change programs,
thus reducing the possiblility of long range planning and service continuatjon. ’ ’

L*-\ Human Services Monograph Series * No. 3, November 1976 7
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- FROM GATEGC)EICKL SERVICES TO INTEGHATEEJ FEGG{EAMS: FOUR LDC:AL APPROACHES. -
Other factors, such as a strong Director and dedicated qualified staﬁ can mitsgate the .

pmblems encguntersd with short-term or inadequate funding. Community réc:eptmty.
‘which ‘assists-in lmplementatmn of a services integration projéct, seems to be less
- important in the smooth operation of & project than an adminisfrative structure which
-allows an individual or governing group to make and carry out decisions. -’

7 A comprehensive and long-range plan will assist ths proposers of an lntagratinn pra]%ct

%o identify key factors to a sucéessful Dparaﬁm and will hopefuily provide a framework

&F

~for the project adminigtrators (Director, Board, and staff). The absence of a detailed plan .
at the beginning of the services integration will probably result in administrative: or funding
" problems.. ,However, an able administrater and staff cauld partia]ly dnmimsh the affects o
of a lack of prior planping.’ .
To gssist the human serviZe planner, pmvider or adm!nistrator Gantamp!sthg a sewicea
- Integréation effort, the four'casa studies describe in detall the process of services = = )
integration. By reading the case studies the person ccntemplatmg a services Integration = = .
prajsc:t will become, familiar with the- positive and negative factors of such an undertaking.
Hapsfuﬂy, the dlSEUSSIC)nS irf the case studies will help the reader avx:nd sumllar pufal!s
and smulate the successes of the four projects studied.-
For the person who desires to coordinate a single service or pragram with another
.\~ program, the first case study involving the East Central Kansas Mental Health Center wili be
particutarly helpful. The method of‘increasing the geographic deljvery area (and hence
number of clients) through affiliation agreements with adjacent County. Boards of
Commissioners might be of special interest to the.reader. In addition, the nécessity of .
. expanding facilities in the face of an Inability to construct new specialized facilities (e.g.,
for hosp;tahzstlan), is common to many service providers. chever the.reader can learn
* how the East Central Centér sufmounted this problem through-affiliation agreements with
a local haspltal to allow a portion of that facility to hoyrse the In-patient treatment 5erv!eas
_ The dasa:nptmn of the Bethlehem Area Community Education Project, should assist’
persons desnring to integrate services provided by numerous human services agencies.-
- 0f particular aid’ to the reader i$ the discussion on the muliti-agency Community Education N
.Commission, which was organized .to provide overall administration of the Project. :
The prablams associated with the'lack of real power within this group should cautioh
services Integration proposers to consider the best administrative structure for their project. ~

The scarcity of stable, open-ended funding could obstruct a proposed services . .
‘integration project. Readers faced with this dilemma should gain insfghts fromrthe financial
resource process undertaken by the Director of the Family: Eecephon Center, dlscussed
in the third.case study. This ¢ tase study also amplifues the role of identification of

1eeds in the services integration process. . .

If an individual desires ‘to integrate services at-a S‘tate departmental level, the fourth case
study, Atlanta'Rehabilitation Center, should provide guidance. The importance of
long-term’ plannmg (especially in the area of fundmg) is also illustrated.

An analysis.of one case study, or a comparison of two. or more projects, will" hopefully
assist the buman services planner and practitioner in planning and implementing a )
successful services integration project. The difference in scale, and scope of the case
studies should heglp the implementor. af a small sc:ale narn:wly focuséd arcject or. a Isrge
scale project. . '

¥y -
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- - COMPARISON OF PROGRAM .
_DEVELOPMENT = *.

[
#

" ‘Project rationales, such as response to a service need or better utilization of services and

" {acilities, were the major determinants of program initiation, organization, operation and
subsequént expansion. The projects studied exhibited differences in implementation ,
and operation including services provided, the pace and sequence of-expansion, the type -.

" of expansion, and the stability of programs and funding. Each of these factors Is described
in-this section. Funding is presented in this section but discussed In detail later,on. .

2 :

PROJECT INITIATION : o T
< "The reasops for the initiation of these four projects greatly influenced how they were-.
organized, the level of funding and services, and the approach to'program growth S e
- * and development. ' S C A

The initial impetus for the tour projects followed the theme of meeting an identified '~

community need by initiating or expanding services.and existing facilities. There were &+~ . 7
" significant difierences as to whether the motivation was fo design a new program to L

_alleviate a nead or to consolidate existing services or programs. - w .

In two cases, Bsihiehemaﬁﬁ%tiahta, the focal point for services Integration was to use

‘existing resources more efficiently and eliminate duplication of.programs. These reforms,

in turri, beneflted the client population. Both of these projects started with a-large, A
_ relatively stable funding. and resource base and achieved high leyels of initial expansion by

integrating available services'and resources. In Bethlehem, te basic service locations ‘
- were existing school facilities thiat weré oply being operated during school hours. In Atianta,

. aservicé that was handled separately on a fragmented basis by a number of agencies -
" was consolidated into one well-equipped and well-funded facility to-provide ="
' comprehensive evaluation serviges. o ) ' : )

i

i %

:F

i . . . ' 3 : . :
. In the other two cases, Brooklyn and Emporia, the-focus was on generating programs to
- meet identified néeds. The initiative for the program-was not from public agencies but
‘from the community, (i.e., private citizens and church groups). The programs were not..- = .
. initially fundad on a large scale and grew at a m‘oderate and careful rate. The pace of ., w7

‘ gfowth was largely a function ofrthe level of funding and the community acceptance of the .
new programs. In, both cases, the, program,evolution was.shaped by the Idenhtification of PR
additional needs of the original client group. E SRR o
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S an »potential gdm[ssian$ tn tha Staté Men al Heallh HD pita “The'
plem 1 ; 1

. hichwere added to the bmjeét Major expansian'
Fadera! staffmg grant enabled integratmn nf the Genter s se

: ] ) Qsthé qity,
t:e:unty Schonl Bcard and Umted Fund reccgnized that thay prﬂvided similgt 8 él;vl" asin,é .
sdqress s:rnils: prabiems and causss Hawever the servn:es and fau:!litias Q’f ea -

C nunity: Educstlcn Pfﬂjél:t lnteg:a" upplamental educatiﬁn
haalih and scu:lal semces cc:u, selmg and referral and recraatlcmwnhin fc:ur

C 'afﬂcuently use exnstmg c:uty, c ;unty, Enard gf Educatian and private (Unitad Fund) o
,scurcas ‘The prngrams were designed to use the' schaal faclliti 'during nan-schacl ERE
haurs to prcawde educatigna,l, reereatmna] and social servuce pragrams' The initial rogre
was well planned -and started on a Iarge scale u’sang exl ng’ resources and a Federal

manczal maish After the mmal majar expansncn the emphasns was cn pragram'refme ent
ather

)Eéﬁ:tlﬁﬁ Center, was develaped to address fhE tetal farmly prablems with
mphas:s on y«:uth As in Emsrgria prevmusly umdemlfled needs which were pen:eived
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clfu:: target greup (pnmanlyiyouth) qausad & new program to be '
sively the existing targét area and, service papulatlon

lemented by addltlonal 5ervices and programs in

2

whért traatmg as
-davelgpad to treat- more, cgmprehen
- This new pragram, inturn; was supp
cantinua! expansion and integraticm
‘When' tha additional needs Were' idaniiﬂed, pmgram was planned to maat them and

addltianal funding-was scsugllt The resogrcés were often generated from pnvaté ssurcas

- g,withm the ‘community. Some ofthe fi 1ancing used was in the form of. time=bm|tad )
: tmg pfogram cgntmuati@n monsy

- Federal grants ‘which have the bullt -in preszure of genera
eafter the grants run gut R . :
. &

A‘TLANTA L e S .
""The Atlanta Rehabnlltatlon Gantsr mmat:on rasembled the' Eethlaham Gnmmur\lty S
SR ‘Education Project in that & ‘numbér of publlc and prlvate agencies: pruvldlng ﬂlagnDSIE and
: - $ervices to the elderly-and handiéappeﬂ rasagnlzed that these services should be - - :
L "_cansahdatad and handled-at ong’central dlagﬁcstlc and evaluation facility. The cantral

“ facllity would have the staff and eqmpment to provide cﬂmprehensiva(dnagnasnc and’

- evaluation séfvices to persons referred by those agencies. Econamles of scale would
enable more: comprehenswa services to bé prdeed at the maln center. In addition, this
would allow better use ‘of existing staff in the agencjes | currently pevudmg these-services.

In essence, the-initiation of the Atlanta Center was an attempt-to meet an ‘axisting client.
need éffactwaly by censglldatmg existing ,semces and resources, The program later’
. .expanded to.providé more camprehenswe services tq its target groups by integrating staft -
. of other State agensles into the project. This expansion accurr&d after the: demonstration
- ‘grant terminated and the State assumed. fmanclal and operaucmal réSpOI’ISlblllty S

-

_ceucLusmNS . B
Basad upon.the experiences cf the fgur prnjects in mnhaung tﬁelr pm?vams these . -
- ‘i' . ccnclusmns may be 6fawn : . . T e

e Projects which are startmg fram a Ilmlted base directed at an unmat naed requlre _
‘ extensive; long-range planning which js realistic within- fundlng canstramts ThlE was co

. .evidenced in both the Emporia and Brooklyn projects. .
‘ . Projects which are designed to consolidate.existing resources and’ start at a hlgh S
. ~ " level of operation require ascapfance by involved agencies. The Bethlehem and.
‘Atlanta projects jllustrated- th;s poiat. In ‘addition, the operatmnal plannlng netessary
for this large scale nmplememanan was. démonstrateﬂ by the smoath Etart at.
- Bethlehem as opposed to Atlanta’s initial leems i )
» The nature of the initial umpetus ‘and funding is. a rﬁagor

%%pattern of aach project

PREGEAM EXPANSIGN AND GRDWTH Lo e ) :

. Thenature of program xpansnon and growth inthe four prjeEtS was largely a funmmﬁ
. of tha philosophy and framework whu:h lnmally led to'the project.

In the two projects ‘which started.on & large scale by integrating existing sarv:cés
e (Bgthleharﬁ and Atlanta), the post program- |n|tlat|c:m period was charactenzed by. program
Efrrrenﬁnf-aﬁdl&aﬁsahéﬁmn@_gamg " The chariges in the Bethlehem projecthave « . 7 -
R ccnimued 40 be-refinement and delflcaucn of theexisting pr@grﬁﬁsge‘crupﬁn—a’wéll—-’m- -
S f;defméd planning-evalution process In Atianta, the initidl problems caused by-a rapid
_start-up and lack of long-range planning were resolved and the funding was solidified by
the State takéover and Feééral grants The program was retlned and mproved by -

determmant af the grawth

3

e
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QDM CATEGQEICAL SERVICES TO INTEGRATED PRQERAME FOUR LGCAL AF‘PRGAGHES

mtagrating some service persannél frDm char Stata agencies to prawde campreﬁenslve e

- evaluatlon and tralmng sarvicas, -

ng mporia and Brooklgn where the program staried off on a much smaller seale ta meet
dem nstrated or perceived needs of a limited client gfoup, the program grew at a '
mada\rata pace. The growth and expansion were tied to funding sources and ccnstralnts o '
- and followed a well-defined plan. New programs were devalaped and existing sarvices
expandaﬁl ta meet addltional needs Df the targat group. :

KAnshs o T 'i - e

" The East Central Kansas Mental Health Center lmtlsﬁy éxpanded geogrsphically to'add ,
adjacent counties lacking | mantal health services. [1: 1963, Jn rasponsa to a' proposal frcm o,
‘Coffey Gounty, a cantractual agreament was signed between the East Central Kansas ‘
Mental Health Center Board and the Coffey County Board of Comissioners. The Gentsr
staff provided caunselmg and evaluation services to Ggffay County . resldents In return, tha
Caunty donated .5 mill of county. taxes for staff salaries. - ) -

Eetwaen 1967 and 1973, four more counties joined the East. Central Genter on a
cantractual basls The Center staff provided limited mental health- counseling and
evaluation, Services were pro.:ded based on the availabllity of ‘staff rather than a negotiatad

" number of clinie hours per county allocatlon, . ¢ - o

The Eaard subsequently expandet,to include représentatwes of the new géagraphlc

- areas and facilities which were utlllzad within later expansions. The East Central Center . - .
.case differed from the other three studles because these pro]ects did not involve ' '
geagraphic expansions and the resultmg ccnssqusnt naed far expandad cemmurﬁty‘*
participation on that basis. ' !

Expansion of the Kansas- Gentar was maderataly paced to retain the communl’fy based
concept while remaining within the constraints -of a stable but limitéd funding*base. This. .
expansion included increased funds, staff, and geographic area and clients, but not -

.. significant widening of the scope of services, The increased need for- services and the
desire to offer a-comprehensive mental health program made It apparent | that a rna]car '
expansion, raqumng Federal funding, and necessntatmg a da\natlon from ths community

- ~ based approach, was necessary.. Lo a

The Center staff followed a cautlous approach to expansign Three years of discugslan
with other comprehengive mental health clinics and medical nractitioners resuited In tha
development of a realistic, comprehensive program. plan ‘which was included‘in-the -
Federal grant application. The plan included an additional expanslan in geographic
. Coverage; -as'well as an increased scope of services pravided by:means-of the s Federal -
grant as well.as affiliations with the existing State hospital, a Iccal haspltal and adjacent
cammumty mental health ¢enter. .

.As a result of the integration of setvices and facillties the Center Increased Its’
geagraphic coverage, caseload, and scope of services ané"m:w provides a truly compre-
hensive community mental health program. The project appears to hava a stable funding ..
base and the future autlgok seems favorable, . o T :

VTS L e
ia
— i

" BROOKLYN {:;
" The Eraoklyn Family ﬁecaptnon Centér bégah with thed‘bngsierm involvemem cf the -

- i . s . _

E

maate:.sguh943::;:dsbeghemma;detammmpragram—ferztmubléaaféu*hsaﬁd—éeveleged- lntnxmm

a community based support program for the entire family. The original program was -
- funded by-church funds, private contributions, and a Federal grant. Subsequent expansion
‘involved identifying addltmnal needs of the target population in the ccmmumty and-

12 Human SEF\!IGES Mcn@grar.:h SEFIéS s NG 3, November 1976




[ L)

CQMF‘AHISGN 'OF PHDGF(AM DEVELDF‘MENT

davaloping pragrams and ebtalnmg resources to meet them. Sourcas of expansion funds
-have incitided -foundations, Federal grants atata snd clty ! saclal servicez maney,» and
priva;a financial institutions.

- As a result of the’ expansion appraach a series of mcremantal pragrams has bean added
1o enable the.Sisters of the Good Shepl to provide comprehensive community-
~ orlented help-to troubled yauth and their amilies. The approach closely pafaile!s theh
'+ gxperience in Kansas of lnsrsmantally bullding towards a comprehensive program focused

‘on a specific target group. it differs in that It stayed within one geagraphic araa and :

.. utilized whatever funds could be, developed.. - -’ L

As a consequence, some of the resources are damanstratmn grants with. limited period
fundlng Thls has caused the Sisters o seek new funds to continue the programs once the

; _f_ initial demdnstration period was.qver. They have been remarkably "successful to'date but it.

‘ may-be mare difficult in the future because of tight economic canditinns in New York -

Cityandthestate - | o nNew Yol
BEﬁ'LEHEM S s N |

) La

In contrast to the Kansas and Naw York experiences, the Bethlehem ér;‘m‘ﬁ'iunity e
: ) Education Project was developed from-a desire to utilizé more fuily,the existing resources
‘= . " of traditional education programs which were not currently used at full capacity on &

full-time basis. These resources were. available as in-kind match to ganerate continuing

Federal support thrDUgh social services, community development and éducatlon prggrams
‘to provide expanded services to an expanded client gre::p. ‘* L
The halsstu: approach to service delivery, in which.an agem:y prc:wides a muitutude cf -, ,
" gervices, characterized the Bethlehem Project. Starting from the tradtitional educatianal v
stucture, the Project implementors added new educational programs to.serve the entire
family rather than the 5-18 year- old age group. In’ recagmtuon of the inter- raiated natlre
ST of educational and other problems, the ‘Project mtegréted existing community services
*‘such as child guidance, job counseling, elderly assistance, congregate meals, etc. Although
the impstus of the Project was to provide a wide range of services'to aid residents,’the. .
desire to utilize resources more fully ‘and thareby maxzm:za inves mants alsa mfluencad
. “the decision to expand educational services. =
fy. s A ‘human services committee was developed to plan the prcqact and’ secure- funds When
the prOjact was initiated, a ‘Community Education Commission was fnrmed from. among
3 eléctad officials and representatives of project participants: The Commission provides:
overall pmgram cdordination, ‘but has'no real mplementatian powers and members .
fréquantly need to recommeand actjons to their agen:iesi(ﬂlty Council, United Fund anrd
etc.). Each pariiclpatmg Board must approve an action’ such as resource allocation. A~ . .
Cﬂmrnumty Education Coordinator provides overall supewlsion of the-projgct and each /; -
Y N6|ghborhac1d Center has 'a Community. Educatlan Dlrector who prcvudes day-ta-day :
RS SHDEWISIDE of the programs and staff. : L
e “Funding is prVIdEd by a varleﬁ' of sources and is funneled through tha Schaal Dlstnct ot
These sources include: - - .o R :

‘State Department of Education, . . . & : N
‘State Department of Community Affalrs, . 3 ; .

' State Departnfent of Public Walfare : ’ :
Bethlehem City Council, & o

otate. UﬁIVETS'lW’Enu . e e
United Fund ' N : -

These funds provnde staﬁing (pragram and EDOI’dIﬁEtIDn staffs) and nperéting' Géstsi-

*
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F’rogram changss rasult fram suggesﬂcns by C‘immissmn members whlch nmanate fE‘Ol‘T!}
assessment of cammunity desires or recommendations fram naighbnrhcud advlsnry '

ouncils.in eat:.h ‘of the areas whera the } program operates, - Lo e e
i The prcgram is successtul. and has a very stable fundirfy base Dnmmunlty support is
.generated thn:ugh involvement in the' planning ﬁracaqs and dssign of programs which -
would have a high utilization’ rate. The d:ffarenc:es between this program. and the two

prevlcus examples are that the Eathieham program. was dasigned to respnnd ta*nndars s

“utilized resources and the program changes ara -a functicn of ref!nernents :eﬂecting
F mmunity" erest crather than raspnnsas ‘to an identlﬂsd 1eed. - -

cllent group that charscterizad the-other two progrsms It began with a ms;ar exﬁ'ﬁslen

- Ths Atlanta Hehabmtatmn Canier was nng!nally davalnped tc:s raspand to a need elted by

‘

numaraus health and socialservides ; .agencies for a diagnnstlc center. Pravlausiy, rnany
‘agencies provided limited diagnosis of client ‘problems.. Theg(agnasls was limited in terms
“of staff capabilities and equipment and’ was also oriented toward ‘@ach’ partncular;gggancy s -
‘program, Therefore, it was decided 1o set up a central: fa;lilty to hsndle dlagnasis and -
-assessment by accsptlng referrals from all area servic encies. Tha pri jaet would -
pravuda specially trained evaluation staff anc facmtias to com plste amore ¢ ampmhensive
dnagnosis and assessment than'was possiblg at. each of the sge, 8. By delagating
evaluation to a central facility ‘agency staff could concentrate ¢ élivering services. -

The Center was initiated by an OEC demanstration grant through:Economic E}ppcrtunity
‘Atlanta, the community action agency. The State Division of- Vocational Rehabilitation’ ‘&?
“accepted a contract to set up and admynister the Canter whieh was th an aparsted by
prcféssmnal State staff. .

