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The O f f i c e  o f  t h e  A u d i t o r  General has conducted a  performance a u d i t  o f  

the Ar i zona  Department o f  H e a l t h  S e r v i c e s ,  D i v i s i o n  o f  Behav io ra l  H e a l t h  

Serv ices  i n  response t o  a  June 2 ,  1987, r e s o l u t i o n  o f  t h e  J o i n t  

L e g i s l a t i v e  Overs igh t  Committee. T h i s  performance a u d i t  was conducted as 

p a r t  o f  the  Sunset Review s e t  f o r t h  i n  A r i zona  Revised S t a t u t e s  (A.R.S.)  

9941-2351 through 41-2379. T h i s  i s  the  seventh i n  a  s e r i e s  o f  r e p o r t s  

issued on the Department o f  H e a l t h  S e r v i c e s .  

The D i v i s i o n  o f  B e h a v i o r a l  H e a l t h  S e r v i c e s  i s  comprised o f  t h r e e  program 

s e r v i c e  u n i t s :  t h e  O f f i c e  o f  Community Behav io ra l  H e a l t h  S e r v i c e s ,  the 

Ar i zona  S t a t e  H o s p i t a l ,  and the Southern Ar i zona  Mental  H e a l t h  Center .  

The O f f i c e  o f  Community B e h a v i o r a l  H e a l t h  Serv ices  (OCBHS) i s  respons ib le  

f o r  oversee ing the  d e l i v e r y  o f  community-based b e h a v i o r a l  h e a l t h  

s e r v i c e s ,  and oversee ing  c o n t r a c t  funds,  and c o n t r a c t  development and 

m o n i t o r i n g .  The A r i z o n a  S t a t e  H o s p i t a l  (ASH) l o c a t e d  i n  Phoenix i s  

r e s p o n s i b l e  f o r  p r o v i d i n g  i n p a t i e n t  t reatment  s e r v i c e s ,  and the  Southern 

Ar i zona  Mental  H e a l t h  Center (SAMHC) loca ted  i n  Tucson p r o v i d e s  mental 

h e a l t h  s e r v i c e s  i n c l u d i n g  o u t p a t i e n t  and r e s i d e n t i a l  t r e a t m e n t ,  and 

p r e v e n t i o n  programs. T h i s  a u d i t  focuses on the  O f f  i c e  o f  Community 

Behav io ra l  Heal t h  S e r v i c e s  and t h e  de l i v e r y  o f  communi ty-based b e h a v i o r a l  

h e a l t h  s e r v i c e s .  (See r e p o r t  #89-9 f o r  a  performance audi  t r e p o r t  on the 

Ar i zona  S t a t e  H o s p i t a l  . )  

In tegra t ion  o f  S t a t e  and County Behavioral Heal th Programs I s  Needed 
(see pages 7 through 15) 

The S t a t e  and c o u n t i e s  o f  A r i z o n a  opera te  separate  community-based 

b e h a v i o r a l  h e a l t h  programs, which may r e s u l t  i n  c o s t l y  d u p l i c a t i o n  and, 

i n  some cases, poor c l i e n t  s e r v i c e .  I n  t o t a l ,  c o u n t i e s  spent 

approx imate ly  $24 m i  l l i o n  on communi ty-based behav io ra l  hea l  t h  s e r v i c e s  

i n  FY 1988. Four c o u n t i e s  - Mar icopa ,  Pima, Yuma, and La Paz - accounted 

f o r  90 percent  o f  t o t a l  county expend i tu res  and they p l a y  a major  r o l e  i n  

the  de I i  ve ry  o f  commun i ty-based s e r v  i ces . For example, Mar i copa County 

spent $12.2 m i l  l i o n  f o r  s e r v i c e s  i n  FY 1988. The county  operates a  

66-bed p s y c h i a t r i c  f a c i l i t y  a t  i t s  h e a l t h  cen te r  and d e d i c a t e s  120 beds 

f o r  mental  h e a l t h c a r e  i n  i t s  c o r r e c t i o n a l  h e a l t h  program. Pima County 

spent $8.7 m i l l i o n  f o r  b e h a v i o r a l  h e a l t h  s e r v i c e s  i n  FY 1988. I t  



m a i n t a i n s  a  36-bed p s y c h i a t r i c  u n i t  i n  the county  h o s p i t a l ,  a  16-bed 

r e s i d e n t i a l  c a r e  f a c i l i t y ,  and a  47-bed p s y c h i a t r i c  u n i t  i n  the coun ty  

j a i l .  By c o n t r a s t ,  DHS spent $35.5 m i l l i o n  s t a t e w i d e  on community-based 

s e r v i c e s  i n  FY 1988. 

A l though  s u b s t a n t i a l  i n  s i z e ,  county  programs a r e  p o o r l y  c o o r d i n a t e d  w i t h  

t h e  S t a t e  system. DHS c o n t r a c t s  f o r  s e r v i c e  d e l i v e r y  and o v e r s i g h t  w i t h  

p r i v a t e ,  n o n p r o f i t  o r g a n i z a t i o n s  c a l l e d  a d m i n i s t r a t i v e  e n t i t i e s .  E n t i t i e s  

have n o t  c o n s i s t e n t l y  i n v o l v e d  c o u n t i e s  i n  assess ing  needs, p l a n n i n g  

programs, o r  d e l i v e r i n g  s e r v i c e s ,  and o n l y  two c o u n t i e s  a r e  rep resen ted  

on e n t i t y  boards.  T h i s  l ack  o f  c o o r d i n a t i o n  has r e s u l t e d  i n  a  

f r a g m e n t a t i o n  o f  s e r v i c e s  which can impact c l i e n t s  a d v e r s e l y .  For 

example, one c l i e n t  s u f f e r i n g  f rom depress ion  was s h u f f l e d  back and f o r t h  

m u l t i p l e  t imes  between a  s ta te - funded  p r o v i d e r  and the  coun ty ,  and d i d  

n o t  g e t  t h e  needed t rea tmen t  f rom e i t h e r  system. 

An i n t e g r a t e d  S t a t e  system w i t h  a  s i n g l e  a u t h o r i t y  and f u n d i n g  s t ream i s  

needed. Rather  than o p e r a t e  a  county-based system as done i n  some o t h e r  

s t a t e s ,  A r i z o n a  may w i s h  t o  cons ide r  deve lop ing  a  s t a t e - r u n  b e h a v i o r a l  

h e a l t h  program as i t  d i d  w i t h  i n d i g e n t  medica l  c a r e .  A s i n g l e  s t a t e - r u n  

system would b e n e f i t  t h e  c o u n t i e s  and e l i m i n a t e  the c o s t l y  o v e r l a p  and 

d u p l i c a t i o n  which now e x i s t .  

DHS I s  Not Adequately Monitor ing the Performance of Administrat ive 
Ent i t i e s  (see pages 17  through 23) 

Because DHS has n o t  m o n i t o r e d  a d m i n i s t r a t i v e  e n t i t y  performance 

e f f e c t i v e l y ,  s i g n i f i c a n t  d e f i c i e n c i e s  have n o t  been i d e n t i f i e d  and 

problems have n o t  been f u l l y  addressed. For example, a l l e g a t i o n s  t h a t  an 

e n t i t y  o f f i c i a l  used s t a f f ,  c l i e n t s ,  and m a t e r i a l s  t o  r e p a i r  h i s  home, 

and t h a t  c l i e n t s  were b e i n g  overcharged and p o o r l y  t r e a t e d  were o n l y  

s u p e r f i c i a l l y  i n v e s t i g a t e d .  I n  a  p rev ious  rev iew by  DHS, the  same 

a d m i n i s t r a t i v e  e n t i t y  was unab le  t o  show t h a t  i t  had p r o v i d e d  more than 

$150,000 w o r t h  o f  s e r v i c e s  f o r  wh ich the S t a t e  had p a i d .  However, DHS 

never pursued recovery  o f  t h e  $150,000 i t  c la imed  the a d m i n i s t r a t i v e  

e n t i t y  owed the S t a t e .  

We found t h a t  DHS i s  n o t  f o l l o w i n g  i t s  own e s t a b l i s h e d  m o n i t o r i n g  

procedures.  I n  f i s c a l  year  1988 the  department d i d  no t  conduct annual  



s i t e  v i s i t s  o f  each a d m i n i s t r a t i v e  e n t i t y  as r equ i r ed ,  and i n  f i s c a l  

years  1988 and 1989 i t  d i d  no t  complete s i t e  v i s i t  r e p o r t s  i n  a  t ime l y  

manner. Most s i t e  v i s i t  r e p o r t s ,  moreover, do no t  address impor tant  

c o n t r a c t  requ i rements .  I n  a d d i t i o n ,  DHS i s  no t  check ing s u f f i c i e n t  

numbers o f  c l i e n t  records  t o  v e r i f y  t h a t  se r v i ces  have been p rov i ded .  

Changes i n  Con t rac t s  Could Resu l t  i n  Improved Serv ices  (see pages 25 
th rough  30) 

DHS cou ld  s t reng then  c o n t r a c t  p r o v i s i o n s  t o  more e f f e c t i v e l y  ensure 

d e l  i ve r y  o f  qua1 i t y  s e r v i c e s .  E n t i t y  c o n t r a c t s  c u r r e n t l y  do no t  t a r g e t  

se r v i ces  t o  those most i n  need. The c o n t r a c t s  con ta i n  few s p e c i f i c  

d e f i n i t i o n s  o f  persons q u a l i f i e d  t o  rece ive  behav io ra l  h e a l t h  s e r v i c e s .  

Ins tead ,  con t rac t s  s p e l l  ou t  the types and number o f  u n i t s  o f  se r v i ces  t o  

be p rov ided .  Th is  can r e s u l t  i n  two problems. F i r s t ,  s e r v i c e s  may be 

p rov ided  t o  those who present  themselves f o r  se r v i ces ,  no t  n e c e s s a r i l y  

those most i n  need. Second, s ince  payment i s  based on c o n t r a c t u a l l y  

es tab l i shed  u n i t s  o f  s e r v i c e  ( e . g . ,  a l coho l  t r ea tmen t ) ,  an a d m i n i s t r a t i v e  

e n t i t y  may d i r e c t  i t s  e f f o r t s  toward f i l l i n g  those u n i t s  t o  avo id  l o s i n g  

payments. Yet those s e r v i c e s  may no t  be the most needed. 

I n  c o n t r a s t ,  Colorado, which has developed a  n a t i o n a l l y  recognized 

performance c o n t r a c t i n g  system, d e f i n e s  the t a r g e t  p o p u l a t i o n  which 

p r o v i d e r  agencies must se rve .  For FY 1990, Colorado 's  t a r g e t  popu la t i on  

c o n s i s t s  o f  the most s e r i o u s l y  m e n t a l l y  i l l ,  c h i l d r e n ,  e l d e r l y ,  and 

m i n o r i t i e s .  S p e c i f i c  d e f i n i t i o n s  o f  each t a r g e t  p o p u l a t i o n  a re  s p e l l e d  

ou t  i n  the c o n t r a c t s .  

DHS' con t rac t  p r o v i s i o n s  cou ld  a l s o  be improved i n  two o the r  areas.  

F i r s t ,  a d m i n i s t r a t i v e  e n t i t y  c o n t r a c t s  do not  con ta i n  pena l t y  p r o v i s i o n s  

t o  enable the S t a t e  t o  e f f e c t i v e l y  en fo rce  con t rac tua l  requ i rements .  

Second, con t rac t s  c u r r e n t l y  do not  r e q u i r e  e n t i t i e s  t o  e s t a b l i s h  q u a l i t y  

assurance programs. Qual i t y  assurance i s  needed t o  make c e r t a i n  t h a t  

c l i e n t s  rece ive a p p r o p r i a t e  se r v i ces  and t ha t  se r v i ces  a re  no t  over-  o r  

u n d e r u t i l i z e d .  Again i n  c o n t r a s t ,  Colorado has s p e c i f i c  pena l t y  

p r o v i s i o n s  i n  i t s  c o n t r a c t s  as w e l l  as requirements t h a t  funded agencies 

per fo rm q u a l i t y  assurance. 



DHS Could Improve I t s  Methods o f  A l l o c a t i n g  Funds by Basing Funding More 
on Needs Assessments (see pages 31 through 37) 

DHS should  cons ider  mod i f y i ng  i t s  methods o f  a l l o c a t i n g  funds t o  ensure 

t h a t  l i m i t e d  resources a re  ded ica ted  t o  those most i n  need o f  behav io ra l  

h e a l t h  s e r v i c e s .  To address d i s p a r i t i e s  i n  r eg iona l  fund ing  which 

e x i s t e d  a t  the  t ime the  a d m i n i s t r a t i v e  e n t i t y  system was c rea ted ,  DHS has 

used a  fo rmu la  ( f o r  a l coho l  and drug t rea tment ,  and general  mental h e a l t h  

se r v i ces )  and a  comprehensive p l a n  ( p r i n c i p a l l y  f o r  c h r o n i c a l l y  m e n t a l l y  

i l l  s e r v i c e s )  t o  a l l o c a t e  funds and achieve p a r i t y .  Bo th  methods o f  

a l l o c a t i n g  funds r e l y  h e a v i l y  on popu la t i on ,  and less  on s o c i a l  

i n d i c a t o r s  o f  need. 