"The angmal funding, wnlch was in excess of 51 mi!lié‘ﬁ’ allaw:ad the prngram tQ gea?‘up

‘very quickly with only limited time for: p!anning Prabiams Qccurfed because of the client

- selection pracags arganlgatmn and respnnsibl Ihes af’ggtaff and misunderstanding abnuij
the Center’'s scope. Gonsequently, the initial Qpératlnnfvﬁs hmltad ta basig diagnesis ¢

-ﬂ and evaluation of selected clients.

. . . When the OEO ﬂemanstrstnan grant ended, the Stsie tmk DVEF the facillty with addlti’onal a
: Federal support.-The orgamzatmnal structure and client selectlan philgsaphy were. rev:sed ,

and the Centfer began operating maore efﬂcléntly TFi"a r:xrcgram initially- expanded by )
- providing more cnmprehenswe ‘'diagnosis and ewaluatlgn sarvices. Soon these ware

supplemented by job referral and other reférrsl services. Nexf ce@parative agreaments

were made with various agencies to provide staff at the center site for specialized semces ,
#*During this expansjon process, State support and fundlng increassd as Federal support”
‘decreased. The prodcam now has very stable fundmg and pmvides cnmprehensive :
~diagnosis, evaluation ahe tramlng services to itsciients. . .
The evolution of this prjEGt was a hybrid compared to the other three prc:jec:ts The
- Atlanta Rehabilitation Centér was. similar to Bethlehém in that It grew: out.of a.consolidation

... of existing resources and had very high initial stable funding: However, it'did not have the

plannmg that any. “of the other pro;ects had prior to Its lﬁliLEi implementation, and th_%u;etgre
¢ "suffered nperatmnal probiéms: Like.the Brooklyn Family Reception Center, it expanded.
acnqrdmg toa ‘aetermnnahcn of . addmcnal needs of émstmg ‘clients wnthm a given -

:"geagraphn area to. pruvnde cnmprehenswe SEFVIGES to ita target gruup chever the -

.’14 Human Serwces Manngraph Eenes ¢ No., 3 Nc:vernber 1976 . o r,

3t

“Also, the pragrsn'i started from a single éategarical bsse but didﬁ‘ﬂt hsve tha lln‘rﬂed S

‘ ' ann stable’ funding, and subsequent changes havé been En the area ef pragrarn reﬂnernant ,
. rather than pragrarn expansmn S . : BT e
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cQMPARsSGN OF F‘HDGRAM DEVELQF‘MENT_ L

pansien Iargely invclveé aﬂﬂiaﬂans with exisﬂng aganclss, similaf tc: tha majcrr sxpansian '
_iﬁa Kansas project. Other than servicg EQEHCIES arid the Dapanment of Human .+ 7 ¢
Rssaufcea ‘Advisory Board, community involvement has baen fimited. The fundmg, while
avclutian’\ry. has remaiﬁed censtam am:! stab!a snd the futura cutlcak fc)r thé pro}ect is -

gcndax s e IR - ; S

GQNGLUSIDES P TS O LN
) .
rg,ects such as the: Family Flecaptian C-enter and Esst C:antral Mental Heal&h Genter S
whe cpmmumty advisary boards were utilized to help In'the planning and admmistratian '
af the, pmiact citizens ha‘?pgd signiﬂﬁantiy in- continuing ¢ expansion in, pragrams and
caseiaads However, in the twc projects (Bethlehem Commihity Edu aticm Froject and
Atlanta Bahabihtatiqn Gemeﬁ whera community advisory board5 wera net used, the
integrstian was a basic fdnc.iiun of consolidation of existing pragrame Rather than streng:
rel[ame on the cztizans of tha -afea, iﬁe;agancies invalvea in ser\nces ‘ﬂtegr.ﬂtiaﬁ appaared
~'tg provide thig greatest impetus to consolldation, .~ « .- R

< Itcan be hypcthegized that'it a new, {project Is balﬁg i—:.truciured extansiva eammumty
suppan Is. essential in plaﬁning and implemantation: It akisting pragramg and rescurces
BN are being. cansalidated {or more- atﬂclant use, the agenciss which arfe ’ing integraied intc
DR the camprehanstva prs:\jact will be the: ifective sgenis Gf shangaa T . St
e L 1 In every case but Kansas, signlﬂpant‘, édaral grant menay wes uzed to start. the
pragrsms The. funding base represenied by the' Federal grants, hawever, varied tram ?
ccntmuing education biock grant’ men&y: ! Eethfaham to short-term’ derﬁnnstr" g
for the Sistars nf the Gaed Shepherd who hac tc cunstantfy warry abaut progt
cantinuatlgn o

-From:the expenenﬁe nf the fuur pmjects it can alsa be hypetha&zed that' conthr
stabla sources of funding ‘ary required whe ther it be the county millage in Kansas of ‘
Department uf Educ;aﬁan funding in Bethiehs Asr lllustrated by the Braok\ynpra,eci
_.however, tma‘gan ‘Pe‘ayercome with considérable effort.” .
, In all prdgram lﬁtegratlan frc»m a single categarical base lt is crmcai to asse!
B envnranment develap goals and t)b}activas, and a ratin nal g nd weu pannad
) sacuré stable sources! ‘of funding _The cone

s a yery viablé one as mdu:sied by thesépmie::
; nacessary to Imprave the: chancas af the program

. The rala that fundmg playaﬁ ln the faurl" Diaﬂ :

actmn Finally, it Can be stated"that the n i" j:,agram. ither respanse o

.' unmet rieeds or “consolidating existing ‘resources; is; amaga Vdetermmatmn af the fate and

ot type of ax’pansian ‘and - mtegratian that will accur

iizs,.x‘ K : sy : Lo o Sy e
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1E ffarmg expenences af he faur prcjecﬂs m davelaping, malntainlng
ihenr ﬁna fail unding in.prog /
(The key to. succesﬁfu! aparatian af any prngram is the f,nancial bAs
flnancing taff facihties and %ewices tha fundmg 'c |

,tralfKénsas'M
: Dmhe other. hand Iack of stabla Df adaquate funding can hind i
" programs as iliustrated bythe Atlanta Center and the Branklyn Famlly Ftac ptian Center.

n Bethiehem, the absence of & large antlclpated Fedaral grant bmught about an effec:tivé‘
uaal cealman Df fundmg seurcas L ; : .

, ] ealth. system, whsch canse;lad oft
,,tal haspitalg petltioﬁed the State Leglslature for. ens’ctment ]
. acilmes _A compmmlse bill ancwad the establshmen

cant [ umg funcﬁng

. her State or F‘éderal funds to augment the Icca esources for ed several : f,f .

b ring 'caugtlesm ‘contract with the Cen\er thus. slawly expandmg the ge
‘number of staff, and number of clients. The: major. expansh:n ‘was madse.p
aral staffmg grant which provided i‘hé fundg necessary to: r:ffer a c;crnpre— DR
talfhealth serwces prggram Tha massiva paperwerk necassaty to cbtain and N




sas staff 'discuséad expansian patentlals fcf‘ _
: d Entai ‘health: prefasslanals _n addltlc he' .,
t rvh: ﬂellvery and cemmunlty

I : ’Easscciaticns, nther sewh:e pravide and r
: 'laid the grcu’ work"’ for expansian by, certinuahy dis:ussing the issues ,Df expanslnn ,
i Ve 86 "’deliven/ etc., with the existing staff. Therefore, the expanslan intoa- .

camprehansivd *n-patlant snd aut-patient mantal health faclllty pragressad smngth!y -

oA Lim!ied ﬂnan’clsl resaurces In Kanaas can be col ad lden-&
funds to impl’emant the Atlanta Rehabllitaﬂan Ganter Through an Gﬁ‘ice of Eco!

Dppur‘lunity demonstration grant alocal CAP agam;y (Ecanamlc Dppartuni

- initiated a- comprehensiva testing -and evaluath:n facility'for handlsapped clients_

grsrit in excess of. $1. rnilhcm was’ suﬂicient to bu_y and renovat §

and pruvlda evalustian services. Although the {arge’ grant allowed the pravision of ¢ se Ices

~to many cliants, the GE’nter c xd"adaquate !cmg;ange planning snd_.stsrt—up tim V.

o LR L

LT demﬂnstraﬂan grant for the 'Atlanta Hehabll!tatian Center.
- the facllity were faced with, drapplng the needed’pragrafn ar

. perscnnel slots or ﬂnding an alternative fundir he
: local suppart and app!ied far several- Fedéral’ gatagarlcal grants:to
: _v'--ccmpanaﬁts of the aperath:n Subsequent Fadera] grants aliowed th
- respanslbility far the Center which became part of the naw. Depart

( '_‘un‘nbralla agem:y The rsstrlctianslnheéﬁnt in the categ

R af the State Departmanf of Human ﬁesa'
_  Although the Atlagta Center-does have fairly secu v
by réstrictive categorical Federal grants ‘This problem isiincree
- fundmg of rehabilitation pra;ects rests on disabihty criteri that
cllenis ln need of sarvices ! e St

Ulae o:f 5table funding and narraw catagorical g ,nt,
tceffactlva _servisa integratien and daliv 2ry. | For exar

e of Ybuth Develgpment grant, , S
and humerous | prwate giftsThns

: Th mablhzatmn Df lacal resaun::es resulted in the Eethlehem Area Cammunity Educatig}n'
oje :tzErESéd-én the. cancept af maxumizatinnﬂtrésnurges tha F‘n:)ject parﬂmpantﬁ (Gltv
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| iny ,
the'influx of alarge edera! staﬁing
gf ervices ta_mcludé emarg_g

pr
tt axpand fram smgle categaric:al prégram toa camprshensive integrated,
rogram. These factors_inclu "de» the fnllawm :

anization: of thé prjEEt
The:restric QI‘IS inherént in sny categanc, l gran
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‘_' The faur ;m:jects axhibit differing crganiza.tionai strucmrss rsnglng fram a divislan wlih!n'
“a muiti-pumase Siate human services umbrella ‘agency In Atiania, to a private, nunapraﬂt '
;Drpmaiiaﬁ in’ Emparia I-iaw5ver. ‘an’analysis ‘of operational aspects of the four prajEcts
reveals common campanents which assi' ed.pr aetracted iram Si‘i‘lDEth ssrvices '
integratidn\_éperaiians ' .

Two primary facilitatars saem ta be the stmng isadership axhibited by ihe pra]aet dirasiar i ;

(and prcjact prcpcsers) and staff commitment and expertise. Howaver, other.
administrative factors such as the iac:k ofa iagaliy canstituied baard hindered effactive

: integratian , 0T =

i

N i i

"BROOKLYN . * * = . R

.

. The extensive saciai service and grant experiancés of‘the Elirec:ter of the Eragkiyn Farniiy
Heceptian Center greatly. facilitated the initial program cancapi‘lcn and tha axpansﬁn intc
-the Mini School, Barbara Blum graup home, and Children-and Youth Davelapment
Services Program.. Personal contacts within other social services pn;grams assisted thé
Dirscior In program davalcpmani and securing funding. - i : '

The Director was able to instiil enthusiasm and a sense of individual respcnslbiilty In the ’f’ o

Center staff. The stability- and closeness of the staff enhanced effective caardinaﬂari of -
- cllent cases. Formalized case conferences: or daily “shop falk” allowed: a sharing of case
responsibliities. Gutstahcnmg of staff (e.g., counselor in Center also prnvidgs educational
' acunseling in the Mini School)-enhanceéd the integration of services’ cﬁ'@red by the four .

auxil;ary centars (Family Figception Center, Mini Sshual Ghildren aﬁd ‘Yvuih Deveic}prnent _‘ :

Semces and Barbara Blum group home). -

~In’ addition to the Direg¥or's leadership and staff capabihties the Ei‘ﬂuu\ﬂ eperation af the - -

Ercoklyn Family Fiecept' n Center and other programs is fac:ilii‘ated by 'the Director's ..
“overall authority, Althoigdh three separate advisory boards oversee the vuperation of the
Genter and auxiliary programs, the Director has the authority to maka dec1!~’i?§ns and
carry Qut the prggrams . - L .‘

- .- .
g -

EETHLEHEM L D R T l‘
i

“This snustian can be cantrasted with the snuatmn in Bethléhem where a Gommunity
: Educatmn Gammissmn was formed to pmvude administrative directian c:f the prajeci
" The: members inelude representatives of the fciicwmg crgamzatmns N :




;1:

CDMF‘ARISDN DF IMPACT DF MANAGEN‘ENT AND QF&GANIZATIGN

: Schoal Eeard r
._-_! Clty Council, « -
. |e County Commission, . - - ...
.2 '[e-United Fund, and - - - . e
e Each Nelghbarhagd Gentsr T ' . e
: Although the ariginal prapasers ascauntgd fora r“lajor!ty u? ihe membsrs, the .
'*ommisslan Is only an appointed advisory. committee, w.thc,ut legi%laﬂve, budgetary,.or.
- sther powers Therefore, each participating bcard must approve recammendaj@ns of the :
" /Commission or Commiunity’ Education Coordinator. :
. - Although it was able to obtain a voluntary. ‘commitment from- the Schanl Eaard to serve as
| a conduit of fund's and also to facilitate’ persnnnel cooperation, the Commission hadno-.
: ,iega{l-intégrativa pewers, Thus, effective caerdmatian and mtegraﬂan are hampereﬂ by the
k€ I bady,}o make decisions:. .
K . Another imped ment t6 effectiVe operation Is’ the organizational atructure where the sacial
jf""' E !servh:es s.:.aﬁ" is respar\slble to tha parent organizations iristead of the Gammunity :
=+ gducation Coordinator or the Community.School Director. For example, the Job. Plaeament
‘Coordinator is funded by,. and Is administratively respcnsibla to, the Lehigh Vallay
Cee Manpower. Program, an orgariizational arm of the Guumy Thus, the integratlcn "of services
: and ensulng coordination suffers not only from the a(giencé of a single gcvermng board,
but also through complexities of the 'day-to-day oper -atignal structure. .
2 Several factors assisted in service integration in Bethlehem. The stature of tha o
' Suparmtendent of the Bethlehem School District and the other instigators of the C‘.Qmmunlty
- Education Project, including the Mayor, the United Fund-Director, and the Director, af tha )
~ Department of Public Welfare, assisted in coordinating services in Bethlehem. The .
Supenntendent s philogophy of services integration and his knawle&ge of the cemmunity
school movement in areas like Flint, Michigan sssmted in effectwaly ‘coordinating the
‘project participants ‘and cammUnIty to dchieve a services lntegratu:n proiect. The ablhty of -~
- the Supermtandant the Mayor, and cher partlclpams to seeure funding approval from~
their respemt?e boards and collectively from the Department of Heaith Educatian, ‘
and Welfare :agasfﬂrmed a concept into a viable project.
-Staﬁ hlI’Ed (ur transferred fram existing’ prcgrams) to lmp|emerit the prﬂ]act included )

A Community Education Ceerdmatar, . .
Four Community School directors,. . .. ° - A

.Support office staff, and ,
‘Service pruwders (e.g., outreach workers, racreatian supervisars hcma eccnamics

. jnstructors, job placement cuardinatcr child develapment speclahst and S
lnf&ﬂnatlon'ﬂnd referral 5pec:ialists) Co i R

"J The sampas:tmn of the staff |ndicated a kéen un_derstaﬂdmg cf the bread cancem of
- cammunity éducatlon Staff (under the direction of the Community. Educatlc:n Ggardmstcr)
provided coordination through group. conferences, staff meetings, ete..” -1
- .."Thus, despite the administrative drawbaaks the prmect is successful due te personal
- cantact and commitment to tpe ccmcapt ‘of semces integrahcn . s I

&

TR B R ’-.1, o f; K ‘ R L _ .
__-.KANSAS oo e e

- . The Gredlt fcr estabhshmg tha East Gantral l{ansas Mental Health Genter is given ta a

" grass roots organization of five citizens who conceived. the. Dnginal plan, lobbied for ‘State -

o enabhng ‘legislation, and lmplemented the angmal Center. The expansion of theGenter-
ir}iasulted from the Executive Dlrectar s éxténswe r:ammumty cgntacts cc:nferén;es with -

| =
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FROM CATEGORICAL SERVICES TO INTEGRATED PROGRAMS: FOUR LOCAL APPROAGHES

and worked extensively with the members of the Board-of Directors to dispel their-....

reluctance to accept Federal funds. In addition, the strong administrative qualities of the
Executive Director effectively prepared the staff for the expansion, ' ... oo At o

. Staff Is'housed In the Center and provide outréach:services through alternating clinlcal

- hours In the tourthouses of the shim

. base enables staff to confer on cases and provides opportunities for staff meetings to'

" . The Center staff exhibited a strong.commitment to ssrﬁn’Q thé-‘;ﬁmrﬁunity (g_sv.ill_lustrétafd;

by atenight responses'to émergency calls) and to providing comprehensive services *.
. .-through the integration qf'tge haspitalfﬁ—batleijt facility and the Genter's out-patient . :

"L+ - treatment services, ,

'\ coordinate case reporting-and overall management fot the East Central Center, the " *.

"South-Central Centeraand the ¥i-patient facility at Newman. Hospital.

-~ - C

CATLANTA - T e LU

i =

Thé‘Ailaﬂta Rehabilitation Center was iﬁitl_a‘tad through strong ieade'rship of a commupity. -

Lorganizer, who was the head of the Atlanta'Economic Opportunity., Mobilizing resources -
~ and coalescing different factjons were two frequent roles of the EQA director and board - .

center.and a local hospital. Thé Director compliled the comprehensive grant application -

other cgmp‘réh‘eh'swefcehtér;sfa'nd"gaépééaﬁ\)e agreements with another mental health ..

adjacent participating: counties. Establishiment of a home-

- discuss administrative, policies or problem cdses. © = -, L ey, L

L

RN

7

=

- members. As evidenced by the Federal allocation of a demonstration grant of $1 ﬁil[i_io;n;th;s -

nstigators Wwere successful in the development of the joint evaluation concept. -
- However, operational problems arose which.could be attributed to the spllt
.+ funding-operation structure maintained by the EOA board (funding and.overall. = .-
) ‘administration) and State Division nf Vocational Rehabilitation (operation), =~ +
Following State assumption of operation and rmanagement of the Atlanta Rehabilitation
- Center, the Director of the Department of Education and other kéy citizens marshalled

& efforts to secure Federal funding. Under the Director of the Department of Education’s . -

‘ leadership, several Federal administtators Became involved In the project and a serles of
« . Federal grants was secured. ey, I
- A new'director, hired following State assumption of the Center, reorganized it to dellver .
services more effectively to the client, In addition, the.director’s extensive contacts with . -
other State and local human service agencies and private.industry resulted in an expapsion
-of services without extensive financial allocations, For example, at the request of the .
‘Center Director, the Department of Labor transferred a job placement counselor -
- tothe Center. ‘ e S N ’
~ Despite the initial operatignal problems, the current director has been successful in.
~ . -obtaining cooperative agreements for staff or ancillary services. The cooperative
. .agreements and smooth operation of the facility result from his efforts to determine another
agency’s "yardstick of success’ and make an appeal based on benefit to the agency -~
‘and client. ' - ) - ; b PR

~ CONCLUSIONS . - o S

- The fouf projects studied clearly demonstrate the necessity of a key individual or-director
. to bring together the various elements involved in a service integration project. The - .

| ~director's leadership, persuasivéness, commitment to the integration concept, and contacts -
. with the community residents, staff, political leaders, and other service agency heads .

22 Human Services Monograph Series e, Na_
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“ of all ages.” - ..

i s . . . :
v : ‘ . = - - .

EAST CENTRAL KANSAS -

MENTAL HEALTH CENTER o T

INTHQDUCTIQN ' .
. The East Central l{ansas Mental Health Gehter was argamzed in- 1960 in réspénse to .
several tactors. These included:.. X ) : o :

e The desire to enable local juVEnllE Judges to placa luvenile c!lanté gppropriataly and
to keep track of their treatment and response; * oo T

e The growmg national movement toward community mental health centers; and:

s The desire to provide an alternative to :ammltment to the State Mental Hospital -
systern ’

The Center evolved over the suscaedmg 16 years to provide a brcader ranga of EENIGES .
over a larger geographic . area to-an increasing n number of clients. While the scope of
servicés and the range ‘has’increased, however, the focus and target-group have remained

basn:ally the same i.e., “to prowde communlty mental health services to persans i
w
.. This_ study- describes the three- rﬁagar phases within: the axpansu:m ! I

. Estab'hshment and’ mltlal opératmn ‘of the Center (1959—1963), T
« |nitial expansion to ad;acent counties- whlle retammg the communlty=b35éd_tzansept;

(196}1974) ' y ', . :
® Map;r axpansmn hased upcn Federal support (197421976) L

The follawmg basm thames a“"e explared [ ' ‘

'3 Impetus ‘for expansion. -« - - o S
b Nature of expansion  _, C ' T R AN

: +- Increased- staff’ D . . ‘
-.Expanded geographlc caverage e :
Increased services A SR
Additional income™ . T R 3o
© Additional cooperative cr cantrax:tug! agreements
. Mndihcatlahs in-funding, Patterns S ’ :

¢ Impact of expahsion RO ,
- Increased case load Cowe R

W I | l ﬂi
| L P
e
»

- —— Expandedvser\u;e delivery. Qutput

Human Semces Managraph Serles . Ng 3 Ncwe"nber 71976 ;27;




' % FRC)M GAT’EGDRIGAL-SEW{GES TO INTEGFXATED PROGRAMS: FOUR L@CAL APPH@ACHES

_4 ---The case study cencludes with an analysis of the operatlonal impacts of expanston over
the Iifa of the prcuect and presents future plans, .

- ESTABLISHMENT AND INITIAL OPERATION : S

Prior {0 establishment of the East Central Kansas Mental Health Genter mental health
, éﬁlucatlcn and consultatzon 'did not exist in Lyon County. No public or private psychtatrtsts
practiced in the area. TD obtain dlagnosl .evaluation, testing or psychuloglcal or .
' psych:atnc: treatment;’ “an individual had to travel to Topeka (65 miles), Wichita (85-miles), -
:Lor Kansas City (1DD*’tn|les) The distance and cost, in terms of time and money, pravented
A ﬁ!cmzens from FECEIVIDQ mental health care. In addition individuals committéd to any
o+ ofithe three State Men#al Hospitals, located in Larned (110 miles), stawatomie (S0 miles)
i‘,ji aﬁd TopeKa, wers removed from friends- -and family. ‘The dfstances and relstionships of

¢ 4+ these locations to Emporia.are illustrated in. Exhibit1, -

‘r,ﬁ Betause probate judges and physicians could not adequately avaluate the mental
2+~ condition of juvenile offenders oripatients, many individuals were inappropriately referred L
“‘ta the State Mental Hosputsls (e 4., belhgerent juveniles ‘who ‘would benaﬂt from counseling: . _ i:

A

. riather than commitment). N i . m
.In-light of the above candltmns Th 1959 a,grmlp of ﬂvs Emparla cltizens a housa Iife,
Eprabate judge, attorney, physm;;n ana{éredit union manager begapn planning an alternaﬂ\{e -
%—10.the State operated-mental health system ThlS local- group organized-a- grassroois—
'”Qc:t:alltlon of 21 individuals representmg business, education, agriculture, clergy, blue collar
workers, and medicine-to petition the State Legisiature to provide local sommumty
mental health ‘centers. In 1960, the State Legislature passed a compromise bill allowing
local ‘communities to establish méntal.health ceﬁters but did not provide State funds
. -for.implementation or operation. ilowever the bill allowed the establishment of a nan praflt
- corporation which could contract with the County Boards of Commissioners to prcwlde
mental-health services. The counties were limited to amaximum of a'.5 mill Ievy ta
' support the mental health centers.
Pursuant to this bill, the Mental Héalth Center of East Central Kansas, Inc , was formed
in 1960. It was. focated in Lyon County and, an initial .25 mill levy. was approved by. the
- Lyon County Board of Cammissmners to 5‘*’ upport the Center.
= » The primary purpose of the Center was\"f'o prevent or reduce unnecessary mstltutlonallza-
" tion by providing a community alternative.in the fcrm of: - :

L Prowdmg cansultatmn serviges ta Icn_,sl Juvemle Judgés to enable apprapriate A
-placement of juveniles; . o

» Screenmg potential admittees to thé State Hospital to prevent unnecassary R -7
institutionalization; and . : .

® Providing fonow!up to area pat:ents disqharged from thé State Mental Hospitai to

* reduce recidivism.

In additlon community mental health services, which were formerly avallable inother -~ ,

cities' soma distahce away, were to be provided to people with less severe problems, . -
., The serwces crlgmally prOpOSEd (but ru:)t lmplememed until 19?5) to ba provided '

" included: - 5 _ o \\ .

e ,
" . Gcnsultation to schgols caurts health and welfare agancles (both public and prtvate). B

: ministers, physicians, Iaw enforcement agenctes and other interested persons ] ;

. Dut-patient diagnosis and treatment ' S L e

- ® Educational programs: T ’ :

.- @ Casework snd counselmg. 4 . )

L, e ﬁesearch . L . N

-
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N FRDM CATEG(}HICAL SEHVICES TC) iNTEGF{ATED PF{OGEAMS FDUR LDGAL AFF’F{C)ACHES

e in-eenfiee trelning for staff and for etudente enterlng the psychiatric urofeeeion. '
. ® Partial hospitalization; .

.. % In-patient services; - - : : o L L

o Emergency.24- -hour-a-day eervlee o T _ L

¢ Services to the develepmentelly disabled; : . < IR
X Sereen!ng and follow-up 'services to indiwduele belng edrnltted tu or returning frern
x: Ui} ineﬂtutlenel facllity; and

. e Moental health treatment and- educeﬂenel eervneee te lne‘!wduele end theeernrnunity
e reie!ing to aleeheliem and drug abuse .

ST The East Central Keneee Mentel Heelth Center begen nperetlen In eerly 1960 eeupylng
the second ‘story of a downtown: ‘commercial buildlng The Center was menegedfby a7
. board of directors composed of eiﬂzene of Lycm C:eunty inc!uding the five inltle ors ef the
earnmunity mental heelth eencegt L
“The Center was engmally staffed by one perta—ﬂrne peychietne eeeiel wnrk‘ , wh'
prevlded eeneultetlen to the juvenile judge. Several months later, 1we pertaﬂ' :
pe‘yehelegiete and a full-time. receptienlsteeeeretery ware hired T ,e'eere staffing, wa o
eumpleied with two. eddmene later in,1960. An. eddltlenel pert-hn're eiinieel-' :
“who epeeiel!zed In chilid. peyche!egleel testing and peyehetherepy was hire - s
“the part-time soclal worker was replaced with a full-time. peyehietr]e ia we ker. wh'
h!red as the Exeeutwe Director of the Center. Hie duiiee ineluded ‘administration, st

. superyision, and provision of outpatient services 4nd community education: This’ eere st eff

- remained constantthrough'the penod of mniel nperetlene until“lQSE when expenelen
« Into adjacent counties begen L :
Dunng the lmtlal three yeare nf eperetmn the Center previded the feilewlng eervleee

‘e Blegneere eveluetien teetlnrx and treatment (e. g. eut-petlent ceuneeling). _ L LT
» Education (staff appearances t-efore service organizations, school groups, etc., to - ;
~ explain what th’é‘*centér is, wh:.; services are provided, what memel lllneee enteile enu
_preventive aspects of merilai health);
- ® Consultation (school tggchere juvemle judgee. or pelieernen werk with ellente wlth
- behavior.problems);

”.i.,

* Combined treatment and educetienel eervlc:ee {e.g., wnrking wlth femihee ef
Indlvnduele eemrnmed te the Stete Hospital). : - S

'g;)e level of eemeee Inereeeed threughout the three yeer pened as Illueirated in_

ita, © ' :
Slnee key eteff was net hired. unm iete 1969 the eervn:e prev:elen Ievele are lewer fnr
“"_iﬁet year. The levels In subsequent years increased due to having fully staffed years of -
uperetlen Increased funds, and eernmumty recognltien of the' evellebilty of the. eommunity
. mental health services, The |ncreeeed awareness and resultiant use of the Center by
patiente was a reeult of a vigorous eernrnun:ty education pregrarn by the. Center

-The inc:reeeecl funds in She eeennd and third yeer came as a ‘tesult of.thrée feetnre

' . Slight increase In the erncunt reeelved fren1 the rmllege eeeeeernent
. ® Marked | lncreeee in fees due to increeeed caseload; and ] el
" @ Carry-over into second year of unexpended ﬁret yeer funde due te late etefﬂng of

‘theGenter ,_ : e o S o //

'The Ievel of. lneeme end eouree ef funde i’ muetreted in Exhibit 3. i B
- Thle pettern of expeneu:m had a limlted horizon end the services’ hed 1uet ahout Ieveled '
eff when the seeend lrnpetue fer expensmn Qccurred in 1953 ' o :

"D Hurnen Servieee Menegreph Senee ¢ No. 3, Nnvember 1976 ST
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ntract was éugned by the Cah‘ey Goumy Eaard af Cnmmissiaﬂers and the _

al- Kansas Mental Health Center. Board. The contract stated thaz the Ganter wauld

de:services to- tha Caunty by. making its facilities avaﬂabla to. tha residems of B

offey Caunty and. by pmv:ding staff on"a ratating on-site basis. ‘The staif was. schaduied

-1o-provide services at a ‘specified tirne and location in’ Coffey chnty

rn fgr the services: ‘provided, Gaffey County: insmuled a.5 mill ievy which pravndad ,
}u DDO which was paid to the' Center in1 963 This additmnal fundlng

nter ta sdd ong time ych airic sec:al warkar to the Eenter staﬁ
_963 and 19?4 fq ‘Ar sddntiqnsl '

| ,"'WEre sngned on the sare bas;s ss the C:nﬁ’ey Gaunty c@ntract R
dditienal cnunt:es and the rasultant mcreass in staff ‘cage lead and fundmg ara

o
S EXH!EIT 4 R
***** summﬁv cF mrﬂAL EXFANSIQN OF ADJAGENT couuﬁss T
T ~ _fﬁa:e@ of . | Professional R e EREIE
Ty Service | - Staff -~ Mlllage_ - Total Allocation | v
~C'_qy?iy' o Initiation " ‘Hired Rate © .. First/ Year :
© | Coffey. - 1963 1 FuilTime 4 - $10000
| Greenwood. T . 4967. - 2 FukTime o - . - R
PR Coa L W__»_u‘l‘_Part-Tlme T BT _..._$18,000 e e e
‘Chase . 1970 3PartTime- . . 5. $12,000 B
“Morris . .. 1973 . 2 FullTime <~ 5~ . " “g13000
: ésage e g I'-(ull-Ti!'ne R : $iQ,D_OD_~-‘
—— N —— N —

: 'The addltinnal staif hlred ss ;*resuli of the county afﬁl:aticm became part of tﬁs Center .
staff and nnt staff persons. Tlated to the individual counties. The’ antesr In turp, prD#ids\d

eded samcea te-the ounties by drawmg from:. lts entlra Staff Staff tlme was prmrlded .o
to hélcaurntie_s cm the basis af né‘ed ancl nct Dn the

art xpating counhes Ey 197’4 tha Bagrd ‘con
nga feccupatians lﬁc!uding anurse several

it addltlanal fundlng frcm tha Péfflclﬁ‘ ing c:cuntles -one af’the‘adcﬂtlcna
mbers hired was the currsnt Exqgcuuve Diréctar : :
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EAST CENTRAL KANSAS MENTAL HEALTH CENTER

By 1974, the Center'had increased to four paﬁ-iime and ten full-time stafi members. The
ctaffing pattern is displayed in Exhibit 5. The staffing pattern in 1863, the beginning "

of the initial expansion phase, is also presented to show thé extent.of expaﬂsiongchievad
by the end of the-phase. B R . :

5 -

O . EXHIBIT 5 i
B 'STAFFING PATTERNS (1963-1974) "

= = - 4

,ﬁumber : ; 4 ) ia74 ' anaé ‘
of Staff 1963 o e Total Changd

- Type of . = — — -
Statt Part-Time Full-Time Part-Time Fuil-Time part-Time Full-Time

L I

Psychologist o s 3 - — 2

3 - -1 +3
Psychiatric -—So_cial , o v |
WorKer ' - — -
Psychiatrist - — T = M —
Executive Director - =T - T =
71 Clinical/Office » LD ' |

| Management - 1 L +1

’A*.C:TAL. S, 8 2 7 -4 10 1 +8 -

+2

. Xs@dditioni in 1974, an alcohol/drug abuse grant from HEW funded an aicoholism -
" consultatian and treatment staff of three full-time proféssionals, The staff operatés out of
a separate facility in Emporia and does not provide outreach services in the other countles.
The.large expansion was primarily a result of increased funds due'to the partlcipation ’
- == -of-the adjacent counties increased client fees, some grant. and contract support, and ,
' an increase in the Lyon County millage rate-from.2510 .5 mill in 1963, The income level and
sourca of funds of 1962 and 1974 are compared in Exhibit 6 to illustrate this change. :
The substantial increase in caseload from 1962 to 1974 which was made possible by the
expanded funding is presented in Exhibit 7. L. e -
" The niature of the expansion and c@néequentstaﬁiﬁgg ‘and types of services. dellvery were

M i

~ beginning to cause acute problems in the Center's operation due to the limited-number

_ of staff. Due to the pari-time employment of key staff members, services were primarily " .
directed toward immediate-short-term clinical treatment rather than extended consultation
of-education. The staff handled crisis situations rather.than systematically dealing with - -~
behavior problems. Also, the. clients. who received services were the ones who came to the
_ center. or county.satellites since there was no effective outreach to serve specitic target
.-+ groups. Therefore, although the Center originally. was established with a focus on treating
. juveniles, only 30 percent of the client load-was under 18. . S O
* In-addition, the staff felt'the limited services, and especially the paucity of preventive -
mental health services, constrained the Center from adequately reaching many citizens in
need of mental health services. During several periods, g waiting list was instituted
© because of the high demand for clinical services. S
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FROM CATEGORICAL SERVICES TO INTEGRATED PROGRAMS: FOUR LOGAL APPROACHES
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34 Humgn Serwces Moncgraph Senes * No, :3 Navember 1975

Al

&

m%24 hcur emergency ser\nce in pahent care,

L and tha inability af current staff (many. of whom were part tlme) to adequately hsndle the .

_ EXHIBIT &
EASIC FUHDING PATTERNS (1962 AND 1974)

Co B - - Yéars 7 i E i ] 7
‘”_V.Fundlng Paﬂarn . ¥ ' 1882 1674
Receipts - /[ ' o

* Lyon County Appropnatmn = $14,960.00 - § 41,354.00 -
~ 'Coffey County Appropriation e 12,120.00 .
. Greenwood County ‘Appropriation =0- " 18,075.00 -
Chase - County Apprnpriatlan —0- 12,940.00
Morris ‘County Appropriation . 0= '12,350.00
- Osage’ ‘County Appropriation -0 20,322.90
" Patient Service Fees - 8,143.00 16203 GD
Sockal & ‘Rehiabilitation Services (Welfare) L =0= 11,872.00
- Reimbursed Grant ‘Expgnses’ - =0 8,371.00
-~ Consultation Contracts ,. —0- 1,982.00
- "Reimbursed Expenses ' + ¢+ 509,00
- Grant Receipts ' o o=0- 8,958.00
Danations R 411.00
Interest =0~ . :
: Miscellanegus ! %Ds ) 143.00 .
TOTAL HEGEIPTS ) 23,103.00 . 166,583.00
Carry Over 2,497.00 17,528.00
- Cash Balance - 25,600.00 184,111 ﬁﬂ
'.TC:TAL, EXPENDITURES +25,025.00 176,083.00
Gash Balance : 575.00 "' .~ 8,078.00
, EXHIBIT 7 !
LEVEL OF SERVICES RENDERED
B S e 1974
+ " Cases opened o 179 - 1,199
|- Cases closed ,© , 143 7 93
Cases carried - 68 - 539
No. cf mdnwduals seen - 497 . N/A
No. nf mterwaws L 1,216 5147 |
T No a,f mterview hours _ 1,116 7,999

o
B>




| EAST GENTRAL KANSAS. MENTAL HEALTH CENTER

case loads promfted the Executlve Director to request that the Ecard apply for a Federal
. staffing grsnt This marked a moverhent away from the local community-based corcept
. that.the Center had begun with and functioned. under for its 14 years of operations.
However, the problems werercompellmg snd provided sufficient xmpetus for the program’s
major expansipn. ’

MAJOR EX »ANSION BASED UPQH FEDERAL SUFPGHT (1974-1976)

, By 1974, Reavy staff load ‘and lack of comprehénsive services were bacaming very .
° e apparent and the need for additional funding and expansion was clear. However, in 1974
" .+ no local alternatives were available. Therefore, in response to the EXEGUﬂVE Director's "
o suggestion, the. Board instructed the ‘Exacutive Director to prepara‘a grant application for
: funds from the Department of Health, Education, and Welfare. The Executive Director -
was informed by the Department of Health, Education, and Welfare that to be eligible for
a comprehensive mental health services staffing-grant, and to be designated a “catchment
~area,” the East Central Kansas Mental Health Center would have to expand its, service
area and facilities. Therefore, the Board, upon re;ammer&datmn of the Executlva Director,
approached the South Central Mental Health Counseling Center. The South Gemrai Mental
- Health Center was started in 1963 as a- result of a citizen action (with Iaédarship\by the
_ Kiwanis Club). The Center. offered the same type of services as the East Central Mental
Healfh Center.to the haghbcrmg countles of Butler and Sumnar and was ggvarned
" by & similar citizen board. | : . i
The boards and executive dlrectors af both ‘centers mgned an- afﬂiiatian agraemant and
car’nbmed population of the two areas into the HEW designated catchment area. Under -
the agreement, the two centers would retain service dehveﬁ; respanslbility to the re;i;lents
of their respective participating counties. However, gieater administraﬂve control Wﬂuld a
_be.granted to the,East Central Center, The Executive Director ‘of the South Central Gantsr
would employ ‘or dismiss personnel in consultation with the Executlve Director of tha %
East Central Center; ‘
? © . This agreement marked the fmal gsomaphic expansicn of the Céntar to date. Tha
counties covered and the year that they initially received services, from the Center is
.ilustrated in Exhubit 8. The individual service ‘areas were cambmed to form Gatchmem ¥
1 Area 5 for the purpose of obtaining the Federal grant.
. . A Joint Coordination Committee campgsecj of four members from eac.h Center's Eaard of e
~ - -Dijractors (inciuding the Board chanrpersaﬁs) was formed to review the affiliation '
agreement, consider future needs for mental health services for the entire area, and resa‘ve
.conflicts that might arise between the two Executive Dlrectars If necessary, as
administrator of the HEW grant, the East C;emral Board would resolve any conﬂicts

Addmonal prawsmns of the aﬂ‘lhatian agreemant mclude

. - B e R Pt

® Shanng of client mfcrmaﬂcn with various program elements,

" ' * e Disbursement of Federal staffing monies by the East Central Center to the Sauth
' Central Center, whn:h will arrange mr the necessary equipmém suppnas ‘and office _
" personnel, - L

e The medical/clinical dlrectc:ir of the Scuth Géntral Gemar wm have clmical authority
~ over staff members employed by that ‘facility and the. medical/ clmical dlractﬂr of the:
. East Centrai-facility plus the'in- patlent facility (Newman Haspital) A

Havmg expanded its ge&graphlc coverage area by means c:f affmatit:n agreement with
_ the South Central Center, the East Central Center next turned-to expanding its facilities.
“An-alliance was formed ‘with ihe NEWman Mémonal County H@spital to prcvids in-patient,
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*

-+ FROM CATEGORICAL SERVICES TO INTEGRATED PROGRAMS! FOUR LOCAL APPROACHES - |
‘ | EXHIBIT 8 |
L

r e /' GEOGRAPHIC EXPANSION THROUGH ' .
S AFFILIATION AGREEMENTS WITH - -
THE EAST CENTRAL CENTER o g

A Cowlay 'G@Linty ﬁwhish ls"’sﬂu@tsg wlfh 8 uainprenensive center in UKiahoma might be brought Into
. .Area 51in 1977, ! » . o .
T AA Wabaunsee County has baean placéd (by Fedaru’ @cvaernmaent) in Catchment Ares § but has not
‘signed affiliation agreements with East Centra! Uinter ) T ] ) R =1
« KEY: Year of affiliation. of adjacent counties with Exat Central Center . : .
- - 41983 1967 . 1970 1973 . qg74 : . R

" partial hospitalization and 24-hour emerger:y services to residents of the counties
.. Participating in the East Central Center. i} .‘ o :
~ This.agreement was established to achieve three fundamental goals: -

* To provide local hospitalization for persons who would otherwise need to leave thelr
immediate community for care, - SR ' ' T
* To provide services to restore an individual to ambulatory functioning in the shortest
time possible, | St S oo o
* To provide a linkage in . vices that will maximize community resources so that
.. persons will not anly have: . nmediate and appropriate care but also move easily to
% 1688 intensive care sarvicosy, - €. : . .