Greater use cou ld  be made o f  b o t h  d i r e c t  and i n d i r e c t  measurements o f  

need. For example, DHS cou ld  use such f a c t o r s  as income l e v e l s ,  

employment, e t h n i c i t y ,  gender, age, d i vo r ce  r a t e s ,  and o the r  s o c i a l  

i n d i c a t o r s  t o  es t imate  the need f o r  se r v i ces  w i t h i n  each reg ion .  The 

Na t i ona l  I n s t i t u t e  o f  Mental  Hea l t h  (NIMH) r e p o r t s  t h a t  such i n d i r e c t  

i n d i c a t o r s  p rov i de  a  v a l i d ,  r e l i a b l e ,  and comparat ive ly  low-cost way t o  

es t imate  s e r v i c e  requi rements .  A t  l eas t  two s t a t e s ,  New Jersey and 

Minnesota,  a re  c u r r e n t l y  us i ng  i n d i r e c t  measures t o  a l l o c a t e  p o r t i o n s  o r  

a l l  o f  t h e i r  behav io ra l  h e a l t h  fund ing .  
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INTRODUCTION AND BACKGROUND 

The O f f i c e  o f  the Aud i t o r  General has conducted a  performance a u d i t  o f  

the  Ar i zona  Department o f  Hea l t h  Se rv i ces ,  D i v i s i o n  o f  Behav io ra l  Hea l t h  

Serv ices  i n  response t o  a  June 2 ,  1987, r e s o l u t i o n  o f  the J o i n t  

L e g i s l a t i v e  Overs ight  Committee. Th i s  performance a u d i t  was conducted as 

p a r t  o f  the Sunset Review se t  f o r t h  i n  Ar i zona  Revised S t a t u t e s  (A.R.S.)  

9941-2351 through 41-2379. Th is  i s  the seventh i n  a  s e r i e s  o f  r e p o r t s  

issued on the Ar izona Department o f  Hea l t h  Serv ices  (DHS). 

The D i v i s i o n  o f  Behav io ra l  Hea l t h  Serv ices  i s  comprised o f  t h ree  program 

s e r v i c e  u n i t s :  the O f f i c e  o f  Community Behav iora l  Hea l t h  Serv ices  

(OCBHS), which i s  respons ib le  f o r  overseeing the  d e l i v e r y  o f  

community-based behav io ra l  h e a l t h  s e r v i c e s ,  and overseeing c o n t r a c t  

funds,  and c o n t r a c t  development and m o n i t o r i n g ;  the Ar i zona  S t a t e  

H o s p i t a l  (ASH) loca ted  i n  Phoenix,  which i s  respons ib le  f o r  p r o v i d i n g  

i n p a t i e n t  t reatment s e r v i c e s ;  and the Southern Ar izona Mental  Hea l t h  

Center (SAMHC) loca ted  i n  Tucson, which p rov ides  behav io ra l  h e a l t h  

se r v i ces  i n c l u d i n g  o u t p a t i e n t  and r e s i d e n t i a l  t rea tment ,  and p reven t i on  

programs. Th is  a u d i t  w i l l  no t  address the ope ra t i ons  o f  ASH o r  SAMHC bu t  

r a the r  w i  l l focus on the  O f f i c e  o f  Community Behav iora l  Hea l t h  Serv ices  

and the d e l i v e r y  o f  community-based behav io ra l  h e a l t h  s e r v i c e s .  (See 

r e p o r t  #89-9 f o r  a  performance a u d i t  r e p o r t  o f  the  S ta te  H o s p i t a l . )  

Community-Based Care 

The concept o f  community-based mental h e a l t h  programs grew n a t i o n a l l y  i n  

the  1960s. The development o f  psycho t rop ic  medicines and c o u r t  dec i s i ons  

a f f i r m i n g  i n d i v i d u a l  freedom and the r i g h t  t o  t reatment i n  the leas t  

r e s t r i c t i v e  s e t t i n g  c o n t r i b u t e d  t o  the t r e n d  o f  d e i n s t i t u t i o n a l i z i n g  

p a t i e n t s  o f  s t a t e  mental  h o s p i t a l s .  ' Rather than i s o l a t i n g  persons 

w i t h  mental i l l n e s s  i n  s t a t e  i n s t i t u t i o n s ,  the goal was t o  meet t h e i r  

needs i n  the community. Ar izona responded w i t h  l e g i s l a t i o n  i n  1980 w i t h  

the i n t e n t  o f  e s t a b l i s h i n g  "a s ta tew ide  system o f  r e s i d e n t i a l  se r v i ces  

and adequate t reatment  f o r  the c h r o n i c a l l y  men ta l l y  i I I i n  the  l eas t  

r e s t r i c t i v e  a l t e r n a t i v e  a v a i l a b l e . "  

( 1 )  P s y c h o t r o p i c  d rugs  such as mood s t a b i l i z e r s ,  a n t i p s y c h o t i c s ,  a n t i d e p r e s s a n t s ,  and 

a n t i a n x i e t y  m e d i c a t i o n s  h e l p  t o  c o n t r o l  some o f  t h e  symptoms o f  men ta l  i l l n e s s .  



D e i n s t i t u t i o n a l i z a t i o n  has succeeded i n  r e l eas ing  la rge  numbers o f  

p a t i e n t s  from s t a t e  mental h o s p i t a l s .  The Ar i zona  S t a t e  H o s p i t a l  has 

seen a  decrease i n  p o p u l a t i o n  from an average da i  l y  census o f  1,684 

p a t i e n t s  i n  1965 t o  an average d a i l y  popu la t i on  o f  515 i n  1988. 

However, the development o f  an adequate se r v i ce  system i n  the community 

has no t  been ach ieved.  

I n  Ar izona the D i v i s i o n  o f  Behav io ra l  Hea l t h  Serv ices  (BHS) i n  DHS has 

r e s p o n s i b i l i t y  f o r  p r o v i d i n g  care  t o  those needing behav io ra l  h e a l t h  

se r v i ces .  I t  does t h i s  through p r o v i s i o n s  f o r  s e r v i c e  d e l i v e r y ,  

p l ann ing ,  needs assessment, and e v a l u a t i o n  f o r  severa l  s e r v i c e  areas.  

These areas i nc l ude  mental h e a l t h ,  ch ron i c  mental i l l n e s s ,  domestic 

v i o l ence ,  a l coho l  and drug abuse, and c h i l d r e n ' s  behav io ra l  h e a l t h .  

Administrative Entity History 

DHS c u r r e n t l y  p rov ides  community-based s e r v i c e s  through the  

a d m i n i s t r a t i v e  e n t i t y  system and through SAMHC. Accord ing t o  the 

department,  i n  l a t e  1983 i t  began look ing  a t  the d e l i v e r y  s e r v i c e  system 

because o f  the concern about f ragmenta t ion  and lack o f  c o o r d i n a t i o n  among 

125 n o n p r o f i t  o rgan i za t i ons  t h a t  rece ived  S ta te  fund ing  through more than 

20 umbre l la  agenc ies.  H i s t o r i c a l  fund ing p a t t e r n s  from b o t h  S t a t e  and 

federa l  governments had c rea ted  t h i s  patchwork d e l i v e r y  system i n  which 

umbre l la  agencies competed w i t h  each o ther  f o r  funds. Many f e l t  t h a t  the 

a d m i n i s t r a t i v e  s t r u c t u r e s  o f  the agencies were d u p l i c a t i v e ,  thus 

burdening the system w i t h  unnecessary c o s t .  

I n  1984, w i t h  the L e g i s l a t u r e  and Governor 's  approva l  and fund ing ,  DHS 

developed the a d m i n i s t r a t i v e  e n t i t y  (AE) system. Th i s  system es tab l i shed  

n i ne  a d m i n i s t r a t i v e  e n t i t i e s ,  organized by geographic areas,  respons ib le  

f o r  a d m i n i s t e r i n g ,  c o o r d i n a t i n g ,  and m o n i t o r i n g  community-based 

behav io ra l  h e a l t h  se r v i ces  f o r  each region!" 

DHS c o n t r a c t s  w i t h  each e n t i t y  t o  per form the necessary f u n c t i o n s ,  and 

( 1  One a d m i n i s t r a t i v e  e n t i t y  has been c losed by OHS f o r  a d m i n i s t r a t i v e  

i n e f f i c i e n c i e s .  I n  f i s c a l  year  1989 DHS con t rac ted  d i r e c t l y  w i t h  s i x  p r o v i d e r  

agencies i n  t h i s  r e g i o n .  I n  a d d i t i o n ,  t h e  department c o n t r a c t s  d i r e c t 1  y  w i t h  some 

I n d i a n  t r i b e s  throughout  t h e  s t a t e .  



the  a d m i n i s t r a t i v e  e n t i t i e s  c o n t r a c t  w i t h  n o n p r o f i t  agencies t o  p rov i de  

t he  d i r e c t  s e r v i c e s .  However, t h i s  v a r i e s  by e n t i t y .  Some AEs, 

p a r t i c u l a r l y  i n  r u r a l  A r i zona ,  a l s o  serve as d i r e c t  p r o v i d e r s  i n  a d d i t i o n  

t o  t h e i r  a d m i n i s t r a t i v e  r e s p o n s i b i l i t i e s .  

D i v i s i o n  H i s t o r y  and Organ i za t i ona l  S t r u c t u r e  

I n  1986 the L e g i s l a t u r e  passed l e g i s l a t i o n  which rees tab l i shed  the 

D i v i s i o n  o f  Behav io ra l  Hea l t h  Serv ices .  "' The l e g i s l a t i o n  gave the 

d i v i s i o n  r e s p o n s i b i l i t y  f o r  adm in i s t e r i ng  u n i f i e d  mental h e a l t h  programs, 

i n c l u d i n g  ASH, community mental h e a l t h  programs, and substance abuse 

programs. The O f f i c e  o f  Community Behav io ra l  Hea l t h  Se rv i ces ,  ASH, and 

SAMHC were p laced i n  the d i v i s i o n .  I n  a d d i t i o n ,  severa l  a d m i n i s t r a t i v e  

suppor t  u n i t s  were a l s o  es tab l i shed  w i t h i n  the d i v i s i o n  and a re  descr ibed  

be low.  

0 O f f i c e  o f  P lann ing ,  Ru les  and Grants  - Th is  o f f i c e  i s  respons ib le  

f o r  deve lop ing the f i ve -year  p l a n ,  f o recas t i ng  s e r v i c e  needs, 

coo rd i na t i ng  the budget process,  and overseeing the g r a n t s  p rocess .  

0 O f f i c e  o f  Management I n f o rma t i on  Systems, Research, and E v a l u a t i o n  

Th i s  o f f i c e  i s  respons ib le  f o r  e s t a b l i s h i n g  a  behav io ra l  h e a l t h  

management i n f o r m a t i o n  system, ope ra t i ng  cu r ren t  i n f o rma t i on  

programs, m a i n t a i n i n g  federa l  r e p o r t i n g  systems, and de te rmin ing  

appropr ia te  and needed research and e v a l u a t i o n  f u n c t i o n s .  

0 O f f i c e  o f  Behav io ra l  H e a l t h  L icensure  - Th is  o f f i c e  i s  respons ib le  

f o r  i n spec t i ng  and l i c e n s i n g  behav io ra l  hea l t hca re  t reatment  

f a c i l i t i e s .  

0 O f f i c e  o f  Support  Se rv i ces  - Th is  o f f i c e  p rov ides  a d m i n i s t r a t i v e  

support  f o r  the d i v i s i o n  bu t  p r i n c i p a l l y  f o r  the c e n t r a l  o f f i c e  u n i t s .  

( 1 )  The d i v i s i o n  had been a b o l i s h e d  i n  1984, and t h e  ma jo r  f u n c t i o n s  were t r a n s f e r r e d  
t o  t h e  d i r e c t o r ' s  o f f i c e .  



I n  a d d i t i o n  t o  OCBHS and t h e  suppor t  u n i t s ,  t h e  d i v i s i o n  i s  a l s o  

respons ib le  f o r  d i r e c t ,  community-based s e r v i c e  d e l i v e r y  through SAMHC. 

SAMHC i s  loca ted  i n  Tucson and p r o v i d e s  c r i s i s  and b r i e f  t r e a t m e n t ,  day 

t rea tment ,  y o u t h  and f a m i l y  programs, r e s i d e n t i a l  t r e a t m e n t ,  o u t p a t i e n t  

t rea tment ,  and a f t e r c a r e  programs. SAMHC i s  the d i v i s i o n ' s  o n l y  d i r e c t  

s e r v i c e  p r o v i d e r  f o r  community-based s e r v i c e s .  