21
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EAST CENTRAL KANSAS MENTAL HEALTH CENTER
_In addition, the agreement outlines the specific areas of responsibility illustrated in
-Exhibit 9. T - o o
The final linkage was forged by means of an agreement with the Topeka State Hospital. .
To ensure a “free movement of patients among all elements of (in-patient and out-patient)-
services” and to enable transfer of client information from one facllity to another, the
East Central Center and the Topeka State Hospital signed a cooperative agreement
indicating the basic-roles, responsibilities and linkages of the East Central-Center and the
- Topeka State Hospital in the areas oi out-patient and short term in-patient care "
vs. long term specialized care. ST o
As a result of these three affiliations, a comprehensive Mental Health Services delivery - -
system was developed in Area 5. An organizational chart indicating the lines of cooperation
among the three atfiliates comptising the Area 5 comprehensive mental health services
delivery system s illustrated in Exhibit 10. i S ;
Through these affiliate agreements, the East Céntral Center accrued the population and S
facilities necessary for a comprehensive community mental health program. Therefore; . s
- the Board instructed the Executive Director to prepare, the grant application, With the
assistance of his secretary, the Executive Director wrote the application in two months.
o *No structured needs assessment was conducted. However, at board meetings requested
by the Executive Director, the Board discussed community needs. Based on current and '
potentiat caseloads as identified by Board members and staff and an analysis of

“EXHIBIT 9
BASIC PROVISIONS OF AGREEMENT
o WITH NEWMAN HOSPITAL

« The grant will provide the salaries for the nlursing personnel and Newman v
Hospital will recruit and staff the nursing positions. The nursing personnel wilt - ;s
be supervised by the Director of Nursing of Newman Hospital and wilfbe - -'
o given consultation in clinical work by accredited staff members of the Mental .. °

= CRealth Center Staff,’ R : : _

3

K Administrative matters and salaries will be detérminad'by- policies da\_rel’épad

. by'Newman Hospital,- \ , _ ; _
The Mental Health Center will provide professional clinical staff as outlined in® _
11 staff will be paid by and"administrative!y_ D e Lﬂ

\.|  the grant. Professional clinic
. _responsible to the Mental Health Center, _ _

' The Basic team for developing the treatment program, maintaining the therapeutic
atmosphere,.and setting internal procedures will bg the head nurse, psychiatric = -
' “saciaI"worker,psychiatrist,ractivityﬁther’,s’pist._an_d_a_q;jﬁjstrativa Vagsisiant/recards .

coordinator, . - i’ S B
Einal responsibility for patient care and treatment will rest with the Mental Health = 7|
Center psychiatrist responsible for in-patient and partial hospitalization services, .

Physicians from seven county area may. admit'and follow their patient in the

psychiartic services unit, however, the chief of staff of the service will be the
psychiatrist, . : T e, IR
The Mental Health Center will provide éppropriéta training in the beginning é’;s well
as ongoing in-service training io hospital persqnnel'in the twc units. B

E - - -
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aneAmzmoNAL-CHAﬂr INDICATING LINES
OF GBGPERATION AHONG THREE MENTAL EALTH AFF
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i

" gelf, Familly or Frlend
Physh:lgns
<“Clargy ™
Publlc Schnala
Faﬂca & Couris .. .

Social-or C‘.ammunhy Agancy
Others ...

EXHlEIT 11 -

CDMFARISQN 0
CASELGAD i

(SHS Yo

(Vn; Rehab., Nurslng Hamas. lﬂst far Hetarded G

Hgsllh Depts., atc:)
S TDTAL

Gnnsultallnﬁ
, Admlmstrallgn

Casas Flafarrad ay Dutpaﬂent .

b Inpatient

4

* Total Cases Servad

" patients Terminated..... SO -

Total Individual Intawlaws
Total Group .Intarviews .. ..
- Total’ Famlly lmewiewa
,_Tglal_ ‘Interviews

Age i
15 & undar .
15-17 .

E§ & nvaf Seve s
o - TOTAL ....

© staft Trslnlng (Dlhar & own agancy)

Y R TR

: < ¢) Partial Hnsﬁnalizaﬂan
Cases Csrrled {rom Prawgus “Year

*

: AGE DISTHIBUTIQHS QF GASELQAD S
(Mnla and Famnia) = T

uih Gamar, Eti:

F 1974 AHE ‘4975 _

HFQHMA’TIGN

. census mformatlon (e 9o ﬁurﬁber of
] al clients to

" East Central and South Central Centers and
plaﬁnmg ‘tech
tmuatlcn of atwo to three y

‘and anticipated potenti

Althaugh structured

- "plannlng process’’ was acon

S

* Human Servu:es Managraph Sen

elderly)

mques ‘were not utiliz

the Executive Dlrectnr appmximated needs o
be served by the expanded’c clinical staffs of the’
Nawman Hospital.- - :

ed.in grant preparahcn,

ear dlscussmn c:sn_:tl:e marits af
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(1sé§’ 1974,

ta n X
on:County. Appraprlailan
Gaffey & unty . Appr‘aprlaﬂﬁn

vel;labllltiatlnn Sanﬁces (ngfgral
Eraﬁt Expensas :

Faderﬂl Erams : .
- -State Fundlng (sB, 175)

Carry. Over (Hes'er"ve)'
_': 'TQTAL HEVENUES

NBINE ATTEHN

i

it +

o
pre
-
<M
8

P

'8 23103.00° -
- 2,497.00-
"'$° 25,600.00

$166,563.00

5523,%99.09
. 17.528.00 .-
" $184,111.00°

<. $536,877.00

. 293,487.00
. 27,071,00°"

..-8,078.00 ~

© $725025.00

$ 57500

- S 8, G?E UD

- $490,599,00

$176, uaabo '
+ $.46,278.00




lication was received by H'
alth 5 rvices pragram began
b sd"uimn' the Fedaraly

Increas of total clinica! haura from,? 999 in 19
he red ctlan in’ sdmisslan{g tf) the State Haspit in
“installed in-patiant services at Newman Hospital. FrﬁijuIde
o ‘were. admlttad to the State Hospita From'July 1975 tu Ma‘y: '
* ' During, 1975; 185 residents of the East Central Center.
- . on long- term' ieave from the State HQSP!IEl of thisiat
: ,Cantral facilitias for follow-up treatment.’ S
 Total staff. inc:reasad from 14 to 37. Six of the additianal staff wer
S who were required to complete the Increased paperwcark raquired byt the gran :
T T ‘clinical staff now. mcludes two full=t1ma psychiatrists and 11 m-patient ‘staff (Newman
e Y Huspital) : .
T " The rnajar reasori fcr tl'-e mcrease

‘in, pmgram -and 5taﬁ was tha Federal 5taﬁing grant .

o which was received in.1975.'A camparlsnn of the: 1962 1972 .and 1975 funding patterns,
.- which is illustrated: in'Exhibit 12, confirms. this pc:int It clearly illustrates: the ‘dramatic
growth of the program thraughaut the three phases. ‘It should.be noted that lnitisl State
- - -financing was prcvndad under & Iegnslatwe act passad in 1974 but the. funds are anly a
- fractian of what rnight be prcvnded in. futuré years Sl T e

s

T =

FAGILITATQRS AND' |NHIEETQRS R VT DR S e
; Althaugh tha transntion toa cﬂmprehensive centar was cited by staff as fairly smomh, ‘ Vf, -
“ the fallcwmg factors iﬁhlbltéd the grawth of the. East Eentral Mental VHealth enter:. -

T e The rural’ areas’ need mental Health sewicé_g_;but esidants are ciftan reluctant tc uaa L
the facilities. The Center staff had to change the image “of: serving ‘crazy pecpls ta a
rational view of the patentials of the mental haalth pragram, : A

» Several senlor. staftf.) mambers resistad the transition because: th

. person spends | ‘almost 100% of, his time ensuring Infol ,atianal require

One staff member felt they had ‘switched from serving ‘people t

.. The. two affiliates (Newman Hnspital and South Gantral Genter)

“ reduce their ‘individual powers or 1urisdictinn s-5

"« Many board members viéwed the grant as.a Fe
« The business. office ‘staff had'to’ switch’ fram ne.

computerntramed ‘staff had:to be hired; - :

The Federal requirsment to increase tha geo

Central Genter area, rasultad in a very large G ,chrnaﬁt area. :

.e Adequate facilities not exist in the area 1o allow’ for. expandad services. .. .
- Currently,.the East G ntral ‘Center main office’ isina bui]ding rented fmm the ad;acant =
_Association for Retarded: ‘Children & Sheltered Workshop. ‘The satalllt flicas SR
temﬁaranly housed in dﬁnated spsca in cﬁunty caurthaus

Tha mcst influential fac:tor in thé expanslcm of the' mental health pragrarn was the )
tremaﬁdgus deniand for services and the lack:of other adequate resources. Tha Gentral S
.Center staff caseload far exceeded, the norm. Clinical staff-felt ihat they wera ncﬂ '

: sdequately meatmg the needs Df the;r clients or the, many mdmduals whg wara on waiting
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T he m:sl lev_'

rvi es The' Executiv Directnr characte ,zed ths axp_ {
: Y ed services, the mantgl ealth prograr

'graups*nther than the Emparia Baa I or.
I.off ) ]

] me, ahics of mstltutlng the gr
" campangn by ;the Executwe Directnr
i e;grantw T

tGentralCemar are envisioned. Y the Executiv
!tﬁaCantar w{l_ e : r-men

z  ‘,,>.- the Cen Qs
] ,iques The staff hapes to increase th num ]
0pS ‘ lly in rurai areas: |T hraugh warkshups on pare

sellng and:individual grgwth the'staff' hepes te reach 'm re indlvlduals su Srin
{ aterivanety c:zf prablems e f a !'——» '

_ illy, llar.physical neads ofa .
ta_l health | pragram An m patnent psychlatnc unh cauld be bun!t to. raplacé the "lnaned"
ice at Newman Hﬂsplfal Addumﬁai office spacs is also needed cotl

. ",—-’ ST
E . : ' o '
I

- ," . S0

C e

: f-T éoverall benef:ts Df the expandeld mental he

- alth pmgram are tha abmty to pravnda
reatment ta additional clients especna‘lly children’ and the ability tQ respond to mental -

discrﬂsrs in a total manner through & compréhenswe program nf avaluatmn educaticn.

ing, in- pahent treatment, and’ crisis intervention. S o
~lIn ation ‘of. the praje::t .in the form of, part—hme psychnatnc éaunselmg and ev;luatmn ) : . s
d_gradual growth in terms uf staff, gecgraphic area,:clients and : services. The eﬁorts ' :
the xecutive Difector and Board members to exparid the financial base: thraugh
aff:liatmn agreements with the surrounding counties and the Federal stafﬁng grant has
Ilqwed the Center to meét the original goals of prov:dmg commumty based mental health .
are and allowing adequate ‘testing-and screening to appr@pnate!y place cmzens e o
(egpemslly juvemles) exhlbltmg maladaptlve behavior., :

L
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The ethlahem Area ﬂmmunity Educatignb Prnject w,s 1 ‘trlate:i in
S q:csaperativa affarts of the_ Clty*csf Eethlehem Ngrtharnpton County, |
et ool D’stru:.! and the Umtad Fund The F‘rgjec' goals @

; ? Expandéd {
‘Equal educatmna

e Cnardmatmn of’ cammunity‘ r@s0urces, -
’ émsmnma

Y Lﬁ-progﬁfém to a ‘commynity. éducatmn ccnéept in order
peciﬁcslly, 1he case study uuthnag the part I tlan it
ses, the ratu:male fnr the F‘rojact, ' ces:de

:.Antlsnpated Changes -
Facilitators: and IﬁhlbthrS :

RQEGT PLANNING R

The inital 1mpetus for the pm;ec
tion existed in Bethlehem. In 1974, represemativas ofth

Depaftmént cf Pubhc Welfare the Mayar of Eethlehaf’n a
| 5. No. 3 Navemner 1976 43

t was the raahzstlcn by severaF pmwdars that sar\n
e Unlted Fund, thg Dire;t, _

nd the Supenntendent Df the"
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agency dealt with pr_ablams which had simi!ar causes Yet dasplte n’urnaraus'
able: In: the cammunlty. many problems still existed. Therefore, the grauﬁ

nderagmanted sewiceswers idantiflad as mhtbitgrs tc: a camprehenslve

- "s .“-."-“ﬁ : ‘._3,—

; X creaﬁﬂn health and saclal samcgs, and ‘education. - .,
) 'ldadby tha city, ceunty, United Fund agencles and the schoc! board hae :
5. Fo ampla clty and. YMCA (Umted Fund) recreation: prcgrsms had goals of

ining self. sufﬂi:iancy and enabllng a child to develap into: a social- and Intéllectuaf
’thgug thay were fundsd by saparate saurcé 5, the city. schml
T ncles aftén provided similar. pregfams ;Fc:r examplg, the: sch'
ns, the Yourig,Men's Christian Association (a‘United’ Fund &
reation, and tha city: Bureap. of Recreation provided
L] 5«plathcra of recreatlon pragrams, schaol facilitles oft Ur d.wk
MGA programs lacked adequate facilities. in recognition of thesé /prgb 18 and the

pportunities existing In the community, the group declded io erghpasizé unifying
rograms.and. dealing wlth thé tatal farmly or the tat‘al need rather

L is, ussir:ns on c«:ordmated service dalivery were nct new th, ethlehem area. " .
raviausly-, a-Joint Study Commlttee was established to: researgh the socl ial' sewice deliveﬂ;
gystem in the Bethlehem area. The Joint Committes was composad,of ref resentatives of.-
the Bethlehem area; -Forks.of the ‘Delaware, and LEhIQh Ggunty Umtad Punds, the Lehlgh

. ‘Communify Council and ateam'of. cnnsultamts ‘Thé Committee analyzed budgets of
spclal sérvice agencles (partlcularly those In the United Fund). lntarvtawsd servlce

providers and elected public QfﬂEiElS ‘and reviewad reparts cn scu:ial sarvu;es and
caordinatian attempts

The Je:unt Study Committee’ Rapart concludéd that there was- a grsat daal of dupl!ca'lan
S ) ssrvh:es and racommeraded numerous coordmatlan or consohdatiun actlons includ ig

e Adgpticn of a uniform c:lasslﬂcatlon systern for budgeting far all United Fund
agenelgs; . -

- .
i B -

- o Sharlng of expensnva equipment, and
e 'Jaint YMCA and YWCA facllities.

e ’.= The Human Semces Ccmm:ttéa reviewed the qunt Cammlttee Hepar’t and agreéd _
.+ with many of the: findmgs and recommendations. For example, the recegnit:an of duplicatl@n
- of recreation programs led to the proposal for placing three city recreation counselors in

- the Nelghborhod Centers to soarmnate recreatlcn SENVHIES of the (Z‘Ity and Umtad Fund
“*: agencies. )

¢ County- wide pragrammmg fer recraatlcm prggrsms | e

E QrDuP Tt et

service dellvery ‘'system to Identlfy areas of needed impravemsnt Gverlapplng -

oard and the o ‘“‘"_ o

The Director cf the Department of Publlc Welfare suggésted tha 1970 Social and L o

5--_;_{Hahabl!ltatmn Service.Act as a potential funding source to improve Bethlehem ssocial . .~

++service'delivery system. The' schaal district volunteéred an in- kmd rnaf.;n if the Dapartment
. of Public Welfare would provide startsup funds.-

F‘allawmg the idéntification of the: pqténhal SRS fundlng, the gmup fcrmad a Human
Efvlces Committee under the guidance of the Lehigh Valley Gammumty Counicil. The
{ 'ornmlttae consisted of two' school board members, two City Council mambers two ...

representatives from the United Fund Board, two cgmmunlty residents, and the Chief Clerk
ef the County Board of GOmmlssu:nérs :
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supplies a w!d g
wunity by using' emsting school b

an) 'cmmumty Schoal System fo view an,
) -and-to-ascert

appmxmataly Sﬂ comm njty,, e

scertain cammuni 3 he.pro
a di ssed and the ca mmuinity: edt

Hlingness -tc: part!c:n ate
, al-extension courses

,raqulras sddlﬂena[, cost to hs
dit nalaesltathataxpayér agtivit

S ) fedupsﬂan v
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aﬂanFm}ec @whlch'was iijitiated In:1974 in four publle schools,
Q"DWII‘ITEE!EQQFIES} af semces I

1§ gencias are invalved in the Ccmmunity Educaticn F‘rcusc:t Eﬁd previdsi
the foliow ng "pas af prcgrams and servicas o

L Hobby Actlvities
. @ Public Farurn #
-;? Sacial Gathermg

es//‘ff 3 E ,,valency iploma .
. Camprehepsiva Spaﬁs :

r iny hn "jAn’sg’a'
,rough adult ware mvgted tc: paﬂtcipate in 29 pragrarns fangmg ‘
n ‘ Pattery to Flnanclal Managerﬁent for the Family; Home Hepair and the

/ malhgancaa In*addition, an Elderly Nutrmcn Pragram was: pravlded
ation Qf Ewa scheal cafstenas e |




quiring ragistratian and é.ddlhanal u,nl
a,svzhacl repartad a "head caunt" éxeeeding 13,00(! duﬂngftha sufm

titited in the
3 _aﬁered durlng an eightsweak sessian (approximat

€ IEN LANEUAEE o Lo

-G ,,Jnh:ate aﬂ‘eetively with fr!endz and relatlves who may ba deaf
L Expart inatruction in the pasic skills of sllent communication. - ’
3d, 7:00-8: QD—PFEE 516915 weeks - ‘

s SINELE ‘PARENT SURVIVAL -~~~ § T
. Afour. weak course for those single parents |marested in an lndapth dlscuasmn abaut
o pn:blamg and successes, Taught by famlly coUngsiing staﬁ R e
. . Donegan: Tues. 7:00-8:30—Fee$4—4 waeks . _ oL ERE T
. Ns:mhas.st Mun ?ﬂH 30—Fee SH WEaks . : STy : R
. BINGLE’ SUEVNAL (BEAT FOOD costs) D e T
T qu men and women (espacially college bound). Suwlva on mﬂre fnr 1335 Ee yaur ﬂwq i:@_ﬂk.-_ S
'Nltschmann Thurs. 7:00-8: DD=N:: Fee—8 weeks . , o o RO A
Existing Educatianal pmgrams were integratad inta tha Gammumty E
S For ‘exampte, Adult-Basic Education, General Eﬂucatien Deye pment
" "Second Language, and the Standard Evening. Schoal Programs were co
: Gammunnty@ebgm Gaardinatar (and directors m eax:h center)
...~ Courses are- taught by professional _educatars ‘and residents. with exp rtl e
.’ina subject area‘(e.g., auto mechanita). Appraximately 15 to 20 per
- are taught’ by pr ufessianal teschers and appraximste!y BD ta Eﬁpercent.b
- col __rnunity resfdeﬂts .

i

: tered through the regular, day scho
o by fﬁur Infnrrnat an'and Haferral Speciah, 3, fgu,,El arly Sarvi
:_Dévelapment Spacialist‘ and four Dutra§ah Workers

| '-- Pha.;a 1“‘3"6"?“'“3"! Essessment Includ'ed establlshmg the ,lilf‘i=
o ) lignt, establishing cred

& Phass E%Prablam/resaurce irféntiﬁcatlan lﬁcludad dat
S . client's identified neada and ldantifylng apprapna&e resaurces

< g
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Q

‘he Cammumty Educaim prag" mis admmlstered by the
trict : ,

catmn’ Gummlssion was sstabhshed tn caard ate the Prajec:t and ta =
recommend an annual program and. budget olan; ingcludir '

ng the project pamcapants Tha C‘.Dmmlsslan Is cor
embers, two:members of the Gity Council, two rrie bers of the United Fu
ative: from each of the four Con mumty Sehaal Nelghharhcad GD
theccun y Gt "missmnar s Chlef C:lerk S

ies. 61 the Gl:lrﬁmlESIGﬁ as authnéd IFI the jmnt enablmg resaiutianz_ ardlnanc:e '

Ta deter:mine the annual pragram and ac.twmas of-the Cnmmumty Educatian F’rcgram
rom the.interests and réquests of the particlpat ng Cammunﬁy Schual Naighbarhaad
Quncil'r‘s d l6cal staff in; the districts. © :. ...
repare an-annual aperatmg budget and stafﬂng plan c:n the bESiS nf pragram e
uests that’include. recommendations for the allocation of expenses and. [resources -

he city, school district, United Fund and others and patterns cf dgnated
n valunteer EEWICES related tc the pmgram. ’

i

RIC

Aruitoxt provided by Eic:
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BETHLEHEM AEEA CDMMUNITY EDUCATIDN F‘HDJ

» To present its budget and recommsndaﬂans (e mterorganlzstlcnai agreements : ,
and contracts) at apprcpnata times durmg the yaar for formsi action by the funding - _ -
**'and sponsoring organizations,——- -~ - - 8l e
e To develop long-range plans for community EdUGEtIOﬁ programs includlng the :
availability of new f4cilities, areas to- be served and improvement of existing programs ’
... (and to) réview and evaluate the program asto lts DVEEE“ irﬁpact and its mpact
o wlthin each of the distncts T - ,
e To initiate and encourage the development of cémmumty school neighborhood
‘councils within each of the districts. . "~

- : The Commission makes a recommendation tc the variaus fundlng sources for fgrmal
’ action. The Commission also makes recommendstlons about sub- contracts between -
agencies, sponsors, and the school districts. '
- Although-an integral force in the Community Education F’roiact the Ggmmission hss no L
real power. Members, who are appomted by the city council, United Fund Board, -+ % i
. school board, and Cotinty Commission, are liaisons rather than- decislonmakers The - '
‘recommendations of the Commission must be vcted on and apprgved by tha abgve S
‘antities for action.’ - !
' Each NEighbaF‘hoad Centar has a NEIththDDd Gouncil compcsad of rasldents of the

.. .area surrounding the center. The neighborhood representatives for @ach council-are L
. appointed by the appllcab!e Community School Director. One member- from each councll is
_ appointed to also sit on the Community Education Commission: The duties.of the. -~ « - -
_Neighborhood Council, as outlined in the résalutlan crasting the Communlty Education : i
. Gammlssmﬁ are: .o e ee e L e T

ER

Tha (annual) farmulatmn of program enterasts needs and recamméndatians far tha -
operation of the Community School. > :
On-going re review of programs- and actwitles in the Dlstnct to. Ensure that ihESB
sarvices fulfill the intent of the pmgram and needs and intarests of the-

cammunlty

“e Activé seeking out of nEW needs and concarns at the iocai Ievel and enmuragemem D
“of full participation by residents in the programs a\{éilable o e

s Consideration of operation qUestmns concerning the on-going parfarmance of the

_program including consultation-with staff and Commission on such Issues as fees. _': e

L} A

membershlps schedulmg and devainping nelghbarhoad vc!unteera ;_,,.\'_

, ¢ A Coordinator of Communlty Education was, hired by the.School Dlstrict s Division of v
- o Instruction to, provide overall prafassmnal Ieadership and, adminlstratian He'ls’ responsnble A
“for coardmauon of plannmg. pragram devalopment resource al!ocatian and avaluahon : g
~ The Gommumty Education Goordinatcr has a F‘h D in Education and sevaral yssrs ’
teaching and gducational cansumﬁg expsnence RadiES : LRI LT
: - At the apper declsmnmamng jevels, the. Cacrdmat:ﬁr of Communily Education wgrks with C
» " the Commission in the: fcrmulatlnn of pghcy and overall programs. He also pl’ﬂvidés e
coordination between the partlclpatlng agencies by working with the Directors of the C
manpower, ‘counseling, recreation and education programs in the Imp!eméntatlon o
" of sub-contractual agreaments . . b
In each community center, d cgmmumty school director is admnnrstratively FéSpDﬁSlblE
. .to the schoal principal. The Community School Director coordinates the various
COmenents of the pro;ect within his school and prowdas a Iink between the. faclllty and
the communlty school c@ardmatar - . .o
The camr’numty school dlrecta’r supewises an outreach w0rker. h'(ame aconamics; :
mstructcr, aﬁd secretary : . P .
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rs (funded by and raspcn ble tg he DI
; nited Fund), B :
{

DHGANIZATIGNAL CHART INDICATING STAFFING e
QF commumw EnucAﬂeN PRQJECT Sl

. F—'Amllw Lﬂunséhﬂi P I
) S-gm:éaf\ﬂi pin. Ca. PR

. IS

Lﬂhl.'\ Vall:v

Supenintendent - Bethlehem Buregu | - °
M’:npuwer Pfﬁgﬁm o o ol - . :

of Recreition

- : : coe Asmmiup:. s o I R
- R B L - l _for ln;lm:lmﬂ . '
P - | o7 . . R K . R
Dircelor , Coordinatar of ’ ’ : B

Community Educstion _

Child E:v:h:npmem

lnfarm;lmn and _ _ ﬁi;‘_ﬁia;_f'ﬂmmﬁﬂiﬁ'iéhaél - =R tien - . i
_Spuulhl .. Referral Sp:ef;‘lu! . Director 1 ; Sup!rﬁsur .
- Elderty Serviee -7 Cutrexch -.flam: Eeonomies - . - T mfeciot
Worker . 7 7 - Warker . Instrucedr '
s - C. R "
ﬁ \job Placement Coordinstor . = © . Secretary
FUND!NE g

The Carnmunlty F'rajest budget is -élvnded into-two stafﬂn “cmpcnents
. Cammunlty education staff {’ccnrdmatar

. secretary (4),

& caardmatar (1))

Aruitoxt provided by Eic:

Fil

a
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';Humgn__ S,emces Mraﬁcg_é}aph Sex" es . Nc: 3,. chember 1576

(1), directors (4) Dutréach wurkers (4)
and home economics mstructgrs (2)).

v i Program area.staff (recregtion super‘wsg Ehlfd develapmerxtrspecnahst (1) '
- Information and referral speciansts (4), &id

érly service wnrkers (4)‘ jab ﬁlacemem




BET: IHEHEM AHEA CDMMUNITY’ EDUGAT!QN F‘RDJECT

- As the caﬂdun for: funds the school dlstnct recewes funds frorn the fallowing sgurces

Pénnsylvama Der;tartrnent of Education,
Pennsylvania Départment of Public. Welfare,
Pennsylvania Department of Community Afiairs,
‘United Fund, : ‘
Eastern.Michigan University; e .
" Bethlehem City Coungil, and ’ :
Bethlehem Area School Dlstnct

Exhlb,lt 15 illustrates the sources of community éducstmn funds

EXHIBIT 15+ g I

B 7 SQUREES GF FUNDING \ L o o
Pa. DépL of Pa. DgpL of C‘;ama Pa, Dépt. of - Eastern Mich- -

Education | munity Atfairs Public Wellare | | -igan University

Bathleshem |
City Counell -

United
Fund

- - Bethleham Area -
-, School District

=

; — — — — e f*.;,;:,g':._.___,,: p—— - hJ

The Pennsylvaﬁia Department of Educatlon allocates monies from two pngrams

. (Tltles | and 11l of the Elementary and 'Secondary Education Act and Vocational Edication).

“The 1975 sources and amounts: of community educatlon funds and the fiscal yeat of aar:.h

- - program are indicated in Exhibit 16.

s the argamzatlonal structure of ihe educatmﬂal ccmpunem of each

Eammunlty schoal : . R
"These individuals are fmanced through the sources listed in Exhibit 18, . : S
- The 1976~77 Community Education budget including project coordination p%rscnnel

(coordinator, 3 directors, 3 secretaries, 2 bus drivers), travel, salaries for instructors and

"supplies totals $268,289. This amaunt does not include personnel on loan from

United Fund, Manpower Program, Family. Counseling, and Bureau of Hecréatmn The

- budget has been falrly sanstant since the mceptmn of the pragram Cor

%

TRAINING SRR e

Tln response to the’ Gcmmlssmns resgmmendatlons, the ca@rdmatar conducted several o
in-service: tralmnq sassions to eﬁhance staff and c:ommumty effectweness and tg foster

smmar actmtneg in each t:ornmuﬁlty center
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“FROM CATEGORICAL SERVICES TO INTEGHA‘FED PRGEEAMS_: FOUR LOCAL APPROACHES
EXHIBIT 16
1975 BUDGET SOURCE, AF%DUNT
AND - FISCAL YEAR
'Eaiurzs C : L - Amaum , Fiscal Year
‘-Fenmylvanlarﬂépanmam of - i =
Education : ' B
. ‘;Imﬂl ESEA oo . % 80,281 - August—Au’gust
& Title i1, ESEA - $ 9,000 - . Septembar-September
® Vacational Education $ 22,070 . September-September
Pennsylvania D@paﬂment nf T
"Public Wallare : ) ) : - :
. ® Socla) and Rehablilitation T o - ‘ .-
C. . : Services Act and Older _ et _3'7 R
D |7 . Americans Act ‘ .- $177.375 ~ - February-February - ) ‘
United. Fund : $ 17,308 - Janyary-January
- Eastern Michlgan University - . '$ 3,000 © " April=April N . _
‘Bethlehem City Councli .~ - , % 55835 June~June . L
*Bathlshem Schaool Distrlct ' _ $167,472 July=July - : :
T f L . ~ B 7 B B ) .
. - D EKHIBIT 7 -7 . T,
-l - STAFFING. 'OF EDUCATIONAL caMPaNENT ’ S
Ijlhleham Araa Schoo! Ij!strl:% l
i 1 I
- L Superlntaﬁdént of Sshuaia ' N
I -
- [ Asslstgnt Suparlnténdam l
_ | —
) l - Gagrdlnatar ) I
. o ————
/ i Bullding Principal .
. . o Community Schaal 7 Harna Econan cs
-1 Outreach Woerker |- Dlractnr B - Secratary T lnstruciar P -
. 777!‘ — - — . . . ) - _ . _ ’}
in addition 1o the cnmmumty school directors and staff representatives from the
foncwing community groups particlpated in the training sassh:ns &
-e. National Assoclatian of Wumsn, ' ‘
' ¢ Solo Parents,
.. ® American Association of Universlty Wamen
¢ Boys Clubs, . .. . ’
- ®YMCA, . =
e Senlar Glﬂzans Glub ! : L o e
® PTA, = ’ P : ’ i S
® Church (‘,‘::rf;mu::s_i ' ' I
. 52 Human Services. Moncograph Series No. S,'._chambar, 1976



BETHLEHEM AREA COMMUNITY EDUCATION PROJECT

School Beard, B S | S
_City Councll, and Coe o : :
Business Grcups

“Etforts were also made to include athmc reorésentation. raflectlng the nsnghbcrhondd
~-(e.g., Blacks, Spanish Speaking, Hungarians) :
“ Topics for disc:usslan inciudaﬂ

o Nenghbmhacd Goﬁnclls ﬁelaticnship to Community Educatian Gcmmlsslen aﬁd Staff
B ».Neighborhgod Councils’ Role in Program and Budget Development, .

-~ ' e Techniques of Ideniifymg Neighborhood Needs, and .

R Tachnlquas for Establlshing a Reprasentatlve Neighbcrhaod chnc;l

W

;Discussians can%erad on altarnatwe teshniques or roles and staff recammend, Hcms

GGMMUHITY PAETIGIPATEQN : ;
Tha Gammunity Educatmn Praje:t deslgned thras Ehaﬁﬁéls fpr cammUﬁltTparﬁGipatlan

. Thrcugh a brcad range ‘of edusatmnal pragrams and health and‘sacial sewlces '
geared to the needs of the entire cammunity. ‘ . L

e Through the neighborhood councils, and - o : .

* Through cantact with the social services workers. : S

Cantrary to traditianal educatlon whmh is gaared toward the yauth tha Gammunlty
Education Frgject Eﬁcompasses programs for the entire cﬂmmumty Speclal r;ampoi'lants
of the projéct include the Elderly Nutrition ‘Program which provides counseling and
. information .and referral assistance to elderly persons" In addition, elderly residents are . _
_ urged to take advantage. of the other programs and services (e.q., educational courses), et
" Other courses or services are directed toward youth (e.g., racreatmn) parents (cansurﬂer
education, child develaprﬁent caunsalmg) or multiaaga groups (hcbby activitles, high schanl _
c@mplltlon) Co T
As discussed prevnously. the Neughborhnad Gouﬁcll advnsas the Gummunlty Schagl R
dlrEGtSF on-needs and desired programs;and- pravnﬁes for. dlssaminaﬁon af S
Information back to the neighborhood. = . .~ ~ ’ L
The third channel for community involvement is throﬁgh the sncisl servu:es warkers who
prowde outreach services’ and act as llaisons between ths school and neighborhood. .~
The social services workers primarily wark inthe nélghborhaad talking to residents,
gathering suggestions for programs, and lnfcrmmg rasidents about the exlstlng
prag ams and services :

et LT ey - —
. yov T

a : . :fjiv-:, e

—mm:_EVALUATIQN__.__, |

Evaluatlan af the Gummumty Educatmn Frogram is a cantlnumg procsssg
Eeveral levels N } _ ..

- ® University,
"« Commission, . v -
. o Staff, ‘and S :
. f"arnmumty ‘ Lt e

Eeihlahem 5 Gommunity Education Project is mamtarad by tha Cnmr’nunity Educat!an 4
Ba\zalepment Center of Eastern Michigan Llnwerslty Lehigh University, which. is in the City
"of Bethlehem,.is also assisting in the evaluannn Df tha Gcmmumty Educstion Fra]act
by coilectmg baseline data. f e

s 5 o | Human Services’ Manegraph Senes . NQ 3 Navember 19/6 53
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T Cf .
- EXHIEIT i Co.
_ EESULT% OF GQMMLNITY EEUGATIDH, GQMMISSIDN EVALUATEDN QF FEQJEET
Expectalions = Strenqlr-s . N wgakngssgsz . He@mmandaﬂana .
o Thé,Ggmir’numtg Education Profect shoutd: lnvalvamant of the gﬂmrﬁunity, ' Greater involvementof. .
o : ' ' Commisslon In Projeet
Creata a sense of community or Efforts to reach low Income ; i L
) belonging, through establlshmant of rasidents, i
ey cummuni‘ty- :emers. ' . . ) .
.-E‘ - Establishing' communication . C ¢
2 among 17 ditferent athnic groups . .
£ (as exhibitad in the “Inteina- gﬁ% :
3 tional Night"), - oL o

N 7-7§éé§_ntraﬂze Sar;légs.—-’

B

Eslablishlng ﬂaxlbls samé’
classas which change a according

5 snd

Admlnlstrallva papemork
requirfe«;ﬁgf caaydinalf;r,

' Addluanﬂ!:sdm&uié?'hhgraméi

VOIMODILYO WO -

-

Gdﬂrdihgtg and i‘n'taéralé éammﬁnlty. o

sm:lal sarvh:es, anﬂ

‘Programs and
Services :

to community naedsfdeslres. o

“Integration” batwaen schanl

board, City Councli and leled
Fund. bgard ;

3

"Assessmem of community neads -

and reaultmg program,

_Confuslon In araas of budget
- and administration, -

* " Som duplication of effort
Batween Community Education
. Project and othar, non-particl- . -

. pating agencles,

“Estabilsh measurabla
_ éb]ectivas. -

Additlanal ﬁnanc[&l raaﬂurces, -

: Eslab'llshment ol javanlie -
'delinquency program,- *

Allow high utilization of facilities
" aspecially school bulldings;

ngh attendance levals

L

ERIC

Aruitoxt provided by Eic:

” ) Conflict between traditional " Additional In-gervice training.
teachers and community educa- s :
PO * tion teachars over method of

. . i paymant. oo

a § . “Instfficient amount of In-sarvica
&I lralnjng'fcr stafl, - -~ : -

]

u . 1=

,!_ =

g \ﬂ : Gan!ualgn ‘of ]nb responaibllmea

f!
e gt esece iz e ' !
S 5
O
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| BETHLEHEM AREA céeMMUNiTY _EDUCATIGN ._eeeJEGT _

To eveluete ths hret yeer of the Cernrnunity Education Pre;ect thae Coordinator '
interviewed the Community Education Commission members as to expectations, '
perceptions of the program’s etrengthe -and weaknesses and reeommeneetiene
for tmprovement

~ A synopsis of the interview reeutte is iliustrated in Exhlbtt 18

- Through joint center staff meetings, the Coordinator reviews, pregrem and femlity

uttllzetien figures ¢ and’ dieeueeee the effectiveneee of the program lﬁ reeching the
Initial goals.. '
As part of the quarterly report for the' Fell 1§75 session, each center [Jnreeter eeveleped
" asetof objeetlvee related to the five original goals. Tasks to echneve the goals were ;
“defined and pregrgé?“‘m*dete&n meeting the objectives was later described. -
“ Through the outreach workers-and the Neighborhood Counclls, the cemmunity
' edecetion directors are provided information on community -ussessment 'of the Project.
‘In addition, resident utilization of services previdee an indication of cemmunity response.
(e g., if few people register for a course, it probably wilf be elirnineted) - L
The Commission, ereﬁ“en&eernmumtywe valuation of the prejeet reeulte in S

pregrem révisions. o ) . , -

PRGJECT GHANGES

Due to the neeeeeity of reependlng to eommunlty deelree, progreme in thé educational .~
eempenent are. constantly changing. "The basic mixture of supplemental’ -educational -
" gourses (a.g., G.E.D. classes, languagée eoureee, etc.),.public interest courses ¢
. (e.g., investment market), and, hebby courses (e.9.,- ‘pottery), rethains. fairly eenetent
- A summer recreation program was_added due to high. community interest.. . .