Fund i ng 

I n  recent  years  Ar i zona  has been c r i t i c i z e d  f o r  low f u n d i n g  o f  b e h a v i o r a l  

h e a l t h  programs. A 1988 s tudy o f  s e r v i c e s  f o r  t h e  c h r o n i c a l l y  m e n t a l l y  

i l l  c i t e d  Ar i zona  w i t h  the lowest per  c a p i t a  fund ing  o f  the f i f t y  s t a t e s  

and the D i s t r i c t  o f  Columbia. However, i n  the  p a s t  two years  the 

L e g i s l a t u r e  has responded by i n c r e a s i n g  i t s  a p p r o p r i a t i o n s  f o r  b e h a v i o r a l  

h e a l t h  s e r v i c e s .  For f i s c a l  year 1989 the d i v i s i o n  was a p p r o p r i a t e d  

$83,757,100 which represented a  33 percent  increase i n  fund ing  from the  

p rev ious  y e a r .  Of t h i s  i nc rease ,  $16.6 m i l i i o n  was a p p r o p r i a t e d  

speci  f  i c a l  I y  f o r  b e h a v i o r a l  h e a l t h  programs ($14.8  m i  I  I  i o n  f o r  

community-based programs) i n  a  b i l l  separate  from t h e  genera l  

a p p r o p r i a t i o n s  b i l l .  I n  f i s c a l  year 1990 the L e g i s l a t u r e  con t inued  t o  

increase fund ing f o r  such s e r v i c e s  by a p p r o p r i a t i n g  an a d d i t i o n a l  $16.7 

m i l l i o n  t o  expand s e r v i c e s .  

According t o  DHS, t h e  m a j o r i t y  o f  a l l  funds the d i v i s i o n  uses t o  p r o v i d e  

behav io ra l  h e a l t h  s e r v i c e s  a r e  S t a t e  a p p r o p r i a t i o n s .  I n  a d d i t i o n  t o  

S t a t e  a p p r o p r i a t e d  funds,  f e d e r a l  b l o c k  g r a n t s ,  f i n e s ,  and o t h e r  types o f  

g r a n t s  comprise the  t o t a l  funds p rov ided  the  d i v i s i o n .  " '  The 

d i v i s i o n ' s  t o t a l  budget f o r  f i s c a l  year 1990 ( e x c l u d i n g  ASH) i s  

$89,358,900. 

Al though no t  i n c l u d e d  i n  the  depar tmen t ' s  budget,  ma tch ing  funds a r e  a l s o  

a  source o f  b e h a v i o r a l  h e a l t h  monies. Organ iza t ions  c o n t r a c t i n g  w i t h  the 

( 1  DHS rece ives  monies f rom t h e  f i n e s  o f  DWI  o f fenses  t o  be used f o r  a l c o h o l  abuse 

t rea tment  programs. 



a d m i n i s t r a t i v e  e n t i t i e s  a re  r equ i r ed  to  p r o v i d e  match ing funds.  ( 1 )  

Matching funds generated by the a d m i n i s t r a t i v e  e n t i t i e s  a re  comprised o f  

o ther  f e d e r a l ,  S t a t e ,  and l oca l  government funds,  c l i e n t  fees,  

c o n t r i b u t i o n s ,  dona t ions ,  and g r a n t s .  DHS es t imates  the c o n t r a c t o r  match 

t o  be 23 percent  o f  t o t a l  d o l l a r s  expended f o r  s e r v i c e s .  

Scope o f  Aud i t 

This  a u d i t  con ta ins  f i n d i n g s  i n  four  areas: 

0 The need f o r  the S t a t e  t o  i n t e g r a t e  S t a t e  and county behav io ra l  

hea l t hca re  programs; 

0 The need f o r  DHS t o  improve i t s  m o n i t o r i n g  o f  a d m i n i s t r a t i v e  e n t i t y  

c o n t r a c t s ;  

0 The need f o r  DHS t o  s t reng then  i t s  c o n t r a c t  p r o v i s i o n s  t o  ensure 

d e l i v e r y  o f  q u a l i t y  s e r v i c e ;  

0 The need f o r  DHS t o  improve i t s  method o f  d i s t r i b u t i n g  funds t o  

b e t t e r  r e f l e c t  and address needs i n  the community. 

The r e p o r t  a l s o  con ta i ns  Other P e r t i n e n t  I n f o r m a t i o n  (pages 39 through 

45) which discusses concerns w i t h  the a d m i n i s t r a t i v e  e n t i t y  system and 

the s t a t u s  o f  the Behav io ra l  Hea l t h  Management I n f o rma t i on  System. I t  

a l so  d iscusses o ther  S t a t e  agencies p r o v i d i n g  behav io ra l  h e a l t h  programs 

and the impact o f  m u l t i p l e  agencies and t h e i r  requirements on s e r v i c e  

p r o v i d e r s .  

The a u d i t  was conducted i n  accordance w i t h  genera l  l y  accepted 

governmental a u d i t i n g  s tandards.  

DHS may waive the  match requirement based on hardship and may not require i t  in a l l  
ci rcumstances. 



The A u d i t o r  General and s t a f f  express a p p r e c i a t i o n  t o  the  D i r e c t o r  o f  the 

Department o f  H e a l t h  S e r v i c e s ,  the A s s i s t a n t  D i r e c t o r  o f  the  D i v i s i o n  o f  

B e h a v i o r a l  H e a l t h  S e r v i c e s ,  and t h e i r  s t a f f  f o r  t h e i r  c o o p e r a t i o n  and 

a s s i s t a n c e  throughout  the a u d i t .  



FINDING I 

INTEGRATION OF STATE AND COUNTY 

BEHAVIORAL HEALTH PROGRAMS I S  NEEDED 

I n t e g r a t i o n  o f  S t a t e  and coun ty  programs i s  necessary  t o  ach ieve an 

e f f i c i e n t  system o f  community-based b e h a v i o r a l  h e a l t h  s e r v i c e s .  The 

S t a t e  and some c o u n t i e s  o p e r a t e  r e l a t i v e l y  independent ,  p o o r l y  

c o o r d i n a t e d  b e h a v i o r a l  h e a l t h  programs. The l a c k  o f  i n t e g r a t i o n  and 

t o o r d i n a t i o n  between these programs r e s u l t s  i n  c o s t l y  d u p l i c a t i o n  and has 

l e f t  some c l i e n t s  p o o r l y  se rved .  A r i z o n a  shou ld  c o n s i d e r  deve lop ing  an 

i n t e g r a t e d  system w i t h  the  S t a t e  as the  a d m i n i s t r a t i v e  a u t h o r i t y .  

S t a t e  and Coun t ies  
Operate Independent Programs 

The S t a t e  and c o u n t i e s  o p e r a t e  separa te  d e l i v e r y  systems f o r  

community-based s e r v i c e s .  A l though  some c o u n t i e s  a r e  a  key p r o v i d e r  o f  

mental  and o t h e r  b e h a v i o r a l  h e a l t h  s e r v i c e s ,  t h e i r  programs a r e  n o t  

i n t e g r a t e d  o r  c o o r d i n a t e d  w i t h  S t a t e  programs. U n c l e a r  l e g i s l a t i o n ,  poor 

r e l a t i o n s  between the  S t a t e  and c o u n t i e s ,  and e s t a b l i s h m e n t  o f  the 

a d m i n i s t r a t i v e  e n t i t y  system have c o n t r i b u t e d  t o  fragmented and 

uncoord ina ted  s e r v i c e s .  

Coun t ies  o p e r a t e  ma jo r  programs - Coun t ies  p l a y  a  s i z e a b l e  r o l e  i n  

p r o v i d i n g  b e h a v i o r a l  h e a l t h  s e r v i c e s .  I n  f i s c a l  year  1988, the c o u n t i e s  

spent a p p r o x i m a t e l y  $24 m i l l i o n  f o r  such s e r v i c e s .  I n  t h a t  same 

y e a r ,  DHS spent  $35.5 mi l l i o n  i n  S t a t e  funds ( p l u s  $9.5 mi l  l i o n  i n  

f e d e r a l  g r a n t s )  f o r  community-based s e r v i c e s  d e l i v e r e d  through the  

a d m i n i s t r a t i v e  e n t i  t i e s  and S A M H C ! ~ )  

( 1 )  Because many c o u n t i e s  a r e  n o t  a b l e  t o  separate b e h a v i o r a l  heal  t h  expendi t u r e s  f rom 

o v e r a l l  human s e r v i c e s  budgets, t h e  t o t a l  county  f i g u r e  i s  an es t ima ted  f i g u r e .  
( 2 )  I n  addi t i  on t o  communi ty-based s e r v i  ces,  DHS expended $28.1 m i  11 i on i n  f  i scal  year  

1988 f o r  t rea tment  o f  p a t i e n t s  i n  ASH. 
The S t a t e  has a1 so s i g n i  f i  cant1 y  i nc reased  i t s  a p p r o p r i a t i o n s  f o r  communi ty-based 

b e h a v i o r a l  heal  t h c a r e  f o r  f i s c a l  years 1989 and 1990, an a d d i t i o n a l  $14.8 m i l  1 i o n  

f o r  f i s c a l  year  1989, and $16.7 m i l l i o n  f o r  f i s c a l  y e a r  1990 f o r  community-based 

s e r v i c e s .  



Four coun t ies  i n  f i s c a l  year 1988 accounted f o r  over  90 p e r c e n t  o f  t o t a l  

county behav io ra l  h e a l t h  e x p e n d i t u r e s .  These fou r  c o u n t i e s  were 

Maricopa, Pima, Yuma, and La Paz. ( "  Mar icopa County has t h e  l a r g e s t  

county behav io ra l  h e a l t h  program. I n  f i s c a l  year 1988 i t  spent $12.2 

m i  I l i o n  f o r  s e r v i c e s .  O f  t h a t  amount, i t  spent $3 m i  I  I i o n  f o r  the 

c h r o n i c a l l y  m e n t a l l y  i l l (CMI) and $ 2 . 2  m i  l l i o n  f o r  a l c o h o l  abuse 

t rea tment .  The county  a l s o  m a i n t a i n s  a  66-bed p s y c h i a t r i c  f a c i l i t y  a t  

i t s  medical  c e n t e r .  

Mar icopa County a l s o  opera tes  a  la rge  c o r r e c t i o n a l  mental  h e a l t h  s e r v i c e s  

program w i t h  the m a j o r i t y  o f  s e r v i c e s  f o r  CMls. As p a r t  o f  i t s  f i s c a l  

year 1988 expend i tu res ,  the county  devoted $ 2 . 4  mi I l i o n  f o r  these 

s e r v i c e s .  According t o  the county  c o r r e c t i o n a l  h e a l t h  d i r e c t o r ,  the b u l k  

o f  c o r r e c t i o n a l  s e r v i c e s  goes t o  CMls who have n o t  r e c e i v e d  needed 

s e r v i c e s  elsewhere.  The program has 120 beds ded ica ted  p r i m a r i l y  t o  CMI 

ca re  a t  two o f  i t s  j a i l s .  Consequent ly,  the d i f f i c u l t  and c o s t l y  care o f  

CMls was f o r  Mar icopa County,  and f o r  some o t h e r  c o u n t i e s ,  i t s  major  

expense. 

Other coun t ies  have p r o p o r t i o n a t e l y  l a r g e  programs. A l though  Pima County 

has a  p o p u l a t i o n  one t h i r d  the  s i z e  o f  Mar icopa County,  Pima County spent 

$8.7  m i l l i o n  f o r  b e h a v i o r a l  h e a l t h  s e r v i c e s .  I t  m a i n t a i n s  a  36-bed 

p s y c h i a t r i c  f a c i l i t y  i n  the county  h o s p i t a l ,  a  16-bed r e s i d e n t i a l  care  

f a c i l i t y ,  and a  47-bed p s y c h i a t r i c  u n i t  i n  i t s  county  j a i l .  I n  a d d i t i o n ,  

Yuma County p r o p o r t i o n a t e l y  spent more than t w i c e  as much as Maricopa 

County w i t h  expend i tu res  o f  $1.3 mi l l i on  and La Paz County spent 

p r o p o r t i o n a t e l y  50 percen t  more than Maricopa County.  

( ' 1  Wi th  the  passage o f  t h e  Ar i zona  Hea l th  Care Cost Containment System l e g i s l a t i o n ,  

coun t ies  were on1 y  requ i  r e d  t o  m a i n t a i n  t h e i  r r e s p e c t i v e  s e r v i c e  1  eve1 s ( n o t  

increase them) f o r  i n d i g e n t  heal  thca re ,  i n c l u d i n g  mental  h e a l t h ,  as o f  January 1 ,  

1981. Because most c o u n t i e s  a t  t h a t  t ime  o n l y  p rov ided  f o r  c o u r t  ordered 

eva lua t ions ,  t h e  m a j o r i t y  o f  coun t ies  have 1 i m i  t e d  mental  h e a l t h  s e r v i c e s  today.  