Due to a low utilization feetor, the. Ghild Development Spee;ehet F‘regrem is ne Lo
longer offered.

Ceerdlnetlen and budgetery problems. reeuited inthe eliminetion of one of the S !
neighberheod center sites (and eubeequent reduction’in staff). However, projectstaff feel

’ ““the remeining thrae sites wnli edequetaly eceemmedete the reeldente of Bethlehem .

‘ANTICIPATED CHANEES :
In recognition of the legal implernentet\on preblame eeeoeneted wﬁh the Gernrnunity o
Education Commission, }he structure: will probably be revleed ‘It has been. recon‘imended
that the Gornrnieelon become an advisoery cemn’ﬁttee to the school board, thefeby ellewing
the project pertieipente to recemrnend pellelee to the agency w;th fieeel eentrel o
ef the preieet. o , . . , . - o

. B S

FAeluTATeee AND |NH|erreee

FAC!LITATQHS The major impetus to the expeneien of. treeltienel edueetienel femlittee
te ‘ancompass the eornrnunity education’ concept was the commitment of-the- ingividuals ___~ -
involved, especlally the Superintendent of Schools. In addition, prewoue ceerdlnet:on o
-afforts provided a prec:edent The Commission members. v1ewed the ex!etnng eeciel eemee

. delivery system as inadequate and ineffective and implemented some of the .
recommendations of the previously dlecueeed report by the. Bethlehem, Forks of the
- Delaware, and Lehlgh County United Funds and the Lehigh Valley Community Council. .
Anether factor which facilitated the 'Initiation of the project was pubhe receptivity. lnmel
vfevorable reaction to the concept and high utilization of programs assisted in the
' uccaeeful lmplementetien ene eontinuehon of the Gommunity ‘Education Project.

"‘L.
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FROM CATEGORICAL SERVICES TO INTEGRATED PROGRAMS: FOUR LOCAL APPROAGHES

. Use of existing school facilities enabled jthep}gject implementors to initiate'the. +.
' Gomm;in_itnydugation Project without costly construction expenses. The budget can remain
_<fairly low because new.equipment (e.g., machine shop tools and home economics

.~ -Kitchens) Is not necessary. Use of the school cafeterias for the elderly-hot lurich does not
. Interrupt the regular day school activities and allows greater utilization of space and

. concept-include:

. @ Fear of loosing “turf.” _ . BEESEAR _
“The Community Education Coordinator thought the establishment of four sites was -~

equipment. In addition, use of school buses to'transport the elderly to the neighborhood

- €enters maximizes use of the buses.

INHIBITORS  Inhibitors to smooti¥mplementation of the community éducation .

Number of sites, - & T oy
Multitude of funding sources (seven) and fiscal years (five),
Administrative structure, ' S
-Commission’s lack of power, o ce T

, Absence of computerization qf‘cnenﬁnﬁrmaﬂon, and -

R

= z

%’fﬁ“ﬁﬁiﬁlﬂ?‘iﬁ‘fémfgfaﬁ”f@ﬁﬁﬁéd; number of services and programs tc'b% offered in each

- facility, and overall ccoordination. . o T ST
. *The reliance on seven discrete funding sources'poses budgeting and auditing problems; .

- In addition, the funding sources follow five different fiscal cycjes, thus compounding
- budgeting problemis. . - cn l '

C o

¢ _The organizational'structure whereby-the social services staff is responsibie tothe:
-Parent organizations creatés administratior and coordination problems. Forexample, the

" Job placement coordinator is funded by and administratively responsible to the

Lehigh Valley Manpower Program, not the community s::hc:ai.idir;ectar or Gagrdinétor, '
Without a direct line of administration (except through the support (office) staff and the

Home Economics staff members), the coinmunity school director has virtually no - H -
real power. In addition, he is directly supsrvised by the school principal rather than'thé
community education coordinator. ' o : e :

Although the members of the Commission were the initiating force behind thé Community, .~ '
~8chool Project, they are an appointed board without legislative, budgetary, or other-

powers. They can make recomménda_tiaﬁstq,t_hégeparatazgrganizatians which must act

‘in concert. Other than the voluntary conduit of funds through the Board .of Education,

no legal agministrative power exists: Lo 1 . .
. The United Fund agencies in the Joint Study Group Report acknowledged the neéd for

joint data processing of client information to’enhance coordination of service dellvery.

The: Community Education Coordinator echoed the need féra_compute;r}iedsystem of -

~maintaining information on clients, program levels, budgeting information, etc. However, the

current (and anticipated) budget is not adequate for such expenditures. Therefore,

_ Client information and other data collected by each neighborhood.center is fragmented-
~‘and not easily retrievable. L ] [
ng enthusiasm of the Community Education Commission (formerly -

_Despite the overwhelmi

the Human Services Committee) in developing the Community Education Project, many

. individual agencies or departments were reluctant to participate. Several agency heads

feared they wduld lose their identity and individual admirtistrative powers, Through the .
persuasion of the Commission members, the community education coordinator. and

E directars, and.through the documented success of the project, agency and department

. 56+ Human Services Monograph Series e No. '3, November 1976
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R ; - BETHLEHEM AREA COMMUNITY EDUCATION PROJECT.

EQEELUEEGH 3

~ -offered by numerous agencies, the school board, United Fund, Northampton County, and - '
'City of Bethlehem have successfully instituted: a means of joint service dellvery, = - SR

e Tha;Gﬁeﬂmmunijy Educaiian Project has resulted in greater and more efficlent utilization of

.’ existing facllities in the following ways: S -

- . o ‘Renewed community Interest in schools and the community,

e . e Community participation in developing programs and courses, CoT A

ST ‘Increased communication between the schools and community residents-(through ~ =+

the outreach workers), C e e .

‘Central_information and referral for a wide 'varlaty of community programs, . P

Designation of a-neighborhood center which serves as a focal point forthe - :

neighborhood, .~ -~ - . oy N

Coordination of some programs and services (e.g., elderly gervice worker canhelp

an elderly person find decent housing, provide'hot meals, and interest alderly persons -

R

...~ in therapeutic recreation program.), ol
%f‘%m__—a;ﬁe%Anggppnrtunlw:far\vvhqlgjgxfng! ,gg’pgr’ticlpatei!n educational and recreation -

. Through the.realization of the commonality of problems In the community and-services - o

“programs,and - and other agencies
«. Maximized resources (8.9, instead of the city United. Fund and other agencies

- each having an elderly service worker, one person can provide services to elderly). | -
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FAMELY RECEPTHON CENTEE

'-’IENTEQEHCETIQN T N B
T The Family F!eceptmn Center is ‘a multi-service ne:gthrhcod facllity estabhshed by the -
u Sisters of the Good Shepherd. Threugh a variety of services, the facility attempts ia divert R
" troubled youth fmm the guvemle gustice system and to prevent family breakdawn o

' The Center was'a logn:al successor in the lang-term involvement that the Slsters have -

had. wnth the prcvismn -of services to juveniles in a; .community. setting It was desrgned
" - 'to.meet. specnf:cally idantlﬁed needs (juvenile) and ccmplamentary programs have been

_develepsd to meet addlticnauy identified needs: -

.. This case study descnbes the evolution of these pn:agrar’ns and thélr funding saurcas
i also, analyzes the reasons for the expansion, speclflc factors which have facilitated

the expansion, and what factors have inhibited the expansncn or pnteﬁtnal future expansian
: The study covers the‘fallawmg tcplcs - :

3

Backgmund to the develcpment cf the Family Heceptign Genter
Initial’ develcpment of the Family Reception Center; -

- Expansion of the Family Reception Center pmgrams
Summary of expansion. philcsaphy and approach;

® Facilitators and mhlbuters to expaﬁslan and

e Conclusions.” Ce

~ These tcp:cs are dlscussed in detaxl below

DEVELDFMENTAL BAC!{EEDUND ' -

“The roots- Qf'the Farmly Heceptmn Center go back to 1936 when_ the Sisters of. the Gaad‘ v

R Shépherd res;:anded to the need for a residence for ﬁéglactad rsbelhaus runaWay girls. —

- Later, the mayor of New York invited the Slsters to open a detemlan ‘center for delinquent

. .teenage girls #ho wers not eligible for child care--Thus:-the Euptirasian Residence was .

- founded in - " by the Sisters of the Good ’E‘.hepherd as an alternat:ve to the Wamen ] )

. .-House of Detentlcm a State-run prison, -

o ' In 1968, the current Project Director of the Famlly Heaeptlan Genter leﬂéd the staff cf the -
‘Euphrasian’ Residence. She felt the ‘scope of the Euphrasian Residénce should chaﬁge

. ,fram a detention center because of the negative functn@ns of detemmn prcgrams '

;‘wh:ch could be replaced by a more positive appraach ) . e

S Juvemle ﬂcuris had ralsed the eligibllity age from 16 to 18, theréby giwng the Sisters of S IR

;:tha Gm:)d Shspherd the cppartumty to.leave detention services to publlc detentign centers '

T P
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. should not have fo be committed to, rﬁ;sthutmn outside the community Therefare the_

davelap a crisis intervention-diagnostic center to. replace the Euphrasian detention center.
In 1969, a psychnlagical-snclalsacademic-medmal evaldation program was instituted. ‘:
" The purpose’ of the program was fo help a troubled chlld and her parents jmntly reach a
+ dscision which would improve the Tiome life. Following three weeks of extensive testing and
counseling, most clients returned home. Fer thnse children needing an alternative to .

- _home, the clinical staff made recomniendations to the clients andgasslstaﬂ them In finding

. a resource {e.g., group jiome, foster home, rgsldéntml’ treatment) Approxlmately SEQ girls
per year were tested and counseled.. .- . | b

. Through their experience with the clients, the staff recngnlzed thé need for addltlanal
senm:es The lack of foster and group homes in the neighborhood necessitated separating
tha chiid fram the family thus eliminating the pntantial to solve parsnt-th!d problems.

“In racagmtmn of an open urban form of care, “St. Helena's Residence was instituted: This
‘center ‘provided live-in care, psychglogmal testmg/caunsehng, and other sewicea U
Contact with the comrmunity and family was maintained because liie center was

' neighbﬂrhand based and family and friends were gncnuragéd to visit the client.
On a suggestion of one departing client, who wanted to remain in cnntact with the
'fresudensef.dayntteatmam_s_arvnc% were institute d in 1970. Under Project- Outreach, a day

_school, recreational and social support aﬁer school; and IndIVldUEW’gfﬂﬂpHEFﬂﬂy treatmem_-,;

" services became part of the Sisters of: tha ‘Good Shepherd‘s program.- -
In recngmtmn of the necessity of ‘working with the total family rather than providmg

Thus the Ganter s Pra;ect Director began warklng with the Bureau of Ghlld Weifara to |

\

" piecemeal services to children, in 1871 the ‘Bisters of tha Gaod Shapherd began planning .

,a neighborhood- -based Family Recaptlnn Center.

F'rmr to 1971, various funding sources prnwded L) eratmnal funda for the prégrams :
msmuted by the ‘Sisters of the Goad Shepherd St-Helena's and the Euphrasian Hasidence
were funded through the City of New York's foster care program. The city provided
12,5 percent to match State funds (12.5%) and Federal funds {75%). The Sistars of the
- Good Shepherd contracted with the City to- pmwda foster care. This contract is renewed
Yeaﬂy without additional applmatigns This fundlng source was characterizsd by tha o

_ Project Director af_ the Center as “'stable, open- -ended, and secure.” : -

The day treatment services were funded by a Federal program (Prnject Qutreach)
through the Law Enforcement Assistance Act (LEAA) as a demonstration pro]ect Fcllgwmg
the two year alloc:atlnn the pr@;ect was coritinued thrnugh Title IV=A fundlng

INITIAL DEVELQPMENT | e

.In 1972, a three-year LEAA demonstration grant was segured to prn\?ide "éour’t‘ s:ifiveréi,én o

"at the community level, through the Family Reception Center. . .

The basic concept of the' Center was to render support to penple in thélr c‘ammunlty
" In many cases, residents should not have to resort to the pahce for family prablems clients
shculd nct go across town to récewe sams-saciai services; teenagers withaut a harné s

' communlty«and family were the facal pnints of the prcgram desﬂgn -

OIS "'FAMIL}{fEEGéPﬂéN-GENTER% =

rThe five goals of . the prcgrarn were to: . L .

Initiate overall cammumty suppaﬁ for the total farm!y. -
Offer intervéntion at the earliest, most appropriate time; S -
‘Provide open access to socialization for families; g - '
Provide services without Iabeling individuals; and . ,
Ma;irnl;e community resources by sharing and augmentmg social EEWIGES.»
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ROM CATEGORICAL SERVICES TO INTEGRATED PROGRAMS: FOUR LOGAL APPROACHES &' 7~

- Following. design of the proge4m, the Sisters of the Good Shepherd began looking for a.
~ service area. Meetings with judges of the Family Court 6f Brooklyn, legis!ative leaders, -
. clergy, and representativas of community groups resulted in the selection of the Park Slope
- Community. This area, composed of 120,000 residents {including 43,000 children and ’
-+ Juveniles), was chosen because there were few social and heaith services and the juvenile .
“+ . delinquency rate had riser more rapidly. than in the adjagent areas of Brooklyn.
" .4 TWo graduate students urider the direction of a commfinity organizer from the Gould
~.. . .Foundation surveyed the area to assess the reaction of residents and business people to-the
.. --establishment*of the' Family Reception Center. Following a very favorable reactiofi by, - _
-0 - the tesidents; and brtisigess people, the Sisters of the Good Shepherd, in'conjinction with. -
¢+ . the'Gould Foundation, foungd an abandoried house which could serve as the Family..
.. 1., Reception Center, The Gould Foundétion purchased, rendvated and rented the building -
v =«d0 the Sisters of the Good Shepherd.. ¢ . T S R L
-+ ¢ The Famlly Eaceﬂgﬂonﬁgnégané the other.three Park Siope facilities Is goverhed by an-
-, Interdisciplinary Commuritty Advisory Board. composed-of area residents, lawyers, an
i+ -Bnthropologist, businessmen, soclal workers; and-other professionals. The Community -~ "+
©.0 *- Advigory Board- s divided Info two sub-sections: Overall Facilities (e.g;,'Barbara B; Blum = - .
- . Group Home, Family Reception Center) and Community Programs. The Community = =~ *

= ‘professionals. ' .

;;_,E%dy@#&aid,_fwas;d_éﬂgned;fd.ineIyde—%ipagégfs_;—%ﬁégihéaﬁﬂ Yo

" Inaddition to the Community Advisory Bodrd, the Sisters of the Good Shepherd Rave'd
~ legal governi ara for the entire agency. An Advisory Board also exists for the facllities
located in Mariggttan (Euphrasian Residence, Marian Hall, St. Helena's-Residence. * ~

.7, 8nd Project Qutreath).. . . L
~An-Advisory Board for Training Programs; composed of city and State manpower ™ - - .
"' - professionals:and officlals, is consulted in the development of workshops and monitors the - o

" impact of some programs. The relationship of the advisory boards to the programs .- - -~ =

* . Operated by the Sisters of the Good Shepherd, Is iliustrated in Exhibit 19, :

Services werg initiated in 1972 at the Family Reception Center to achleve

the above goals, I _ %
-~ The services. included. the following: ,
* Crisis-orlented, and continuing counseling for Individuals, familles, and groups; -
v Famlly life education; « o S
® Peer group therapy;. o
* Legal advocacy; S -
® “Crash pad” (dormitory brief residential care); "
~-® Soclalization: o . - S -
' . @ Referral for other social, medical, vocational and religious services; and

* Psychologlcai/psyctiatric testing. - - - _ , _
Many referral services augment the othe, services provided by 'the Center. For example,
;z._?av::;hild.;with;ieaming-:disabilities-wmz--is-being counseled for-antisocial behavior s - - :
‘assisted In finding appropriate educational support. In addition, an educational advocate
- works with the public educational system to coordinate services provided by the Center.
~ and the public schools, In essence, the Family Reception Center immediately became
" 'a community focal point for services to juveniles: The success of the program quickly led to
" the identification of additional unmet needs and the development 6f spin-off services.
- and funding to meet those needs. Thus, the expansion was immediate,
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EXHIEIT 19 -
ADVISGRY IDARD FOR SISTERS OF THE GQDD SHEFHEHD FACILITIES |
~ 3 _ ‘l
) SISIEE of the Good Shepherd Residences v
Board of Directors _

Adviary Board fo CyHde)
. Programs .

Sitas o thaénnd Shepherd

Communly Advisory Board

, Comimiften

| for Park Slope Programs

, Eupﬁra's!an |
' Fesidance

Merlan

| Hal

|
s

 Profect
Outreach

8L Helaﬁas
Rasldan:a

Fanlly

+ Receplin 1|

& Youh.

e,

Cilden

Development
baries ||

| Baban B,
Blum . .
| Residenca -

Hun:ar]

‘Sovloos’ .
Wnrluhpps ]
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;-j“ - FHDM GA"’EGGHICAL SEFKVIGES 70 lNTEGﬁATED PROGRAMS: FC)LJF% LDCAL APF‘FQAGHES

x;

Exgmsmﬁ OF SERVICES’

Gamplememary programs grew out of the needs ldemlﬂed while warking with tha

residents af the. Famnly Flac:em:cm Center. ,

Theze programs which were mcrameﬁtally develaped furnded and xmplemented over ihs

’next aEVEF§‘| ysars included: -
L Mlm *‘échscl | o .
.¢ Children ‘and.Youth Develnpment Services: aﬁd o e
- . .
e Barbara B. Blum Resndenca . o : 0
.

.Thase programs are logical extensmrnagf tha muial Slsters of the Gaad Shepherd

activity which was-to provide community oriented services to Juvemles ?hey are also
direct spin-offs of the Family Fiaceptian Center pragram. In additmn to these pragrams

additional services and activities were Insarparated in the Farmly Rscepﬂen Gentar .

) program as a radult af needs Identlﬂed by staff and residents

Another prégram initiated: by, tha Sisters of the Good Shepherd Is a series Df "’Human '

_Services Workshops.” Although not located in Park Slope, this program mdlcates the

continuing ‘interest -of the Sisters in the application of cammurﬂty resources tca needs. The

' ,emmtmméfqaragramyand funding-is-itlustrated i in Eichxbft EG'“*”’*T

Tha spe:::f:c Jprograms are discussad below.