Independent programs r e s u l t  i n  a  fragmented system - Al though 

subs tan t i a l  i n  s i z e ,  these county programs a r e  no t  coo rd i na ted  w i t h  the  

S ta te  system. DHS operates the S t a t e  program through i t s  a d m i n i s t r a t i v e  

e n t i t y  system, and the a d m i n i s t r a t i v e  e n t i t i e s  have no t  c o n s i s t e n t l y  

invo lved the coun t i es  i n  assess ing needs, p l a n n i n g  a c t i v i t i e s ,  o r  

d e l i v e r i n g  s e r v i c e s .  A survey o f  county h e a l t h  a u t h o r i t i e s  i n d i c a t e d  

on l y  two coun t i es  had rep resen ta t i on  on e n t i t y  boards .  Only one county 

has coord inated i t s  s e r v i c e s  i n  any s u b s t a n t i a l  manner w i t h  those o f  the 

a d m i n i s t r a t i v e  e n t i t y  f o r  i t s  a rea .  I n  f a c t ,  many o f  the county 

o f f i c i a l s  con tac ted  were uninformed about s p e c i f i c  e n t i t y  programs o r  

a c t i v i t i e s  i n  t h e i r  a rea .  

The department concurs t h a t  the coun t i es  and t he  S t a t e  opera te  

uncoordinated programs. The 1989 DHS S t a t e  p l a n  repo r t ed  t h a t  the 

d e l i v e r y  system i n  Ar i zona  i s  "a  non-system t h a t  i s  b o t h  complex and 

fragmented." The r e p o r t  s t a t e s ,  "One o f  the g r e a t e s t  problems f a c i n g  

those concerned w i t h  behav io ra l  h e a l t h  i n  A r i zona  i s  lack o f  

coo rd i na t i on . "  The r e p o r t  concludes t h a t  c o o r d i n a t i o n  i s  needed a t  the 

community and s t a t e  l eve l  among p r o v i d e r s ,  a d m i n i s t r a t i v e  e n t i t i e s  and 

s t a t e ,  and county agenc ies.  F u r t h e r ,  t h i s  same r e p o r t  a l s o  s t a t e s  t h a t  

" e f f o r t s  a re  needed t o  coo rd i na te  e x i s t i n g  l i m i t e d  f und ing  i n  such a  way 

as t o  avo id  unnecessary d u p l i c a t i o n  and maximize the b e n e f i t s . "  

Fac to rs  h i n d e r i n g  i n t e g r a t i o n  - Unclear s t a t u t e s ,  poor S t a t e  and county 

r e l a t i o n s ,  and the d e c i s i o n  t o  e s t a b l i s h  the a d m i n i s t r a t i v e  e n t i t y  system 

are  a l l  f a c t o r s  which have h indered  i n t e g r a t i o n  and c o o r d i n a t i o n  o f  S t a t e  

and county systems. S t a t u t e s  r e q u i r e  bo th  the S t a t e  and coun t i es  t o  

p rov ide  behav io ra l  h e a l t h  se r v i ces  and have c o n s i s t e n t l y  c a l l e d  f o r  

coo rd i na t i on  o f  se r v i ces  between the two l e v e l s  o f  government. However, 

S ta te  and county o f f i c i a l s  do no t  b e l i e v e  s t a t u t e s  con fe r  a u t h o r i t y  t o  

ensure se rv ices  a re  coord ina ted  o r  d e f i n e  which j u r i s d i c t i o n  i s  

respons ib le  f o r  p a r t i c u l a r  se r v i ces .  Consequent ly,  t he re  i s  ove r l ap  

between systems and disagreement over r e s p o n s i b i l i t y  f o r  s e r v i c e s .  

Poor S ta te  and county r e l a t i o n s  a l s o  impede i n t e g r a t i o n .  Accord ing t o  

S ta te  and county a u t h o r i t i e s  f a m i l i a r  w i t h  DHS' e a r l y  e f f o r t s  t o  

es tab l  i s h  a  communi ty-based system, r e l a t i o n s  between respons ib le  p a r t i e s  



were very  poo r .  D i f f i c u l t i e s  encountered i n  e s t a b l i s h i n g  the Ar i zona  

Hea l th  Care Cost Containment System (AHCCCS) f u r t h e r  d e t e r i o r a t e d  

r e l a t i o n s ,  and they con t i nue  t o  be s t r a i n e d .  Accord ing t o  the a s s i s t a n t  

Maricopa county manager f o r  h e a l t h  s e r v i c e s ,  t he re  i s  a  

"non- re la t ionsh ip "  between the S t a t e  and t he  county r ega rd i ng  mental 

h e a l t h  resources. 

The t h i r d  area which has h indered  i n t e g r a t i o n  o f  systems i s  the 

a d m i n i s t r a t i v e  e n t i t y  system. U n t i l  1984 when DHS developed the  e n t i t y  

system, county o f f i c i a l s  be l i eved  t h a t  the  coun t i es  would,  i f  they 

wished, assume r e s p o n s i b i l i t y  f o r  DHS funded community s e r v i c e s .  

However, w i t h  the e n t i t y  system, DHS developed a  system o f  overseeing 

se rv i ce  d e l i v e r y  and d i s t r i b u t i n g  s t a t e  funds w i t h o u t  go ing  th rough  the 

coun t i es .  DHS d i d  no t  p rov i de  the  a d m i n i s t r a t i v e  e n t i t i e s  w i t h  d i r e c t i o n  

o r  guidance f o r  i n t e g r a t i n g  coun t i es  i n t o  needs assessment and a c t i v i t y  

p l ann ing  o r  f o r  c o o r d i n a t i n g  county and s ta te - funded  s e r v i c e s .  DHS has 

s t i l l  no t  p rov ided  such d i r e c t i o n .  

Fragmentation Adversely 
Af fects  Service De l ivery  

F a i l u r e  t o  i n t e g r a t e  S t a t e  and county community-based s e r v i c e s  i n t o  a  

u n i f i e d  system adverse ly  a f f e c t s  the d e l i v e r y  o f  s e r v i c e s .  A v a i l a b i l i t y  

and e f f i c i e n t  d e l i v e r y  o f  se r v i ces  i s  reduced. 

Exper ts  and p r a c t i t i o n e r s  agree t h a t  uncoord ina ted  programs reduce 

e f f i c i e n t  se r v i ce  d e l i v e r y .  They s t a t e  t h a t  lack o f  c o o r d i n a t i o n ,  

coupled w i t h  a  lack o f  c l e a r  r o l e s  and r e s p o n s i b i l i t i e s  f o r  the agencies 

invo lved ,  r e s u l t s  i n  c o s t l y  d u p l i c a t i o n  and r e p e t i t i o n  o f  s e r v i c e s  f o r  

some c l i e n t s  and the i n a b i l i t y  o f  o t he rs  t o  f i n d  o r  rece ive  a p p r o p r i a t e  

se r v i ces .  The f o l  lowing case examples p rov ided  by an advocate group f o r  

the c h r o n i c a l l y  m e n t a l l y  i l l  i l l u s t r a t e  the c o n t i n u i n g  d i f f i c u l t y  o f  some 

c l i e n t s  t o  rece ive  prompt and app rop r i a t e  t r ea tmen t .  

Case Example One 

A c l i e n t  s u f f e r i n g  from depress ion was r e f e r r e d  by the county  t o  a 
l oca l  se r v i ce  p r o v i d e r  on c o n t r a c t  w i t h  the  a d m i n i s t r a t i v e  e n t i t y .  
The c l i e n t  was seen by a  doc to r ,  pu t  on med i ca t i on ,  and scheduled f o r  
another appointment.  The c l i e n t  was unable t o  make the appointment 



and due t o  poor communication w i t h  the s e r v i c e  p r o v i d e r  the c l i e n t  
was no t  n o t i f i e d  o f  the rescheduled appoin tment .  Consequent ly,  the 
c l i e n t  aga in  f a i l e d  t o  appear and was drcpped by the s e r v i c e  
p r o v i d e r .  He was t o l d  he had t o  go back t o  the coun ty  f o r  s e r v i c e s .  
However, when he re tu rned  t o  t he  county he was t o l d  t h a t  the 
state-funded s e r v i c e  p rov i de r  would have t o  con t inue  ca re .  A l so ,  the 
county would no t  r e f i l l  the c l i e n t ' s  p r e s c r i p t i o n  because i t  was 
w r i t t e n  by the  s e r v i c e  p r o v i d e r  d o c t o r .  The c l i e n t  u l t i m a t e l y  f i l e d  
a  gr ievance t o  r eso l ve  the s i t u a t i o n  and t o  rece ive  t r ea tmen t .  

Case Example Two 

A long-t ime sch izophren ic  c l i e n t  was re leased from the  county 
h o s p i t a l  on h i g h  dosages o f  l i t h i u m .  He was p laced  i n  a  s t a te - run  
ou tpa t i en t  t reatment  program. A l though a  doc to r  w i t h  the s t a t e  
opera t ion  p resc r i bed  med i ca t i on ,  the c l i e n t  a c t u a l l y  rece ived  the 
medicat ion from the coun ty .  A county  ou t reach  worker d e l i v e r e d  the 
medicat ion t o  the c l i e n t .  Both the county and the s t a t e - r u n  program 
thought the o the r  was m o n i t o r i n g  the  c l i e n t ' s  l i t h i u m  b lood  l e v e l .  
A f t e r  about s i x  months i t  was d iscovered  t h a t  n e i t h e r  was do ing  the 
mon i t o r i ng .  By t h a t  t ime the l i t h i u m  l eve l  had become t o x i c  and had 
damaged the c l i e n t ' s  k i dneys .  

Meantime, t h i s  p a t i e n t ,  whose sch i zoph ren ia  had long been r e s i s t a n t  
t o  a l l  a v a i l a b l e  sch izophren ia  med i ca t i on ,  was be ing  scheduled f o r  a  
c l i n i c a l  t r i a l  a t  the county h o s p i t a l  on a  p romis ing  new drug no t  y e t  
federa l  l y  l icensed f o r  genera l  use. However, due t o  the  k idney 
damage the c l i e n t  was no t  ab le  t o  t r y  the new drug .  

A recent Ar izona Supreme Court  d e c i s i o n  a l s o  concluded t h a t  uncoord inated 

programs have adverse r e s u l t s .  I n  the  Arno ld  vs .  Sarn case (775 P.2d 521 

(19891) the c o u r t  noted the  e f f e c t s  o f  f ragmenta t ion  and lack o f  

cooperat ion.  I t  found t h a t  as a  r e s u l t  o f  the independent ope ra t i ons ,  

the present l e v e l  o f  care p rov ided  " t o  the CMI i s  t r a g i c a l l y  low." The 

cou r t  a l so  found t h a t  many CMls rece ived  no mental  h e a l t h  s e r v i c e s  a t  a l l .  

A State-Di rected System 
Should Be Estabiished 

A s ta tewide system w i t h  a  s i n g l e  a u t h o r i t y  and fund ing  s t ream should  be 

developed. A s i n g l e  a u t h o r i t y  and fund ing  stream are  necessary f o r  the 

e f f i c i e n t  d e l i v e r y  o f  behav io ra l  h e a l t h  s e r v i c e s .  A r i zona  may w ish  t o  

consider e s t a b l i s h i n g  a  conso l i da ted  behav io ra l  h e a l t h  system. 

National au thor i t i es  agree - Na t i ona l  s t u d i e s  recommend a  behav io ra l  

hea l thcare  system w i t h  a  s i n g l e  a u t h o r i t y  and fund ing  s t ream. The 

Nat iona l  Conference o f  S t a t e  L e g i s l a t u r e s ,  the Na t i ona l  I n s t i t u t e  o f  

Mental Hea l th ,  and a  lead ing advocacy group have performed independent 

s t ud ies .  Thei r r espec t i ve  r e p o r t s  concluded t h a t  s t a t e  o r  county  systems 
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w i t h  a  s i n g l e  a u t h o r i t y  and fund ing  stream o f f e r  the  g r e a t e s t  promise f o r  

e f f e c t i v e  s e r v i c e  d e l i v e r y .  A l though s t a t e  menta l  h e a l t h  systems a r e  i n  

t r a n s i t i o n  and none have been f u l l y  implemented o r  eva lua ted ,  the  s t u d i e s  

agree t h a t  the  s t r u c t u r e  o f  the system may be as impor tan t  f o r  s e r v i c e  

d e l i v e r y  as the amount o f  money expended. 

Other s t a t e  programs - Wiscons in  and Ohio,  f r e q u e n t l y  c i t e d  as hav ing 

lead ing behav io ra l  h e a l t h  programs, bo th  have programs w i t h  a  s i n g l e  

management a u t h o r i t y  and a  s i n g l e  fund ing  stream. ( I n  b o t h  cases, the 

a u t h o r i t y  has been p laced  a t  the  community l e v e l . )  I n  1974 Wisconsin 

t r a n s f e r r e d  s t a t e  funds and f u l l  r e s p o n s i b i l i t y  f o r  p r o v i d i n g  se rv i ces  t o  

the coun t i es .  From the  funds they rece i ve ,  the c o u n t i e s  a re  respons ib le  

f o r  a l l  app rop r i a t e  s e r v i c e s ,  i n c l u d i n g  payment f o r  i n p a t i e n t  s e r v i c e s  

from s t a t e  mental h o s p i t a l s .  