EXHIBIT 20
MILESTONE EVENTS .
EVOLUTION OF FAMILY RECEPTION PHQGRAM '

(1947-1976) S i
: *
"_i‘l%_a_:: Evan! of Ngw Pragram H . i Funﬂlng Saur::as
1847, Euphrasian Easidenca ' ) ot ‘ c New York Clty-Naw ‘ﬁ:rk State- Fadaral

fcsater cara

1§69 Reorientation of Euphraslan ées!denaa into a . Same as gbove; Algo Title IV-A Funds
Crisls intarvention—diagnostic Canter with . : : :
a Psyc:hnlagiﬁal—Ségigl—Aaademig=MediGal

evaluation program; . ’ .
11969 St Helena's Resldence o Same as sbévs '
-+ 1970 Project Outreach ) LEAA Frajeat Outreach Grant for two
' years; )
. . Currently Titla XX
1972 Marlon Hall : ol City, State, Federal -
1972 !‘:%rnil;f Reception Center . ) i’_ s LEAA Grant for 3 years: ::urrenﬂy gity_
: - "State funding . .
1973 -Mini-Sehool e ~. .. .-Board-of Education staff; T
. T : . t New York*Cemmunity Trust Grant
1973 - Children and Youth Developmsnt Sefvices OYD Grant for two ysars; )
e i : Continued with LEAA fundlﬁg
1974 * Barbara B. Blum Residence , City, State,-Fadera!
: 19:5 . Human Sarvice Workshops . Local financial Institution o
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i e A s .
e ~ FAMILY. RECEPTION' CENTER

7. MINI SCHOOL PROGRAM (1973) : T
: When the Sisters of thé Goad Shepherd acquired'the site for the Family Reception .
*. - ‘Center, several “squatters” were discovered. The children were illiterate school dropouts. 7
. .The.staff of the Center recommended the establishment:of an alternative educational = /"
‘facility for these and other community children. The Park Slope Mini School.was founded
———for-ssighborhood-children 10-to 14 years.of age. “who have not learned In other schools -
“because of their special educational, social and emotional needs and the lack of =~ =7~ —
. Individualized resources in the traditional §chool system to meet those needs." ’ ST
. *"The goals of the MinI' School ‘are: L R
“+, e To.instil'in chiidren a desire to learn through a school community which creates in e o
" them asense of belonging; LY U ' ;
‘s To develop an educational program which will maximizé each student’s potential; and
» To help redirect children whose behavio r;_has"been»maladaptlye‘-smﬂ,sai&d_af,_é;,itlngi__
" The Mini School originally served 21 students in a facility several blocks from the
Family Reception Center. Through a cooperative effort with the New York Board of. s
"' . Education, the Mini School offers instruction, casework, and group and family counseling. <"~
" The Board of Education supplies one tedcher per seven students and the Center .~
" supplies two child c,a’réj specialist Unding-for one child care specialist is provided by -
a New York Community Trust grant. As the popularity of the Mini-School grew, the
" program-was expanded to include-84 students.and some classes.were established within
" the public school, . o :
" The teachers and social workers are assisted by interns.from local collegesand : =

" other volunteers. The Family Reception Center provides social work services to the -

"« children and families of the Mini School, *  __ -~ i

S e - - . o . S N ,sf__,?*x* R )
CHILDREN AND .YOUTH DEVELOPMENT . SERVICES (1973)

* in March, 1973, the Ceriter was, notified ‘of a delinquency prevention grant that codld
Be obtained through HEW’s Office of Youth Development. The Director of the Center B
‘prepared a grant to coordinate civic, professional and service groups on Park Slope along  ° . "
with block associations, schools, churches and other community resources to increase

- opportunities for youth. The grant provided funds for seven to eight social service *
staff for the Children and Youth Development Services (CYDS) operated in a house

- adjacent to the Family Reception Center. The funding was $150,000 tor the first year and
$125,000 for the second year. The rationale behind the CYDS was to foster cooperation

' to share social service resources-and to spur “larger societal and city systemstobea
responsive presence’ to the people of Park Slope .= - - TR L il

The CYDS grew out of numerous.talks concerning children with biock associations, C

store owners, churches, schools and social clubs (YMCA, Lions Club). . <

R - The CYDS directly provides job development and placement, career couns ling,
- communications, and ‘media projects. ‘In addition, crisis-intervention is offered at two.
s : police precincts. In addition, the CYDS provides a network of youth services such as
basic and remedial education, casework counseling. psychological testing, drug
- rehabilitation program;a’ﬁﬁ, summer recreation programs sponsored by other-agencies
in the community. | o ' ; ' - : -
_ Although CYDS does not have legal or fiscal control over the other groups or agencies;
. _they have instituted this network through: B :

e Allocating part of the QYD gréﬂt to a church group :w'hich instituted tutoring and
recreation sarvices;
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emplaymant- , .

e Halding c::rnmunlty meeﬂngs ta share lnfarmaﬂan (e g activiiias affared by a

"~ youth agency) to rat:.rult additinnal financlal or servica resources, ‘and tc fcstar jaint
"“utilization of facilities;” .-, ‘.. - -

® foer!ng consultation to. camrnunlty grgu ps to’ enable them ta expand thelr : I
.resources;-and—-— — S S

] C:c:mpiling a "Human Sawicea Dlractary éf Fark Siape, Brauklyn "

The directary isa gqod example.of the attempt to maximize resources i‘:hrough sharlng

- nf Infarmatian The diractory lists the address, telephone number, service, and. contact

‘person for adult: educatian centers, cultural Institutions and groups, cammumty action

: arganlzatians, day care centers, heaith services and other communﬂy services. .
- The CYDS iS¢ ,u[r,ently funded by an LEAA Qrant Qf appmximataly $144, DDG which e

=

rep“laced the GYB two year demnnstratian grant E .

EAHEAHA B. BLUM HESIBENGE (19?4)

the Gauld Faundatian tha Slsters af the Gaod Shephsrd bought thé house adjacant ﬂ:;
the Center and established the only group harﬁe in Park Slcpe The tap floor af the:.
hause pravndes room for'the CYDS staﬁ‘ A _

HUMAN' SEFWICES WORKSHGPS (1975 Coen o

Although not located in Park Slcpa the mast racent additian to tha myrlsd of pmgrams )
sponsored by the Sisters «of the Good Shepherd is a serles of Human Services

. Workshops “for renewal of knowledge and skillsin the helping professions.” The short

Courses are taught by experts in various professions. Thns_pragrarn was Initiated .
thruugh a small grant from a local fmanclal institution In racc:gmtlun of the need for
contmumg education of social workers caunsalcrs ‘etc., at the Center and athar soclal
~service, orgamzahons |n New Yark City. :

ADDITIDNAL AGTIVITIES AT THE GENTEH _ . )
-As a result of resudents and Genter caseworkers’ “brainstarmmg“ the Gammitteg

“for Cultural’ Devalcpment was organized. The committee was’ camposed of a group of

nenghborhaad residents who organized cultural, artistic and musical programs within

“the Center:and through outings. A neighborhood mother developed a dance warkshop

for teenagers and young chlldran at’ the Centar A drams workshop was initiated in the ‘

same manner. : - ’
In response to the cultural and athnic mlxture c:f Park Slope, a graup of neighbarhaod

' - rasidents held an. “International Supper Night.” Music, fcod and films helped the

ne:ghbcrhand residents share their differences for greater understandmg and acceptance.
The need for cheap clething and the necessity of financial resources for the children’s )
autmgs ‘promoted by the committee for Cultural. Davelapment resulted in the establlshmem
cf a thrift shop operated by and for the residents of Park Slope. '
Through aﬁ:uwnes like the dance and drama workshops, thrift shop, and mternat@nal
supper night, the Fsm:ly Reception Center pravndes the focus of cgmmumty cohesiveness

: and- maxlmizmg community résources
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! viFAMILY‘ RE

‘:.SUMMARY QF EXPANSIQN PHILDSQPHY AND APPRQAGH |

Tha expanslan of the' erginal gerieral c?unseling/tastlng servlce to: include eduaath:n

arvices (Mini School and, human service semlnars), Ghildren nd Youth Devalopmem

" Services, ‘Committee for Cultural Davalapment Thriff: Store; 'and speciallzed “C0

and workshop. sesalans (e. g., Spanlsh speaking seminar for parents. teenager. hUIT‘Eﬁ S

elations’ warkshap) refiects the Diractor's approach of Ineramantsl ‘growth. The Genter v

:startad -as-a-focal: polnt for- the community. As’ caseworkers provided baslc counsalmg L

: sawlces. they devalcped rappotit with the. cllants and the cﬂmmunity as'a -wholeAs——

" additional needs were iderf«fied. by clients’ or:staff, new sewlces were instntuted Tha

Director-thought. that attacking prablerﬂs should be dane in small increments as.part . )

of a logical plan’ for Increasing the scope. of- sewlcas in respnnse to idemlﬂed neesﬂs As i

~the credibility of the Center grew, and as additional resources were developed, new .

. services-and programs could be smcmhly Implemented. The. incremental growth.- a

S —-———facllitated-coordination of-programs..Instead of’ ‘having 1o accommodate ten new: semce% -
at'the same time; staff could gradually change farmat and.techniques (a,g., develop™ =
~_group counseling sessions instead of ﬁumaraus lndlyidual sessmns) thrc' !he.initnaﬂcn{, o
~ ot one service or-program at a time. ORI ST
- Communication with the cnmmun{ty is caﬁsldered sn impgrtant element of ths prajact; R

The fgllawmg factars Enhance staﬁ‘ cgmmumcatlan

e The “drgp In" atmcsphera cf ths CTantar whh:h increases the n" "rnbe _c!ients sllcws . !
- . personal dialogue, and increases the rapport between ‘staff and ‘community residents; .. .
o Casework-meetings with public assistance staft of the welfare cﬂice to devalcp RO
precedures 1o faclhtate 5erv1c.a ellglbllity and denvery'ta Fa
- . -clients; - S =
Je A "Ccmmunlty Develgper"who Is Involvad in ‘develapmg linkag etw ean the ,
" Center and. ‘other facllities under the direc n af the Slster%nf tha Ecod Shepherd . R

. -and other community. agenclas and:
- o The CYDS task forces’ ‘and other atlwécry groups thIc allo citlzens (Includlng

yauth) to par‘ticlﬁate In pragram dey apment

Internsl Genter cammunlcaﬂon is maintained thraugh g staff etlngs on ) -
pgllcy issues, prcgram deva!epm nt, and? speclal cases. in addlth:n the felléwing factars”! - Lo
= assnst in c«;ardmatlan of prograrns dellvered by the Slstsrs t;f the Goad Shepherdr 7 S

cvidad t A

‘ ] B o The' Assistant Dlre:tur coordinates all service
Voo maintained for each family-or- lndtvlduat) -
__._.-e.Out-stationing of ‘staff (e.9., “staff from.the Center teach famlly Irfe educaﬂcn caurses o

~ at the:public schools. and ramedlsl reading ‘at:Mint School); .- '
e The Director divides her time among the facilities and handles averall pragrammlﬁg

R - and budgeting for the facllities; and e .
L e Astaft ‘member of the'Center-acts as, Mlnl Schual cﬁardlnatcr e o
] The use of these caﬂrdlnatlan appraaehes relnfarces the phllasaphmal faundatlon af .
the project-as a- cammunlty-based argan[zation S .
The pragrarn is further ‘characterized by -a hlghly qushfled staﬁ Tha majcrity of . .- ¢
. prafassianal -cageworker staff has an:MSW degree’ ‘and a fewstaff members have a masters-
" in counseling. “The Director has a doctorate in social work and has taken spamahzed '
' ccunselmg refresher. courses. The caseworker staff s, augmented by a.part- -time . R
: psychlatnst twp part-tlma pEthDIQQIEtS, and suppart staff ‘(clerical; ceak mamtenance
-, etc). .
_ .ﬁ Exhibit 21 whieh mdu::ates the. mb classmcstmns and number Df professncnal and
S e chud ca’re sfaff lﬁ 1974 also reﬂécts the current staﬁ‘mg pattern
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; b'FESSiaﬁAL‘?’ANB CHILD ‘CARE STAFF POSITI
0 MARCH, 1974

‘Paychiatrist

Puctooger /0 .
CLUTOTAL / ol

The sucéess @f the pr«:ject é: date can be attnbuted toa specific set, c:f fabi!itatars whlch
. spring from;the ‘above phslaséaphy and eperational appraach A few inhibitors to’ exlsting A
"and future expansicm can gjsq be Identified. Tﬁese fscnlltatc:rs and mhlbltars are discussed 3 o
: in the. next secﬁcn Co - s
. jFAE!LITATORS AN,,, INHIBITQRS TO EXPANS]QN

... FACILITATORS ’I;ﬁ/é ‘major facilltatars to the. imnal estabhshm,ent of the Genter and the
mcrementsl grc;wth In sewlces and prcgrams were: . ’

... ExParience ny ﬂﬂialsswices s o .x::m‘ﬁﬁ?‘ng-ri’ o
e Community a ;SESSmant and cantmulng mvulvemént @f cammumty in planning new

sarvices;

@ Staff enthu fasm and axperﬂse . . T . ST e
- Overall gujdance and thrust of director; F
--® Range of complementary services;" _ S T ST
.. ® Established boundaries; -  -- Ca L et .
- ® Foundation backing; and , : ’ o R -
Ce Baard membérshlp o B cen et

= Thg histary of prawdmg social semces thrcugh the Euphrasian Residence snd St
: Helena s Residences assisted the Sisters of the. .Good Shepherd, in general, and the' o
- Director, in pariu:ular in establishing the Family Reception Center, The DITEEICII’ was
familiar- with, the mechanics of abtaming funds froma variety of sources mcludmg
'HEW and. LEAA knawledgeable abaut counseling and testmg techniques, and familiar toas
‘with dayatu-day operations of a social service agency. The Director's capabihty and :
““frack" racard enhanead her- abimy to obtain financial and cammumty suppart.” © 7 - )

*The unstructured assessment of community attitudes assisted in site selection and
ganaraticm of cgmmumty suppcrt for the Center. In additmn to mmally iﬁvclvmg the

cammumty thraugh an assessment of cammumty recaptweness the Centér ccnstantly]

L .
' .
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:-_Develﬁp g |
Greater 5Enss cf “cammunity“ despi et

he Gi ter sta , f bits. a hlgh 'degree of flex ,ihty-in,respmﬂlng&naejs_
dEVEIGpI n w-pragrams or refm:uslng axlstlng services (e g expansian cf ganeral
cgunsehng to include counseling for. Iatency—aga childrsn parent i tlcm
B _w::rkshaps and smgie parents’ therapy group). - '
% |In-addition, the informal atmasphera ‘and accasslblllty of staff enhances the high:
‘utilization of the Ganter The staff ‘exhibits- stability In the j@b whlch enhances su part
fn:m the cammumiy realdénts and service. agancles .
- The Director: (although part-tnma) instills enthusiasm anc y i
“the staff Her kngwledga of contact psogie at: thé mty, State and Federal Ievels eﬁables the
===Genter and related programs to ‘maintain fun ding.- SEL
" The range of services pre\nded by the Cen tef and the adja::ent pragrams (Childrén
) ‘and Youth Development Sewices Mini School and Barbara Blum Residence). allows a
response to g;e wide range of problems exhibited by the cliepts. The interdapendsnca

- - of the thera atic (e.g., counseling) and support (e.q., “srash p df‘) sar\uces rasults in -
caordmatnnﬁ ‘of -a speetrum of services-and remfcrcement “of 'services pro i d_— Fcr R
axample, a socially maladaptive child bunkmg in the “crash pad" Whlle h her i
‘the hcspltal may be prnwdéd ccunsellng services.
. The closeness of the staff enhances’ sharing of case respﬂnslbllltlés especially irg S
« very“difficult or mulii-problem cases. In addition, since several staff members.are famlharz e

‘with each Gllént a chent daea not havs tﬁ walt untll cme paftlc.ular asaw::rkar 15 S
avallable ‘ T o PR
~+""The program has’ ccrnmumty boundanes This cammumty s:r target area dehmtlan has
allgwed services to be geared foward an. Identlfléd group, of people.in an ldentmed ]
B comm”mty, Park Siope. The resn:lents |déagtlfy t e area as, é cammumty" and wnlmg
o wgrk tﬁ lmpmve their. sgmmunlty - g : - _
Strang financial backing of the" Gould- Fcund ation ( (e g : gught and rannvata, : s
L for Center) has greatly assisted the establishment and éxpansion- of- the_cente Wlthcut S
- the financial EESIStEHGE of this local fQUﬂdEthl’l msny cf the prﬂgrams would Sy
" been initiated.: ’ . _
. Mulh-talenteﬂ board members ac:t as mstlgsiors snd aﬁablers (e g
: membar an attamay ‘with expemse in hcusmg, assisted in Iccatlng,
- Abuﬂdmg reeords, a slte fc:f‘the relocatlon nf Pro;est C)utreach)

thruugh a revlaw of RV

AL iNHlEIT@HS Thé mamr mhlbu@r to the ccntmuatlon an:i expanslan Df pragrsms is ,

. funding, specificaily thé necessity, to look constaritly. for new resources to replace one- . .
e or two-year demonstration, grants The exception ta thls prﬂblem |s the cuntmuing e
fﬂster saré fundmg through the, Glty of New York. _ . « e
R blem-as ted. with the project was thé nec
: cn othar esta lished programs or agencleszlthaugh cammu : S
v ';.-rnsintamed with communlty agencies (e.g local welfare Gﬁica publu: 5 ,aal systém) e
it 'many agencies da ngt want to Iose ihenr Idéntlty by bemg engulfed by the Famlly S . o

w0
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ts original.goals of drlverﬂng? yguthjram the ’juveniie justlce_
aakda The C:entar has also been hlghly u’ccessf' i l L

Lasgue of Ameriu:a. September, 1974).

wBB, Human Services Monograph .Series NQ.'S.-Noverﬁber 1976 .
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. The At!ama Ftshabilitatlan Genter is a State apers d
- psycha!agl_cal psychiétrlc sk‘ills), educstian. and train!ng gf handlcappad"p_rsans
"+ Originally a pilotproject. fundéd in. 1965, by Economic Qppa' unity Atlanta, (ECA—a c
. " OEO program), the Center (formerly.titled. the Atianta Employmen ation-and Sen

Lentar) servad asa mndel for camprshensive rehabihta&mn’ ient S.
The; ab]ectwes of the canter lnclude- L '

e Yo pr ,_t;le' services tc vacatianally handlcapped cllen
self-suppgrling. tcl hava parscr'at Independance and to be self—detér
_own future; . - ' .
L Ta provide’ evaluatian fcr fulliﬁmé emplﬂyment cf parsgns
R rnentally, or, emotionally’ haﬁdlcapped culturally or soclally: deprived . _
-, o To provide a comprehensive and systematic | matbadtaf:determlning tha,tralnlngﬂau;\d o
. work potential; capacity, ¢ attitude, and mativa _jng factc of e | dy -
. persons sixtéen years of age or older; - :
. e To pravidé a program of services desngnad to help persons overcome g Lo
L emplﬂymentsmcludmg ‘'such services as remedial education; work. adjustment
S training, and others necessary to secure and hold arnployrnent and. - o
e To ‘coordinate the various sewlces pravided by the Center wlth athar social and

' -restaratlva agancias
This case st dy follows the pro

campreheaslvé rehabllitaﬂan cent
davelnpment in terms of pamclpants and staff, purposes; 58

Thls dlscussmn is presented in the fmluwing sectlcns

ts'in an effart tq r’nake them' -
ining in their";,

g*sssian fmrn a- pilat pra]ect diagnasis center ia a .
er througha dlscussmn of each of the phases t:f
rvn:es. and funding

' ;-elnmal Develapment' e
e Transition to State Adm;nistraﬂan' and- -
Ve Facilltatms and Inhibntars talntegraﬂgn and Dparaﬂam - L R

IHITIAL QEVELGPMEN‘[

‘In 1965 EDA responded to the need cited by numerous health &nd social service

v agencies for a diagnostic center. Prévu:msly, many. ag%ncies such.as the Departmentof
T~ Labor, Veterans Admnmstratmn snd Atlanta Urban League prcwded llmlted diagnosis uf )

chem pﬁ:blems -
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;ice agancles EDA appiied fo demens,rat on:

, Hsh an emp ymént a\ialuatmn center The cance;rt.waa'chsldéreditQ ba
y the:Office of Economic Dppaﬂunlty and subsequenﬂy grant in axces of $1::
vas- awarded to EOA." i

L mptian nf tha prcgact ‘when the Fedéral_ {?émﬂnstratlon grant ended.:
DA Bcard contracted wnth the State t operate the facmty Slnce the
ticnal Rehabilitation, under thefDepaﬁmem of Educ |
, fed clients, that Division was designated a delegate’
dminlstratien of the EOA (GED) fund B

EO/ Eaarﬂ acted as the grantee Hawever tha cmginal ‘concept nutlina inthe grant R

kEQA*lﬂFEtEd an- abandaned bawllng alley (approx matal\! 50, DDQ.squsre feet) and.

.renovated the: fgcil V.. Unfartunately. the space drd nat Easily IEﬁd itself tn renavati
*:en evaluatign"centar B - TR
‘ Ascnrdlng to'the. cc:mtract betwean the State and EC)A staﬁ was hlred under.the‘ tat
-Merit Systern and the faclhty was nperated under Statepahsles' EQA reimbursed t'

rall costs—staff, operation, etc. The staff.of 151 ind : I a
'(wnh ﬁa previ’éus rehabmtatian ' ence); cauns» I pSY
- twocounselors had' -authority to allocate fiinds and place clients on’ th )
;There ' re, pmb!ems arose in_certification: and lnitia! treaiment of chents
" Oli were reierrad from the fallDwmg agencies ﬁgl;lnd viduals (as.i us,rate I'in”.
Exhiblt 22) which ln:tially assisted in developing the" cancer;rt Qf an. svsluatmn center

.. Department of Fam!ly and Ghildren Serwces (Caunty),
. Degartment of Labor (State) :

s

EXHIBIT 22
_'REFERRAL PATTERN .

EXHIBIT 1

- REFE TATTEEN " baps 4
EREAL “FATTEE d Dapartmsnt -
af

Fani Xy snd
Childran
Bacviees

VEESFaRs
Administrateidn

| atlanea
Rshabiliestion
Cantar

Atlanea
Housing -
. Authar lzy

‘| Payehiakrie
onie

Frivats
Physieiane
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Veterene Aamimetretlen

" Public Health Departments; .
“Atlanta Urban League; ©
"Housing Aufhorities; -~ -

Grady Hospital Peyehretnc Unit end
F’nvete theietene.

‘ rneny eligible multi-problem cases. :
‘In‘addition; a’ ‘misleading newepaper edvertreement was publlehed indieetmg a muitntude

... of sertices could be provided when, in actuality,
-, diagnostic services. This led to meny meliguEie pereone seeking eervn:ee whreh were not

. ’effered by the Center. o

Theee operational problems. hempered effective

AFLANTA REHABILITATION _CENT}YE'R'

= R 3

.. The meeeurement of pregrem eueceee wee the ﬁumber of people "rehablhteted w
'Therefore. the eeuneelore often eetweted only hlgh=5UCEESs pot

tential caeee end ehrrnneted .

the Center providéd only" ‘evaluation-and—

pregrem |mplementetien Hewever,

: durmg the initial three-year period the Genter prevrded eenm:ee which were velueble to

.»TBANemeN TO eTATe Anmmem‘rreuf'

)
|

. Therefore, the staff begen

~‘This allowed faster eligibility determmetren eﬁd
the cases from in-take to dj eeherge

" clients'and referral agencies. -

 my——

“The services prlmenly eeneleted of eveluetien end teeting Clients were eeeeeeed in
terms of ehyeteel and rllentel health’ end work aptitude. Any phyeleel emotional or mental™”

transferred to the referral agenctes. . -

. hindrances to employment were noted on the chent'e reeord“end thrs |nferrnetien was .

3

o

In 1968, the OEO demonstration projeet fundmg ended and EGA urged the Stete to
assume operetlen and financing.

~ The Stete Division of Vocational Ftehebrlitetmn was
did not assume commitment to eperetmg the facility,

projects would be tarnished. In addition,

- Reeeereh and Develepment
) Eepene_ian Grant
Training Services

. -

£

Lo Tetel

L B

feced W|th a dtlernrne If the State

) 151 Merit System pereennel would

. he u..ernpleyed and the State's reputation as an’innovator. in vocational rehabilitation .

the need for an eveluetten center.existed, .
Therefore, the Director of the Georgia Depertrnent of Education and a centmgent of local
people went to ‘Washingion to secure funding. The Federal Admmretreter for-Rehabilitation.
in Washington became interested in the pregrern and was lnetrumentel in cemblmng a
series of Federal grants to continue eperetmn of the Center. -~ : T

Consequently, the State reeelved the following Federel grente SRS
‘ __$L(est17SDDGD e

250,000
. 800,000
(eet)s 1330 000

_ ln addlttan the Stete Legleletlure eppropneted eppraxrmetely -$150, DDD whrch was ‘used :
" as'Federal match and which signified State assumption and reepcnelbmty for the facility..

". The director was replaced in 1969 and the ‘staff was redueee to 97 persons.

The organizational etructure was revised to allow'six counselors to ectlvete ceeeleede,

ellowed eneugh counselors t? overeee

As the eeuneeiore became more mvolved with thelr ehente. It became epperent that

providing

Department of .Leber end r;srlvete industry. -

P

76

evaluatior eemeee did not totally assist the r:hent in becoming eelfaeuppor‘tmg
devempmg job appertumtxee through eenteete w:th the

7
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FiE)M CATEGC)RICAL SERVICES TO INTEGRATED PHDGRAMS FC‘)UR LC)C:AL APPHGAGHES

: g ) . »
- Tha staﬁ alsa cantacted varupus groups (e.g:, _county. walfare casawcrkers drug graups, A

rnm ity mental health .organizations, Urban League) to explain the services available

and détermine addltigﬁal SEWIGES neadad and referral resaurces available ta the -
Genter staff, -
‘As.a rasuit af the grnwth of tha pragram, staff becama aware cf the necessity far .
, __;m:rd!nati‘hg with other agencies. Therefore, "“werking”: or verbal, agraaments were )
arran‘sd with the fallgwing agencies to danate staﬁ tn the Center S ST e

. Erady Hﬂspltal T e
“o ..« Communhity Mental Health Caﬁter = Psychiatric Caunsalor (Psrt—‘ﬂme)
e Atlanta Adult Educatmn Dapartment — 3 Basic Education Teachers (Atlanta
——se——Center-pays salary-of-one. teac:her) T
"o Atlanta Araa Technical Schaal ' ~— . |Instructor .-
e Depaﬁmént Df Labor - . — Full-Time Counselor’ L

&

P :-Thrnugh thasa conpersﬂve agréarnents the Genter has been able ta expand sts services
g ID Include : -

e Genera] Educatian Develnpmant (GED) courses; :
... ® Job Placement- (fuli-time rather than. Center staff part-tlme),
"o Increased Medical Evaluation; and = _
. Sheltered warkshcp (subcantract with prlvsta mdustry) .

As the Center s ssrwces expanded lt was "eargamzed into the ﬁ:llcwmg prcgram
departrnents Or units: - e

* Gaunseling Departmant ’
= Job Bank;
e Casewark Dgpartment , ) : . )
LK ’_-JabﬁeadmessArea L ! : Ce L . .
e Medical Unit; ' ) e
. Psyehclag;usl?Psychiatrh: Ccunssllng Uﬁit
* Work Adjustment;
¢ Vocational Evaluafu:n Unit;
© Personnel and Training Department;.
. == _Special Education Section; and ., .
+ == ‘Sheltered Workshcp (Trammg Sectmn)
The functions of these departments.or units are descrnbéd ba!ow and Exhibit 2-’3
illustrates a typical client flow through the system. . 0w _
The Center contains several operational units or sections which enable the f:llent to ’ :
: progress logically through the evaluation and training system. ' :
‘CASEWORK DEPARTMENT Clients referred to the Atianta Rehabilitation Center
" are assigned a caseworker who interviews the clierit to assess needs and employment_
desires. The Intake Sactlsn records pertment client data suc:h as age, address and work ,
hlstcry
o GQUNSFUNG DEPARTMEN? The Clléﬂt is assugned a counselor who works. wuth
. the client from antry to dlscharge The counselor assists the individual in assessmg his
~ strengths and weaknesses and provides overall gundance
JOB READINESS “Following inttial counseling, the client is ass:gned to the J:»h
Headmsss Area for orientation (Center regulations, potential services, staff introductions).
MEDICAL UNIT The Center contains a. complete physical examination and emergency
. treatment section staffed by one full-time doctor, two nurses and a physician’s assistant.
" Clients are given a complete physical examination and if medical services are needed,
arrangéments are rnade througlﬁbac:ounselor for treatment outside the facility.
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FEGM CATEGDH!CAL SEF\VICES T'D INTEGHATED PHGGRAMS FOUF( LDGAL AFPHQACHES A

v PSYEHQLGEICAL UNIT A fult time peyohologtst and a peychlatrte consultant
edmtnteter numerous psychological and psychiatric tests. The test results are forwarded -
ciIE::: the client’s counselor for gearing the program to the client's abilitles and needs.
WDEK AQJUSTMENT - Through the Work Adjustment Section, the client experteneee
_ -eetual job sjtuations (l.e., time cards, supervisor, produetton quotas) and, work adjustment
: assignments are made. The;ee c:es prevnded in this.section are beeloetly therepeutie B
rather than tretnlng | R ’
VOC.‘ATIONAL EVALUATIQN The ctlent s skills, aptitudes, and .job intereete are’
‘measured in the Work Potential Section of the .Vocational Evaluation Department through
a series of written and n‘iampulattve (engine repair, plumbing, earpentry) tests.
.. SPECIAL EDUCATION 'SECTION__All_clients. have-access-to-the special educatton —g;r-::
pregram in which teachers conduct high‘school completion and review classes. e -
At the cemp!etton of the classes, clients taka the General Educatitn Development (GED)
. test which, if passed, provides the equivalent of & high school dtploma o i
gThe ‘special education teachers are provided by the Atlanta Adult Education Department
T

e Evaluation Canter paye for one lnetruetor and the School- anrd provtdes the other )
] laries. : <
- . _TRAINING SEGT!DN Some chente are trenned in“potential employment positrone )
such as general clerical worker, day care attendants, and industrial power:eewlng Clients -
acceptad in the trainlng program are prowded a etieend baeed on family incbme -and 5
- number of dependents. The Sheltered Workshop, through. contrect with a prwete employer
allows the client to participate in an actual work situation, .
To assistin tremtng. the Atlante Area Teehnicel Sehool donatee an instructor to the
Genter .

JOB BANK The culmtnetten of the evaluetten/trelnlng pregram of the Center ie
assistance in finding suitable empioyment: The' Center has a computer tie-in with the -
Georgia Department of Labor Job Bank, and positions listed with DOL are discussed with

- the client. The Depertment of Labor also- prowdee a ful‘ -time eeuneelor who ie eseteted by
several .Interview aides. - :
. Exhibit 24 tlluetretee the departmente and program eeetnens of the Atlante Ftehabtlitation
Center. _
. In 1972, the State of Georgia paesed the Heorgenlzetlon Act whh:h created the’ Geergta
] Department of Human Resources (DHRY): This umbrella department combined programs
* dealing with five major human services. These program areas are physical health, mental
' ﬁeelth vocational rehabilitation, income maintenance, and social services.
The Eenrgantzeuon Act consolidated and merged’mto the Georgle Department of Human
A.Eeeourcee the following agencies: . : K -

bl

* Division of Vocational Rehabilitation (forrnerly under the Depertment of Education) ’
s Depertment of Public’ Health . . .
o Department of Family and Ghlldren Servncee
 State Board for Children and Youth 2
* State Commission on Aging; )
_* Council on Aging; . '

* Commission.on the Status of W‘omen

-® Georgia Factory for the Blind:and

¢ Radiatlon Centrol Council.

Llnder the Department ‘of Human Fteeoun:ee {he Division of Vocationel Hehablhtat;on
continued to provtde services to persons (16 years or older) with substantial mental or
physrcel hanmcape to errtployrnen* However through the transfer of Veeatwnal
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FRQM CATEGDE!CAL SERV!C‘ES TO INTEGFATED F‘HDGRAMS FOUR LDCAL APF‘HDACHES

Rehabmtaﬂgn from the Department af Education to the DEpEﬂméﬁt of Human ﬁesources
the Division, and subsequently the Atlanta Rehabilitation Center, was able to coordinate
lts activities with related human service programs such as:
"= Benefits payments to handicapped’ cllants ‘
] Mantal health screening; and
° Physigal health traatrnsnt :

.Exhibit 25 illustrates the Department of Human Resources dw:sn:ns with which. the C‘-enter
’ coardmates for service deh\@ry : ‘

The Department of Human Resources has created a State Development Policies Plan
. -which compiles State policies related to-human services provided by -DHR agencies and
. local governmenits. The overall goal of the plan is; “For each Georgian, the fullest possible
- development of individual potential for self-fulfillment and for productive and responsible
‘participatian in society.” This goal is Eﬂbdlv:ded into six program objectlves with an
identification of the apprgpnate program and an assessrnant of current and future needs
(service and funding).

The six program DbjEG‘HVES include:

® To prowde fmanc;al assistance and basic services to ehglble aged, blind, disablad
unemployed, needy families w:th dependent children, and Cuban refugees, _ .

,!: ‘To promote good mental health for all Georgians through readily accessible services -
in a variety of envnmnments, community and institutional, according to need;

¢ To foster a umfarmly satisfactory state of health for Georgia through camprehenswe
areas service and thraugh SUIVEIHE"IEE and preventive measures;

* To provide comprehensive social services to meet human needs throughout the State;

" To assist the physically and mentally handlcapped,\puhlic offender and AFDC
recipients to achieve self support and gainful emmeent and )
* To improve the management, administration, program content, and service delivery
" system of the' Department through lmpravement of executive directlon and
administrative support,

These program objectives influence the development of ‘coordinated sg,rwces through
_the Atlanta Rehabilitation Genter and other DHR facilities. )

.G!TIZEN PAHTIG!PATIQN
“Through the Economic Opportunity Atlanta Board, citizens were provided an opportunity

to review the proposed facility application and provided operational recommendations
during the first three years of operation.

During the 1969 to 1972 period under State QpEFEtIOﬁ there was Ilttle participation by
' citizens in operation or evaluation of the QEﬁtér However ciltizen partlclpatmn mcreased
with the 1972 redrganization. .

: The Department of Human Hesaun‘;es has twc: entry poinis for public participation in the‘ (
plaﬁmng process. The first is the Department of Human thqources Board composed of 15
individuals. Board members are -apointed by the Governor and are responsible for ‘the
estabhshmem of pahcy for the Departmen‘t Board members are largely reprasantatwe of
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FHDM CATEGDF{ICAL SERVIC S ' TEGHATED FRQGRAMS FOUR LOC AL; AP?RDACHES

-ergemeed prefeeenenel end eeneumer greupe Ey Iew fnve of the 15 members muet be e
preetlemg phyeleuene o . : Comy

are eempoeed of pnvete and prefeeeienel mclmduele eppelnted by the Commleeloner end
Board of the Depertment ‘Advisory councils exist in response to Federel funding

" requirements in such areas as eempreheneive health planning; emergeney health eerviees,
.medleel facilites and Medicaid, . ,

A The Vocatjonal Eehebmtenen Adweery Geuncll eeeaete the \Ieeetnenel Rehebihtetien
Director in program end pohey development. The Vocational Rehablitation Advisory Council
Is composed of 15 individuals representing businass, industry, higher education, medieel=
peyehelegieelzpeyeh|etr|c: groups, and consumers (individual ¢lients or advocacy groups).

- The Advisofy Council reviews program proposals and current vocational rehabllitation
services and makes recemmehdetnene to strengthen the pregrem and meke it more
f‘eepenelve to elxent needs. ' & . i

. ’ Although the D:reeter of the Atlente Ftehebllitetleh Center does not deal dlreetly with the

* 'Vocational Rehabilitation Advisory. Council, the recommendations of the Council filter down
' to the Gehter Dlrecter through the DHFt D|reeter and the Deputy Director of Feelhtlee

) GQQRD!NAT!QN

internal eeordmehon is memtemed threugh central, mteke and central infermetien end
referral by eeuneelere team casework, and case conferences. : -

Thé client i is assigned a counselor who follows the client threugh the entire eveluetlen/
edueetlen/tremmg job develepmeh‘t process. C

If the client requires additional services {(e.g., medleel treatment), the coun eler refere
him to a resource and coordinates the transfer of pertment client information between the
Genter and. the other agency. : :

The counselor works in concert with the ether staff (e.g., eeeewerker job p!eeement
- ‘counselor, vocational evaluator, etc.) to ansure the client recaives the fuII rehge of
neceeeery services provided by the Center. :

The staff members of the case teams jointly develop a recommended program for the -
chent periodically evaluate the client’s pregreee and ehere mferrnetien en client
beekgreund teetmg results, etc.

. The eteff penodleelly meets to dlscuee preblem cases in a case eonference Df per‘tleuler o
beﬁeflt is the Center's position within the Depertment of Human Resources whereby * v
other DHR staff can be pulled into case conferences~For example, the local Depertment
of Family and Children Servites (Welfare) caseworker dealing with the family of a client
could provide insignt into the cheht’e background or problems related to his hendleae

“To etrueture the eeerdlhetlon -among human service delivery agenelee ‘at the- Stete
and local levels, DHR has instituted human services area eeordmetlon teams in various
eerte of the State. The'teams provide coordination of human services through- monthly
' meetings, a human services coordinator and joint planning staff. The Division of '
.Vocational Rehabilitation has a representative who deals with the Atlanta-Center on the
the Fultehfcounty end DeKalb C‘.eunty Suberee Humar: Services Coordinating Teams. .

- Until recently, the Fulton County Human Servu:ee Deerdmetor (head of the team)
melntemed an office in the Center thus facilitating dey—ta dey ceerdlnetlen;etween the
Center end other human service agencies.

-
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_ been raduced. Current funding includes:

FUNDING . « et |

State appropriations initiated in 1969 have sieacgily increased while Federal ;g}snts have -

Federal training servicesgrant — § 275,000
State appropriations L = 306,000
Title XX : -—_ - 364,000
Basic Support (Section 110) — 471,000

. . TOTAL .— $1,416,000

" FACILITATORS AND INHIBITORS

Y .

_The.lack of comprehensive, centralized evaluation services was the major impetus to

. 076" S3F

_ ATLANTA REHABILITATION CENTER

the ipitial deveiopment of the Center. Many public and private agencies like the Veterans

Administration, Housing Authority, Department of Labor, and Urban League evaluated . .

clients especially in relation to employment potentials. However, most agencies did not

_have 'sophisticated staff (e.g., psychologist and psychiatrist) or testing methods 1

adequately evaluate clients. In addition, few rehabilitation programs for handicapped

“(mentally -or physically) clients existed. Therefore, many agencies viewed a comprehensive
. evaluation center.as vital to their operation. Thus, as a community facilitator, the EOA

submitted a demonstration grant for establishment of an evaluation center to which public:

- and private agenc 'es could refer clients.

The inclusion of the Center in the Division of Human Resources umbrella facilitated
transfer of staff and coordination of human sérvice components of the State. For-example,
the Director of the Center works closely with the human services area coordinator as
discussed in the section on coordination. ' :

Inhibitors to expansionznd operation included the potential lack of funding following
the culmination of the de@ﬁbnstrstign grant and restrictions imposed by'Federal categorical
grants. The federally required reporting process which requires a great deal of staff time

reduced staff effectiveness. T.:e lack of ownership of the faclljty"hﬂs aliminated the
potential to renovate the facility (State regulations prohibit rgnovatlcin of non-State’
facilities) to better accommodate rehabilitation programs. - R

CONCLUSION o .

_The Atlanta Rehabilitation Gentér comprehensively, attacks the multitude of problems

“faced by a handicapped individual. Medical, psychiatric, and psychological evaluation, . '

training, education, and job placement services in a single location enable the client to
attain personal indeperidence. Coordjnation with other human service agencies (e.g., local
welfare department) enables the Center to provide a broad information and referral
program to complement the services provided at the Center. - L

1
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