Ohio has community boards which serve as the management a u t h o r i t y .  I n  

1988 the s t a t e  t r a n s f e r r e d  r e s p o n s i b i l i t y  and funds t o  community mental  

h e a l t h  boards.  F i f t y - t h r e e  boards serve 88 c o u n t i e s .  F i s c a l  and 

a d m i n i s t r a t i v e  r e s p o n s i b i l i t y  f o r  community-based and i n p a t i e n t  se r v i ces  

w i l l  be g r a d u a l l y  conso l i da ted  and g iven  t o  the l o c a l  boards.  

U l t i m a t e l y ,  the S t a t e ' s  r o l e  w i l l  be t h a t  o f  po l i cymaker ,  p r o v i d e r  o f  

funds, mon i t o r ,  and e v a l u a t o r .  

A r i zona 's  exper ience - Al though many s t a t e s  have developed county-run 

behav io ra l  h e a l t h  systems, Ar i zona  may w i sh  t o  cons ider  a  

s ta te -admin is te red  program f o r  the  f o l l o w i n g  reasons. F i r s t ,  most 

coun t ies  may no t  have s u f f i c i e n t  resources t o  suppor t  a  county-run 

system. Second, by e s t a b l i s h i n g  the  a d m i n i s t r a t i v e  e n t i t y  system, the 

S ta te  has i n d i c a t e d  i t s  p re fe rence  f o r  and e s t a b l i s h e d  a  s t r u c t u r e  t o  

admin is te r  a  s t a te - run  program ra the r  than a county- run system. 

Most coun t i es  may not  have the  resources to  opera te  a  county behav io ra l  

h e a l t h  system. The a s s i s t a n t  d i r e c t o r  o f  BHS c l a i m s  t h a t  most coun t i es  

do not have the e x p e r t i s e ,  t a x i n g  power, or  d e s i r e  t o  suppor t  a  county 

mental h e a l t h  system. As p r e v i o u s l y  s t a t e d ,  most r u r a l  coun t i es  

c u r r e n t l y  p rov i de  on l y  c o u r t  ordered e v a l u a t i o n s ,  and i n  many coun t i es  

the j a i l  serves as the o n l y  county f a c i l i t y  t o  h o l d  those needing ca re .  



The cu r ren t  system a l l o w s  each county t o  opera te  d i f f e r e n t l y  making i t  

d i f f i c u l t  t o  c rea te  a  cohes ive s ta tew ide  p o l i c y  i n t e g r a t i n g  f i f t e e n  

county systems. 

The urban coun t ies  a l s o  f ee l  t h a t  the p resen t  d e l i v e r y  system causes them 

t o  absorb the most c o s t l y  c l i e n t s  and s e r v i c e s .  For example, the 

chairman o f  the Department o f  P s y c h i a t r y  a t  K ino  Community H o s p i t a l  (who 

oversees behav io ra l  h e a l t h  se r v i ces  i n  Pima County) noted t h a t  the county 

cannot l e g a l l y  t u r n  someone down i n  an emergency s i t u a t i o n .  

Consequently, the county absorbs the most c o s t l y  component o f  the 

se rv ices  continuum, c r i s i s  i n t e r v e n t i o n .  He b e l i e v e s  t h a t  the  S t a t e  

should be made the s i n g l e  a u t h o r i t y  and coun t i es  should  no longer be 

respons ib le  f o r  s e r v i c e  d e l i v e r y .  

O f f i c i a l s  over the behav io ra l  h e a l t h  programs i n  Mar icopa,  Pima, Yuma and 

La Paz coun t ies  concur t h a t  t he re  needs t o  be a  s i n g l e  a d m i n i s t r a t o r  f o r  

behav io ra l  h e a l t h  s e r v i c e s .  However, the county r ep resen ta t i ves  

expressed some concerns regard ing  speci  f  i c  aspects  o f  how a  

s ta te-admin is tered system might  be s t r u c t u r e d .  A pr imary  concern i s  the 

funding mechanism and the  amount coun t i es  would have t o  c o n t r i b u t e .  The 

coun t ies  a l s o  f ea r  t h a t  the S t a t e  would no t  i n v o l v e  them i n  the 

development o f  a  s t a te - run  system. I n  a d d i t i o n ,  w h i l e  t he  a s s i s t a n t  

Maricopa County manager f o r  h e a l t h  s e r v i c e s  agrees t he re  should  be a  

s ta te - run  system, he has a  s p e c i f i c  concern about how i t  should  be 

s t r u c t u r e d  i n  Maricopa County. He b e l i e v e s  the  county shou ld  oversee 

se rv i ce  d e l i v e r y  i ns tead  o f  us i ng  the  c u r r e n t  system o f  th ree  

a d m i n i s t r a t i v e  e n t i t i e s  which r e s u l t s  i n  the county be ing  d i v i d e d  i n t o  

th ree  se rv i ce  areas. 

The S ta te  has a l s o  shown i t s  p re fe rence  f o r  a  s t a te - run  behav io ra l  h e a l t h  

program by e s t a b l i s h i n g  the a d m i n i s t r a t i v e  e n t i t y  system. DHS has 

e l ec ted  t o  p rov i de  s e r v i c e s ,  d i s t r i b u t e  funds,  and oversee programs 

through p r i v a t e ,  n o n p r o f i t  o r g a n i z a t i o n s .  I n  f a c t ,  i n  some ins tances  DHS 

se lec ted  newly e s t a b l i s h e d  agencies t o  serve as a d m i n i s t r a t i v e  e n t i t i e s  

ins tead  o f  coun t ies  a l r eady  p r o v i d i n g  behav io ra l  h e a l t h  s e r v i c e s .  DHS 

has cont inued t o  p rov i de  community-based se rv i ces  through the 



a d m i n i s t r a t i v e  e n t i t i e s .  Whi le  we recognize the  e n t i t y  system has 

exper ienced some problems (see Other P e r t i n e n t  I n f o rma t  i o n ,  page 3 9 ) ,  

accord ing t o  the a s s i s t a n t  d i r e c t o r ,  DHS i s  s t i  l I committed t o  t h a t  

sys tern. 

F i n a l l y ,  precedence e x i s t s  f o r  e s t a b l i s h i n g  a  s t a te -ope ra ted  system i n  

the S t a t e ' s  c r e a t i o n  o f  i t s  i n d i g e n t  hea l t hca re  system. I n  p r o v i d i n g  

ind igen t  h e a l t h c a r e ,  the S t a t e  developed a  s ta te -opera ted  system ra the r  

than a  county  system. AHCCCS i n t e g r a t e s  s t a t e  and county heal  thcare 

se rv ices  under a  s i n g l e ,  s t a t e  l eve l  a u t h o r i t y .  Whi le  the  S t a t e  i s  

respons ib le  f o r  a d m i n i s t e r i n g  t h e  program, county and S t a t e  funds,  i n  

a d d i t i o n  t o  f ede ra l  monies, a re  combined t o  pay f o r  se rv ices ! ' )  

On a  smal l  s c a l e ,  DHS has r e c e n t l y  a t tempted t o  take  a  s imi  l a r  approach 

i n  behav io ra l  h e a l t h  by c o n s o l i d a t i n g  funds and e s t a b l i s h i n g  a  s i n g l e  

a u t h o r i t y  f o r  i t s  c h i l d r e n ' s  program i n  Pima County. Th i s  program cou ld  

serve as a  model f o r  i n t e g r a t i o n  f o r  o the r  behav io ra l  h e a l t h  programs. 

I n  January 1989, the Comprehensive C h i l d  and Adolescent Treatment 

Serv ices (CCATS) program began p r o v i d i n g  a  f u l l  cont inuum o f  care f o r  

c h i l d r e n  and ado lescen ts .  By v o l u n t a r y  agreement the  S t a t e  and Pima 

County have conso l i da ted  funds a t  the DHS l e v e l .  County monies were 

r e d i r e c t e d  t o  the S t a t e  and v i a  the  e n t i t y  combined w i t h  DHS funds.  The 

e n t i t y  c o n t r a c t s  w i t h  SAMHC f o r  c l i n i c a l  management o f  the program. 

SAMHC a l s o  p rov ides  i n t a k e ,  c r i s i s  i n t e r v e n t i o n ,  and case management 

se r v i ces .  A l l  o t he r  long-term t reatment  i s  c o n t r a c t e d  f o r  w i t h  o ther  

se r v i ce  p r o v i d e r s .  

Because CCATS has been i n  ope r a t  i  on on l y  s  i nce January 1989, i t cannot 

ye t  be f u l l y  eva lua ted .  Never the less ,  SAMHC and e n t i t y  a d m i n i s t r a t o r s  

s t a t e  the program i s  work ing we1 I .  I n  f a c t ,  they cons ider  i t  t o  be very  

c o s t - e f f e c t i v e ,  and d iscuss ions  a re  underway to  expand i t  t o  o the r  S ta te  

agenc i es . 

( 1 )  The l e v e l  o f  a  c o u n t y ' s  f i n a n c i a l  c o n t r i b u t i o n  was capped by s t a t u t e  a t  50 p e r c e n t  

o f  i t s  f i s c a l  y e a r  1980-81 hea l  t h c a r e  budget  o r  e x p e n d i t u r e s ,  wh icheve r  was l e s s .  



RECOWENDATION 

The S t a t e  should develop a  long-range p l a n  t o  e s t a b l i s h  a  s t a t e - r u n ,  

behav io ra l  h e a l t h  program t h a t  i n t e g r a t e s  S t a t e  and county behav io ra l  

h e a l t h  programs. A s i n g l e  management a u t h o r i t y  and fund ing  stream should 

be key elements o f  the i n t e g r a t e d  system. 



FINDING I I  

DHS I S  NOT ADEQUATELY MONITORING 

THE PERFORMANCE OF ADMINISTRATIVE E N T I T I E S  

DHS' mon i t o r i ng  o f  e n t i t y  performance and compl iance w i t h  c o n t r a c t  

p r o v i s i o n s  has been l a x .  Impor tant  d e f i c i e n c i e s  and problems have gone 

undiscovered o r  unco r rec ted  because DHS i s  no t  conduc t ing  adequate s i t e  

v i s i t s ,  v e r i f y i n g  s e r v i c e s ,  o r  f o l l o w i n g  up when problems a re  

d iscovered.  M o n i t o r i n g  has no t  been a  management p r i o r i t y ,  and s t a f f  

respons ib le  f o r  m o n i t o r i n g  a d m i n i s t r a t i v e  e n t i t i e s  have no t  rece ived  

c l e a r  d i r e c t  ion.  

Importance o f  Monitoring 

Since most community-based behav io ra l  h e a l t h  s e r v i c e s  funded through DHS 

are  p rov i ded  by n o n p r o f i t  agencies under c o n t r a c t  w i t h  DHS, c o n t r a c t  

mon i t o r i ng  i s  an impor tant  DHS r e s p o n s i b i l i t y .  M o n i t o r i n g  ensures t h a t  

se r v i ces  the S t a t e  i s  pay ing  f o r  a re  be ing  p rov i ded  as r e q u i r e d .  

M o n i t o r i n g  a l so  i s  impor tan t  t o  ensure t h a t  c l i e n t s  a re  be ing  p r o p e r l y  

t r e a t e d  and t ha t  bo th  c l i e n t s  and the S t a t e  a re  p r o p e r l y  charged f o r  

se r v i ces .  When done e f f e c t i v e l y ,  m o n i t o r i n g  shou ld  r e s u l t  i n  the t i m e l y  

d iscovery  and c o r r e c t i o n  o f  problems. 

DHS has assigned seven s t a f f  members the r e s p o n s i b i l i t y  o f  m o n i t o r i n g  the  

performance o f  a d m i n i s t r a t i v e  entities. DHS procedures r e q u i r e  t h a t  

mon i t o r i ng  be done through regu la r  s i t e  v i s i t s  t o  the a d m i n i s t r a t i v e  

e n t i t i e s ,  v e r i f i c a t i o n  o f  s e r v i c e s  repor ted  and b i l l e d  t o  the  s t a t e ,  and 

p r e p a r a t i o n  o f  r e p o r t s  on e n t i t y  compliance w i t h  c o n t r a c t  p r o v i s i o n s .  

Problems and Def ic ienc ies  Are Not 
I d e n t i f i e d  and Corrected 

DHS mon i t o r i ng  o f  e n t i t y  performance has been l i m i t e d  and fo l low-up  on 

problems has been weak and s u p e r f i c i a l .  As a  r e s u l t ,  s i g n i f i c a n t  

d e f i c i e n c i e s  have no t  been i d e n t i f i e d  and problems have no t  been f u l l y  

addressed and c o r r e c t e d .  Our a n a l y s i s  found t h a t  s i t e  v i s i t s ,  



v e r i f i c a t i o n  o f  s e r v i c e s ,  and r e p o r t i n g  a r e  n o t  b e i n g  done c o n s i s t e n t l y  

and i n  accordance w i t h  e s t a b l i s h e d  p o l i c i e s  and procedures.  

Examples o f  poor monitor ing - I n  some cases,  DHS has n o t  i d e n t i f i e d  

s i g n i f i c a n t  d e f i c i e n c i e s  and noncompliance w i t h  e n t i t y  c o n t r a c t  

p r o v i s i o n s .  I n  o t h e r  cases,  problems i d e n t i f i e d  o r  b rough t  t o  the  

depar tmen t ' s  a t t e n t i o n  have n o t  been f u l l y  and adequate ly  f o l l o w e d  up and 

reso lved .  The f o l l o w i n g  examples i l l u s t r a t e  t h i s  problem. 

0 Example 1 - I n  A p r i l  1989, a  c lergyman a l l e g e d  i m p r o p r i e t y  a t  an 
a d m i n i s t r a t i v e  e n t i t y .  A l l e g a t i o n s  i n c l u d e d  misuse o f  s t a f f ,  c l i e n t s  
and m a t e r i a l s  used t o  r e p a i r  t h e  e x e c u t i v e  d i r e c t o r ' s  home, 
overmedicat ion o f  c l i e n t s ,  poor c l i e n t  s e r v i c e ,  i n a p p r o p r i a t e  sexual 
r e l a t i o n s  between CMI c l i e n t s  and s t a f f ,  and o t h e r  prob lems.  The DHS 
s t a f f  person r e s p o n s i b l e  f o r  oversee ing  t h e  e n t i t y  met w i t h  the 
execu t i ve  d i r e c t o r  who denied a l l  o f  the a l l e g a t i o n s .  However, no 
e f f o r t  was made t o  i n v e s t i g a t e .  C l i e n t  records  were n o t  reviewed, 
i n t e r v i e w s  were n o t  conducted, and no r e p o r t  was p repared .  

P r e v i o u s l y ,  DHS had conducted a  rev iew o f  c l i e n t  s e r v i c e  records a t  
the same e n t i t y  and found t h a t  i t  may have overcharged the  S t a t e  more 
than $150,000. I n  August and September 1987, DHS c o u l d  f i n d  no 
documentation t o  v e r i f y  t h a t  the e n t i t y  had p rov ided  any o f  the 759 
"semi-supervised" u n i t s  o f  s e r v i c e  f o r  CMI c l i e n t s  f o r  which i t  had 
charged the S t a t e .  DHS c o u l d  v e r i f y  o n l y  208 (19 p e r c e n t )  o f  the 
1083 u n i t s  o f  r e s i d e n t i a l  s e r v i c e  f o r  which i t  had been b i l l e d ,  and 
o n l y  40 (27 p e r c e n t )  o f  the 146 u n i t s  o f  ease management. Seven 
months l a t e r ,  DHS conducted a  100 percen t  rev iew o f  some e n t i t y  
records.  The r e v i e w  revea led  t h a t  t h e  agency may have been m i  scodi  ng 
s e r v i c e  u n i t s .  For  example, semi-superv ised days were r e p o r t e d  as 
long-term r e s i d e n t i a l  days,  w h i l e  o u t p a t i e n t  v i s i t s  were r e p o r t e d  as 
semi-supervised days.  DHS requested t h a t  the  agency r e t u r n  over 
$150,000 t o  t h e  S t a t e .  The agency f i l e d  a  w r i t t e n  response d i s p u t i n g  
most o f  DHS f i n d i n g s  and has no t  r e p a i d  any funds.  Over one year 
l a t e r ,  DHS has taken  no f u r t h e r  a c t i o n  t o  recover monies owed o r  t o  
c o r r e c t  d e f i c i e n c i e s  a t  the  e n t i t y .  

Comnent - I n  t h i s  case, DHS was aware o f  s e r i o u s  p o t e n t i a l  problems 
a t  an a d m i n i s t r a t i v e  e n t i t y  bu t  has f a i l e d  t w i c e  t o  take  adequate 
fo l low-up a c t i o n .  These problems i n v o l v e  improper ly  c h a r g i n g  c l i e n t s  
and the S t a t e ,  poor c l i e n t  t r e a t m e n t ,  and p o t e n t i a l  f r a u d .  When 
asked why he d i d  n o t  take f u r t h e r  a c t i o n  on the more than $150,000 
DHS c la imed was owed t o  the S t a t e ,  the  DHS s t a f f  person respons ib le  
s t a t e d  t h a t  o t h e r  d u t i e s  took precedence and n e i t h e r  the  former nor 
the c u r r e n t  OCBHS A d m i n i s t r a t o r  requested f u r t h e r  fo l l ow-up .  

Example 2 - DHS i s  n o t  check ing t o  ensure t h a t  c l i e n t s  a r e  be ing  
p r o p e r l y  charged f o r  s e r v i c e s .  S t a t e  law r e q u i r e s  DHS t o  e s t a b l i s h  
fee schedules f o r  c h r o n i c a l  l y  mental  l y  i l l (CMI) r e s i d e n t i a l  c l  i e n t s  
and c l i e n t s  r e c e i v i n g  a l c o h o l  t rea tment  s e r v i c e s .  E n t i t y  c o n t r a c t  



p r o v i s i o n s  f u r t h e r  r e q u i r e  t h a t  DHS approve c l i e n t  fee c o l  i e c t i o n  
p o l i c i e s .  DHS has adopted a  fee p o l i c y  which e s s e n t i a l l y  es tab l i shes  
a  s l i d i n g  s c a l e  fee based on income and f a m i l y  s i z e .  We found, 
however, t ha t  55 o f  the 61 agencies we randomly sampled a re  no t  
f o l l o w i n g  approved fee schedules.  N ineteen o f  the  p r o v i d e r s  (who the 
a d m i n i s t r a t i v e  e n t i t i e s  a r e  r espons ib l e  f o r  oversee ing)  had no fee 
schedule whatsoever.  One agency even charges c l i e n t s  tw ice  as much 
f o r  an i n i t i a l  v i s i t  as DHS p o l i c y  a l l o w s ,  and r e q u i r e s  t h a t  c l i e n t s  
pay f o r  s e r v i c e s  when they a r e  rendered, un less  o the r  arrangements 
a re  made beforehand.  

Comnent - DHS i s  not  adequate ly  m o n i t o r i n g  fee schedules.  DHS 
management acknowledges t h a t  many p r o v i d e r  agencies a re  no t  f o l l o w i n g  
the DHS fee schedule and t h a t  agenc ies '  fee p o l i c i e s  may d i f f e r  
s u b s t a n t i a l l y .  There fo re ,  some c l i e n t s  a r e  no t  be ing  p r o p e r l y  
charged. Th is  can r e s u l t  i n  t h r e e  problems. F i r s t ,  the  S t a t e  may be 
pay ing f o r  some se rv i ces  t h a t  some c l i e n t s  can a f f o r d  t o  pay f o r  
themselves, consuming S t a t e  resources t h a t  cou ld  be a l l o c a t e d  t o  more 
needy c l i e n t s .  Second, c l i e n t s  may themselves be overcharged f o r  
some se rv i ces  t h a t ,  accord ing  t o  DHS p o l i c y ,  should  be pa id  by the 
S t a t e .  I n  a d d i t i o n ,  i n e q u i t y  r e s u l t s  when d i f f e r e n t  p r o v i d e r s  charge 
comparable c l i e n t s  d i f f e r e n t  fees f o r  s i m i l a r  s e r v i c e s .  For 
example, we found t h a t  one agency charges c e r t a i n  c l i e n t s  $5 f o r  
o u t p a t i e n t  a l coho l  se r v i ces  w h i l e  another agency charges comparable 
c l i e n t s  $32. Ne i t he r  agency 's  fee p o l i c y  compl ies  w i t h  DHS p o l i c y .  

o Example 3 - Over the l a s t  t h ree  years ,  DHS and the respons ib le  
a d m i n i s t r a t i v e  e n t i t y  have rece ived  severa l  comp la in ts  about the 
p r a c t i c e s  o f  a  p r o v i d e r  agency. A l l e g a t i o n s  i nc l ude  improper 
charg ing  o f  c l i e n t s  and n o t  t r e a t i n g  c r i s i s  c l i e n t s .  A DHS s i t e  
v i s i t  team a l s o  d iscovered t h a t  the agency may have been i nvo l ved  i n  
a  ques t ionab le  p r a c t i c e  c a l l e d  "creaming."  Th i s  l a t t e r  a l l e g a t i o n  
i nvo l ves  a  p r a c t i c e  i n  which c l i e n t s  w i t h  ample f i n a n c i a l  resources 
a re  p laced  i n  f o r - p r o f i t  programs t ha t  p rov i de  b e t t e r  q u a l i t y  and a  
wider range o f  se r v i ces  than n o n p r o f i t  programs. 

Dur ing  the f i s c a l  year 1987-88 annual v i  s i  t DHS s t a f f  found evidence 
suggest ing t h a t  the  agency 's  f o r - p r o f i t  program was p r o v i d i n g  b e t t e r  
drug abuse treatmen! s e r v i c e s  t o  i t s  pay ing,  insured  c l i e n t s  than i t  
was t o  those served i n  t he  agency's n o n p r o f i t  (DHS-supported) 
d i v i s i o n .  DHS r e f e r r e d  the ma t t e r  f o r  f o l  low-up t o  the 
a d m i n i s t r a t i v e  e n t i t y .  However, DHS never mon i to red  the e n t i t y ' s  
fo l low-up a c t i o n s ,  and d i d  n o t  address the ma t t e r  i n  i t s  most recent  
s i t e  v i s i t  t o  the  e n t i t y .  

Comnent - DHS d i d  no t  mon i t o r  the e n t i t y  t o  ensure t h a t  app rop r i a t e  
fo l low-up i n v e s t i g a t i o n  and a c t i o n  was taken i n  response t o  p o t e n t i a l  
problems i d e n t i f i e d .  These problems i nvo l ved  p o t e n t i a l  m ischarg ing  
o f  c l i e n t s  and i n e q u i t a b l e  t reatment  o f  c l i e n t s  based on a b i l i t y  t o  
pay. Without fo l low-up m o n i t o r i n g ,  DHS may no t  know i f  p o t e n t i a l l y  
improper p r a c t i c e s  have been c o r r e c t e d .  

Monitoring procedures not followed - Problems i d e n t i f i e d  above a re  

occu r r i ng  because DHS i s  no t  c o n s i s t e n t l y  m o n i t o r i n g  a d m i n i s t r a t i v e  

e n t i t i e s  and i s  no t  f o l l o w i n g  e s t a b l i s h e d  procedures f o r  m o n i t o r i n g .  



S i t e  v i s i t s  and v e r i f i c a t i o n  o f  s e r v i c e s  a r e  i n c o n s i s t e n t  and a r e  not  

a lways performed i n  accordance w i t h  p r e s c r i b e d  p o l i c i e s .  

DHS s t a f f  a r e  r e q u i r e d  t o  make an annual s i t e  v i s i t  t o  each 

a d m i n i s t r a t i v e  e n t i t y  and t o  r e p o r t  on the  s i t e  v i s i t  r e s u l t s  w i t h i n  

21-working days o f  t h e  s i t e  v i s i t .  I n  f i s c a l  year 1987-88, DHS d i d  not  

conduct an annual s i t e  v i s i t  a t  two o f  the  e i g h t  a d m i n i s t r a t i v e  

e n t i t i e s .  I n  f i s c a l  year  1988-89 DHS conducted an annual s i t e  v i s i t  a t  

each e n t i t y ,  b u t  o n l y  two o f  t h e  s i t e  v i s i t  r e p o r t s  were completed w i t h i n  

t h e  p o l i c y  t i m e l i n e .  I n  f a c t ,  as o f  J u l y  1989, DHS had s t i l l  not  

completed two o f  the  e i g h t  r e p o r t s  even though t h e  s i t e  v i s i t s  had been 

conducted i n  March 1989. 

When DHS has completed s i t e  v i s i t  r e p o r t s ,  the r e p o r t s  have lacked 

u n i f o r m i t y  and completeness.  A rev iew o f  the  s i x  completed annual s i t e  

v i s i t  r e p o r t s  f o r  f i s c a l  year 1988-89 revea led  t h a t  s t a f f  reviewed 

d i f f e r e n t  aspects  o f  e n t i t y  performance and used d i f f e r e n t  methods t o  

r e p o r t  t h e i r  f i n d i n g s .  Most r e p o r t s  a l s o  f a i l  t o  s u f f i c i e n t l y  address 

the  q u a l i t y  o f  s e r v i c e  t h a t  c l i e n t s  r e c e i v e .  Most o f  the r e p o r t s  a r e ,  

however, c o n s i s t e n t  i n  one r e s p e c t :  they do no t  address most o f  the 

a d m i n i s t r a t i v e  e n t i t i e s '  c o n t r a c t  requ i rements .  The annual s i t e  v i s i t  

s e c t i o n  o f  one r e c e n t l y  completed r e p o r t  was j u s t  over fou r  pages long 

and, t h e r e f o r e ,  c o u l d  n o t  p o s s i b l y  cover the  c o n t r a c t  requ i rements  ( t h e  

work statement i t s e l f  i s  14 pages l o n g ) ,  l e t  a lone p r o v i d e  a  

comprehensive a n a l y s i s  o f  the  e n t i t y .  

DHS i s  a l s o  no t  s u f f i c i e n t l y  check ing c l i e n t  records t o  ensure t h a t  

s e r v i c e s  b i l l e d  t o  t h e  S t a t e  were, i n  f a c t ,  p r o p e r l y  c a t e g o r i z e d  and 

p r o v i d e d .  The DHS s e r v i c e  v e r i f i c a t i o n  p o l i c y  r e q u i r e s  t h a t  a t  l e a s t  20 

c l i e n t  records be rev iewed a n n u a l l y  a t  each p r o v i d e r  agency. ( 1 )  A 

rev iew o f  DHS f i l e s  revea led  t h a t  s e r v i c e  v e r i f i c a t i o n s  were conducted a t  

( 1 )  As ide  f rom t h e  DHS s e r v i c e  v e r i f i c a t i o n ,  a d m i n i s t r a t i v e  e n t i  t i e s  u s u a l l y  conduct  

q u a r t e r l y  s e r v i c e  v e r i f i c a t i o n s  o f  s u b c o n t r a c t i n g  agenc ies .  However, t h e  DHS 

p o l i c y  p r e d a t e s  t h e  a d m i n i s t r a t i v e  e n t i t y  system, wh ich  c o u l d  c r e a t e  some q u e s t i o n  

as  t o  whether  DHS s h o u l d  r e v e r i f y  r e c o r d s  rev iewed  by t h e  e n t i t y  o r  draw a  separa te  

sample o f  c l i e n t  r e p o r t s  s u b m i t t e d  t o  DHS by s u b c o n t r a c t o r s .  A l t h o u g h  t h e  OCBHS 

A d m i n i s t r a t o r  s t a t e d  t h a t  b o t h  methods a r e  used, he a l s o  s t a t e d  t h a t  s e r v i c e  

v e r i f i c a t i o n  s h o u l d  be  conducted by DHS a t  each agency a t  l e a s t  b i e n n i a l l y .  



o n l y  two o f  the a d m i n i s t r a t i v e  e n t i t i e s  i n  f i s c a l  year 1987-88 and a t  

o n l y  f i v e  a d m i n i s t r a t i v e  e n t i t i e s  i n  f i s c a l  year 1988-89. I n  f i s c a l  year 

1987-88, DHS reviewed records a t  o n l y  10 o f  some 234 c o n t r a c t i n g  

f a c i  I i t i e s .  However, DHS reviewed the  minimum 20 records  a t  o n l y  two o f  

those f a c i  l i t  i e s .  I n  f i s c a l  year 1988-89, DHS reviewed records a t  27 o f  

some 260 f a c i l i t i e s ,  bu t  reviewed 20 o r  more records a t  o n l y  e i g h t  o f  

them. 

Con t rac t  M o n i t o r i n g  Has Not 
Been a  P r i o r  i t y  

OCBHS has no t  made the  m o n i t o r i n g  o f  e n t i t y  performance and c o n t r a c t  

compliance a  p r i o r i t y .  M o n i t o r i n g  has no t  rece ived  adequate a t t e n t i o n ,  

and many standards and p o l i c i e s  needed f o r  e f f e c t i v e  m o n i t o r i n g  have no t  

been updated s i nce  the  e n t i t y  system was implemented. Fur thermore,  DHS 

s t a f f  respons ib le  f o r  m o n i t o r i n g  have no t  rece ived c l e a r  d i r e c t i o n  from 

management. 

Inadequate a t t e n t i o n  - Accord ing t o  the OCBHS A d m i n i s t r a t o r ,  the 

mon i t o r i ng  o f  e n t i t y  c o n t r a c t s  has no t  rzce ived  adequate a t t e n t i o n .  The 

Adm in i s t r a to r  a t t r i b u t e s  the l ack  o f  a t t e n t i o n  t o  OCBHS management's 

f a i l u r e  t o  ensure s t a f f  were p r o p e r l y  m o n i t o r i n g  e n t i t y  performance and 

s e r v i c e  d e l i v e r y .  I n  a d d i t i o n ,  s t a f f  t ime has been devoted t o  rev iew ing  

f i n a n c i a l  r e p o r t i n g  o f  the  a d m i n i s t r a t i v e  e n t i t i e s  and t o  numerous 

c o n t r a c t  amendments r e s u l t i n g  from a d d i t i o n a l  fund ing and the c r e a t i o n  o f  

new se r v  i ces . ( 1 )  

Neglect  o f  program standards and p o l i c i e s  used f o r  m o n i t o r i n g  i s  f u r t h e r  

i n d i c a t i o n  o f  m o n i t o r i n g ' s  low p r i o r  i t y .  The Program Approval Standards 

c o n t a i n  c r i t e r i a  aga ins t  which DHS i s  t o  mon i to r  any behav io ra l  h e a l t h  

se r v i ce  p rov i de r  t h a t  c o n t r a c t s  o r  subcon t rac ts  w i t h  DHS. The standards 

have been used as a  major moni t o r  i n g  t o o l  and address severa l  impor tant  

program areas i n c l u d i n g  p l ann ing  f o r  s e r v i c e  needs, personnel  management, 

f a c i l i t y  environment,  c o n f i d e n t i a l i t y  o f  records ,  and program 

( ) Accord ing t o  t h e  OCBHS Admini s t r a t o r ,  beg inn ing  i n  f i s c a l  year  1989-90, t h e  

m o n i t o r i n g  o f  e n t i t y  f i n a n c i a l  r e p o r t i n g  w i l l  no l o n g e r  be t h e  r e s p o n s i b i l i t y  o f  

program s t a f f .  I n s t e a d ,  t h e  deputy  a d m i n i s t r a t o r  and h e r  s t a f f  w i l l  have t h i s  

responsi  b i  1 i t y  . 



e v a l u a t i o n .  However, t he  s tandards were o r i g i n a l l y  d r a f t e d  by DHS over 

10 years  ago and have never been updated. They were f i r s t  used t o  

eva lua te  the performance o f  the p r o v i d e r  agenc ies.  However, s i nce  the 

i n t r o d u c t i o n  o f  t he  a d m i n i s t r a t i v e  e n t i t y ,  system, DHS con t inues  t o  use 

the same standards.  The re fo re ,  i t  i s  no t  c l e a r  whether DHS shou ld  apply 

the s tandards t o  the  a d m i n i s t r a t i v e  e n t i t i e s  o r  t o  the p rov i de r  

agenc ies.  Some s e c t i o n s  would p robab ly  be more app rop r i a t e  as l i c e n s i n g  

s tandards.  For example, the  s tandards r e q u i r e  t h a t  the d i n i n g  area be 

" l i g h t ,  a i r y ,  and s u i t a b l y  decora ted , "  windows have proper  sc reen ing ,  the 

f a c i l i t y  be f r e e  o f  i n s e c t s  and roden ts ,  and burned out l i g h t  bu lbs  be 

f i x e d  o r  rep laced.  Whi le  DHS has i n i t i a t e d  r e v i s i o n s  t o  the s tandards,  

the r e v i s i o n s  w i l l  be r e l a t i v e l y  m ino r .  

The P o l i c i e s  and Procedures Manual used by OCBHS i s  a l s o  ou tda ted .  The 

manual p rov ides  g u i d e l i n e s  t o  be used by OCBHS i n  adm in i s t e r i ng  

behav io ra l  h e a l t h  c o n t r a c t s .  The p o l i c i e s  range from methods t o  be used 

i n  r e c e i v i n g  c o n t r a c t  p roposa ls  t o  g u i d e l i n e s  t o  be used i n  con t rac t  

n e g o t i a t i o n ,  p r e p a r a t i o n ,  and p rocess ing .  Severa l  p o l i c i e s  address 

c o n t r a c t  m o n i t o r i n g  and e v a l u a t i o n .  Same, l i k e  the  v e r i f i c a t i o n  o f  

se r v i ces  p o l i c y ,  have no t  been updated s ince  1985 when the a d m i n i s t r a t i v e  

e n t i t y  system was developed and, t h e r e f o r e ,  address OCBHS' a d m i n i s t r a t i o n  

o f  p r o v i d e r  agencies r a t h e r  than a d m i n i s t r a t i o n  o f  the a d m i n i s t r a t i v e  

e n t i t i e s .  

Staff lack clear direction - Whi le present  DHS management has 

es tab l i shed  m o n i t o r i n g  as a  p r i o r i t y ,  more d i r e c t i o n  needs t o  be g iven  t o  

s t a f f  on the procedures t o  be used. For example, program rep resen ta t i ves  

use d i f f e r e n t  s tandards i n  m o n i t o r i n g  the  a d m i n i s t r a t i v e  e n t i t i e s .  One 

program rep resen ta t i ve  s a i d  he always uses the P o l i c i e s  and Procedures 

Manual as a  gu ide .  I n  c o n t r a s t ,  severa l  o ther  program rep resen ta t i ves  

s t a t e d  they were no t  sure t o  what degree the manual i s  t o  be used. One 

rep resen ta t i ve  c la imed a  documents mon i t o r i ng  r e p o r t  i s  used w ide l y  bu t  

none o f  the o ther  r e p r e s e n t a t i v e s  s t a t e d  they use i t .  Because o f  t h i s  

con fus ion ,  program rep resen ta t i ves  agreed t h a t  the re  i s  l i t t  l e  

cons is tency i n  the methodology used i n  m o n i t o r i n g  o r  r epo r t  w r i t i n g .  

S t a f f  members s a i d  they had rece ived  very  l i t t l e  d i r e c t i o n  s i n c e  November 

1988 when they rece ived  a  b r i e f ,  two-page memorandum l i s t i n g  t h e i r  job 



d u t i e s .  However, the  memo does no t  c o n t a i n  s p e c i f i c  d e t a i l s  on how 

m o n i t o r i n g  should be performed by the s t a f f .  S t a f f  members s a i d  few 

s t a f f  meet ings a r e  h e l d ,  and l i t t l e  communication i s  r ece i ved  regard ing  

how they should complete t h e i r  d u t i e s .  One s t a f f  member s t a t e d  t h a t  an 

"underground" communication network had developed among program 

m o n i t o r i n g  s t a f f  t o  share i n f o r m a t i o n  and develop a  common d i r e c t i o n .  

RECOWENDATIONS 

1 .  DHS' annual s i t e  v i s i t s  and r e p o r t s  should :  

a Focus on c o n t r a c t  requ i rements ;  

a Be more comprehensive, un i f o rm ,  and t i m e l y ;  

a Inc lude  fo l low-up  v i s i t s  t o  determine whether recommended 

changes have been implemented. 

2 .  DHS should conduct a  g rea te r  number o f  s e r v i c e  v e r i f i c a t i o n  rev iews.  

These reviews shou ld  a l s o  be more thorough. 

3 .  DHS should immediately f o l l o w  up on a l l e g a t i o n s  o f  agency misconduct 

and should p r o v i d e  t o  the a d m i n i s t r a t i v e  e n t i t i e s  w r i t t e n  r e p o r t s  o f  

i t s  f i n d i n g s .  S i t e  v i s i t s  should  be used t o  determine whether 

a d m i n i s t r a t i v e  e n t i t i e s  have c o r r e c t e d  the problem. 

4 .  DHS management should  make m o n i t o r i n g  o f  a d m i n i s t r a t i v e  e n t i t y  

performance a  p r i o r i t y  and should  p rov i de  c l e a r  d i r e c t i o n  t o  s t a f f  as 

to  how m o n i t o r i n g  i s  t o  be accompl ished. 

5 .  The OCBHS Program Approval Standards,  and P o l i c i e s  and Procedures 

Manual should be updated i n  o rder  t o  be used as e f f e c t i v e  m o n i t o r i n g  

dev ices o f  a d m i n i s t r a t i v e  e n t i t i e s .  



FINDING I l l  

CHANGES IN CONTRACTS COULD RESULT IN IMPROVED SERVICES 

Changes i n  the manner and form o f  c o n t r a c t i n g  between DHS and the 

a d m i n i s t r a t i v e  e n t i t i e s  cou ld  r e s u l t  i n  improved behav io ra l  h e a l t h  

s e r v i c e s .  Con t rac t i ng  methods used by Colorado cou ld  address 

shortcomings i n  DHS c o n t r a c t s  i n v o l v i n g  the p r o v i s i o n  and q u a l i t y  o f  

s e r v i c e s .  

Colorado has developed a  p rog ress i ve  c o n t r a c t i n g  system t o  purchase 

mental  h e a l t h  se r v i ces  from p r o v i d e r s  and i s  cons idered a  n a t i o n a l  leader 

i n  t h i s  area.  Th i s  system, r e f e r r e d  t o  as performance c o n t r a c t i n g ,  

e s t a b l i s h e s  t a rge t  popu la t i ons  t o  be served by p r o v i d e r s  and incorpora tes  

p r o v i s i o n s  t o  ensure performance as w e l l  as q u a l i t y  o f  se r v i ces  

p rov i ded .  Because o f  the system's  unique approach, as w e l l  as i t s  

repor ted  adap ta t ion  by severa l  o t he r  s t a t e  mental h e a l t h  a u t h o r i t i e s ,  

Aud i t o r  General s t a f f  v i s i t e d  the Colorado Department o f  I n s t i t u t i o n s ,  

D i v i s i o n  o f  Mental Hea l t h ,  t o  o b t a i n  a  f i r s t h a n d  pe rspec t i ve  on the 

performance con t rac t  system and i t s  p o t e n t i a l  b e n e f i t s  t o  Ar i zona .  

Con t rac tua l  Problems I n v o l v i n g  
t he  P r o v i s i o n  and Q u a l i t y  
o f  Serv ices  

DHS' c o n t r a c t s  w i t h  the  a d m i n i s t r a t i v e  e n t i t i e s  f a i l  t o  d i r e c t  se r v i ces  

t o  s p e c i f i c  popu la t i ons  and lack necessary p r o v i s i o n s  t o  ensure the 

qua1 i t y  o f  se r v i ces  p rov i ded .  E n t i t y  c o n t r a c t s  con ta i n  few s p e c i f i c  

d e f i n i t i o n s  o f  who i s  t o  rece ive  s e r v i c e s .  Furthermore, the c o n t r a c t s  do 

no t  con ta i n  p r o v i s i o n s  a l l o w i n g  the assessment o f  p e n a l t i e s  f o r  

nonperformance. F i n a l l y ,  the c o n t r a c t s  do no t  con ta i n  s p e c i f i c  

requirements f o r  a d m i n i s t r a t i v e  e n t i t i e s  t o  conduct q u a l i t y  assurance o f  

s e r v i c e s .  

Few d e f i n i t i o n s  o f  who i s  t o  r ece i ve  s e r v i c e s  - E n t i t y  c o n t r a c t s  

c o n t a i n  few s p e c i f i c  d e f i n i t i o n s  o f  who i s  t o  rece ive  behav io ra l  h e a l t h  

se r v i ces .  Without c o n t r a c t u a l l y  de f i ned  popu la t i ons  t o  be served, the 

a d m i n i s t r a t i v e  e n t i t i e s  determine who w i l l  r ece ive  a v a i l a b l e  s e r v i c e s .  



However, because DHS bases c o n t r a c t  comp l i ance on un i  t s  o f  se rv  i ce 

p r o v i d e d ,  t h e  a d m i n i s t r a t i v e  e n t i t i e s  may no t  be p r o v i d i n g  s e r v i c e s  t o  

those most i n  need. I n  c o n t r a s t ,  Colorado c o n t r a c t u a l l y  e s t a b l i s h e s  

t a r g e t  p o p u l a t i o n s  t~ be served by p r o v i d e r s .  

Those r e c e i v i n g  most c o n t r a c t e d  s e r v i c e s  a r e  not  d e f i n e d  s p e c i f i c a l l y .  

For f i s c a l  year  1989-90, DHS c o n t r a c t e d  w i t h  the  a d m i n i s t r a t i v e  e n t i t i e s  

t o  p r o v i d e  a  p a r t i c u l a r  number o f  u n i t s  o f  s e r v i c e  a t  a  s p e c i f i c  p r i c e  

per  u n i t  f o r  severa l  b e h a v i o r a l  h e a l t h  programs, i n c l u d i n g  d rug ,  a l c o h o l ,  

and mental  h e a l t h ,  as w e l l  as s e r v i c e s  t o  the  c h r o n i c a l l y  m e n t a l l y  i l l  

(CMI) and t o  s e r i o u s l y  e m o t i o n a l l y  d i s t u r b e d  c h i l d r e n  (SEDC). However, 

w h i l e  a  s t a t u t o r y  d e f i n i t i o n  f o r  s e r v i c e s  t o  CMls e x i s t s ,  DHS has n o t  

d e f i n e d  who should  r e c e i v e  s e r v i c e s  from the o t h e r  b e h a v i o r a l  h e a l t h  

programs. Cur ren t  c o n t r a c t  language i n d i c a t e s  o n l y  t h a t  those 

i n d i v i d u a l s  who a r e  a t  r i s k  o f  o r  s u f f e r i n g  from a  p a r t i c u l a r  b e h a v i o r a l  

h e a l t h  d i s o r d e r  can be se rved .  Fur thermore,  c l i e n t  i n t a k e  c r i t e r i a  

b r o a d l y  d e f i n e s  s e r v i c e a b l e  problems!2' 

S ince p o p u l a t i o n s  t o  be served a r e  no t  d e f i n e d  i n  the e n t i t y  c o n t r a c t s ,  

the  a d m i n i s t r a t i v e  e n t i t i e s  determine who w i l l  r e c e i v e  a v a i l a b l e  

s e r v i c e s .  T h i s  can, i n  t u r n ,  r e s u l t  i n  two problems. F i r s t ,  s e r v i c e s  

may be d i r e c t e d  t o  those who p resen t  themselves f o r  t reatment  r a t h e r  than 

those w i t h  the  g r e a t e s t  need f o r  s e r v i c e s .  As such, the  " w o r r i e d  w e l l "  

may be r e c e i v i n g  s e r v i c e s  r a t h e r  than those i n d i v i d u a l s  s u f f e r i n g  from 

more s e r i o u s  mental  i l l n e s s e s .  Second, accord ing  t o  severa l  e n t i t y  and 

DHS o f f i c i a l s ,  t h i s  system r e s u l t s  i n  the u n i t s  o f  s e r v i c e  d r i v i n g  the 

p r o v i s i o n  o f  s e r v i c e s  r a t h e r  than a  t a r g e t e d  p o p u l a t i o n .  For example, i f  

an e n t i t y  has an abundance o f  u n i t s  o f  a p a r t i c u l a r  s e r v i c e  ( e . g .  a l c o h o l  

( 1 )  Ch ron i c  menta l  i l l n e s s  i s  d e f i n e d  by A.R.S 536-550 and must be documented by t h e  

Check1 i s t  f o r  Ch ron ic  Mental  I l l n e s s  D e t e r m i n a t i o n .  

( 2 )  C l i e n t  i n t a k e  c r i t e r i a .  as d e f i n e d  i n  t h e  DHS B e h a v i o r a l  H e a l t h  Management 
I n f o r m a t i o n  System (BHMIS) c l  i e n t  assessment form, broad1 y  d e f i n e s  s e r v i c e a b l e  

problems t o  i n c l u d e  such fac t .ors  as a n x i e t y ,  s t r e s s  o r  t e n s i o n ,  dep ress ion  o r  mood 
d i s o r d e r ,  t hough t  d i s o r d e r ,  m e d i c a l  o r  p h y s i c a l  prob lems,  m a r i t a l  o r  f a m i l y  

problem, s o c i a l  o r  i n t e r p e r s o n a l  prob lem,  r o l e  per formance ( i  . e .  j o b ,  s c h o o l ,  

homemaker), i nvo l vemen t  w i t h  c r i m i n a l  j u s t i c e  system, and o t h e r  s i g n i f i c a n t  

prob lems.  



t r e a t m e n t ) ,  i t  may d i r e c t  i t s  e f f o r t s  t o  f i  l  I  i n g  those u n i t s  t o  a v o i d  

l o s i n g  payments. However, these s e r v i c e s  may n o t  be the s e r v i c e s  the 

e n t i t y  most needs t o  p r o v i d e ! "  

Rather  than bas ing  s u c c e s s f u l  performance on the comp le t ion  o f  agreed 

upon u n i t s  o f  s e r v i c e ,  the  Colorado performance c o n t r a c t  t a r g e t s  

p a r t i c u l a r  p o p u l a t i o n s  f o r  wh ich s e r v i c e  p r o v i d e r s  c o n t r a c t u a l l y  agree t o  

p r o v i d e  t r e a t m e n t .  For  f i s c a l  year  1989-90, the  Colorado t a r g e t  

p o p u l a t i o n  i s  comprised o f  the most s e r i o u s l y  m e n t a l l y  i l l ,  c h i l d r e n ,  

e l d e r l y ,  and m i n o r i t i e s ,  w i t h  s p e c i f i c  d e f i n i t i o n s  f o r  each. U n l i k e  the  

A r i z o n a  system, s e r v i c e  p r o v i s i o n  and c o n t r a c t  compl iance i s  based on who 

i s  se rved ,  r a t h e r  than on how many u n i t s  o f  s e r v i c e  a r e  p r o v i d e d .  For 

example, w h i l e  A r i z o n a  m i g h t  purchase 100 u n i t s  o f  CMI r e s i d e n t i a l  ca re  

f rom an e n t i t y  and a l l o w  t h e  e n t i t y  t o  de te rm ine  how many CMls shou ld  

r e c e i v e  the  s e r v i c e s ,  Co lorado would e s t a b l i s h  the  minimum number o f  CMls 

t o  r e c e i v e  s e r v i c e s  f rom a  p r o v i d e r  and a l l o w  the  p r o v i d e r  t o  de te rm ine  

the  a p p r o p r i a t e  mix o f  s e r v i c e s  t o  meet each c l i e n t ' s  needs. 

E s t a b l i s h i n g  the t a r g e t  p o p u l a t i o n  ensures t h a t  the  s t a t e ,  r a t h e r  than 

the  p r o v i d e r s ,  de te rm ines  who w i l l  r e c e i v e  s e r v i c e s  w h i l e  a l l o w i n g  the  

p r o v i d e r s  t o  determine the  types o f  s e r v i c e s  needed. Accord ing  t o  

Colorado o f f i c i a l s ,  t h i s  r e q u i r e s  ou t reach  by s e r v i c e  p r o v i d e r s  t o  ensure 

t h a t  t a r g e t e d  p o p u l a t i o n s  a r e  served,  no t  j u s t  those persons who p resen t  

themselves f o r  s e r v i c e .  F i n a l l y ,  Colorado pays p r o v i d e r s  mon th ly  based 

on t h e  u n i t s  o f  s e r v i c e  p r o v i d e d .  

P e n a l t i e s  for  nonperformance - E n t i t y  c o n t r a c t s  do n o t  c o n t a i n  

p r o v i s i o n s  e s t a b l i s h i n g  p e n a l t i e s  f o r  f a i l u r e  t o  pe r fo rm.  Under c u r r e n t  

c o n t r a c t  language, i f  an e n t i t y  does no t  produce a t  l e a s t  80 p e r c e n t  o f  

the  agreed upon u n i t s  o f  s e r v i c e  f o r  the CMI and menta l  h e a l t h  programs, 

a l l  t h a t  i s  r e q u i r e d  i s  a  payback o f  advanced monies t h a t  exceed the  

amount o f  u n i t s  produced. ' * '  Whi le  DHS a l l o w s  and pays f o r  up t o  

( 1  DHS1 procedure o f  p a y i n g  f o r  t h e  u n i t s  o f  s e r v i c e  i n  advance may c r e a t e  a d d i t i o n a l  

p ressure  f o r  t h e  a d m i n i s t r a t i v e  e n t i t i e s  t o  p r o v i d e  s e r v i c e  r e g a r d l e s s  o f  need i n  

o rder  t o  avo id  p a y i n g  back monies t h a t  may have been spent  a l r e a d y .  

( * )  A1 though t h e  C M I  and mental  h e a l t h  programs rep resen t  a  m a j o r i t y  o f  b e h a v i o r a l  

h e a l t h  funding,  c o n t r a c t  p r o v i s i o n s  f o r  o t h e r  b e h a v i o r a l  h e a l t h  programs, i n c l u d i n g  

drug, a1 coho1 , and c h i  l d r e n l s  t rea tment  and p r e v e n t i o n ,  requ i  r e  a d m i n i s t r a t i v e  

e n t i t i e s  t o  pay back monies i n  t h e  event 100 pe rcen t  o f  the  agreed upon u n i t s  o f  

s e r v i c e  a re  n o t  produced. 
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20 pe rcen t  nonperformance, t h e r e  i s  no p e n a l t y  f o r  those a d m i n i s t r a t i v e  

e n t i t i e s  t h a t  exceed t h i s  p r o v i s i o n .  

Under terms o f  t h e  Colorado performance c o n t r a c t  , pena l  t i  es a r e  assessed 

i f  p r o v i d e r s  do n o t  se rve  a t  l e a s t  93 pe rcen t  o f  the  agreed upon t a r g e t  

p o p u l a t i o n .  U n l i k e  A r i z o n a ,  these p e n a l t i e s  a r e  n o t  mere ly  s imple  

paybacks f o r  s e r v i c e s  n o t  p r o v i d e d ,  b u t  r a t h e r  a c t u a l  p e n a l t i e s  based on 

the number o f  c l i e n t s  n o t  served and then s u b t r a c t e d  f rom the f o l l o w i n g  

y e a r ' s  c o n t r a c t .  "' However, t o  ensure t h a t  p r o v i d e r s  a r e  no t  

p e n a l i z e d  due t o  c i r cumstances  o u t s i d e  o f  t h e i r  c o n t r o l ,  t he  c o n t r a c t  

a l l o w s  the p r o v i d e r s  two o p p o r t u n i t i e s  d u r i n g  the  term o f  t h e  c o n t r a c t  t o  

r e n e g o t i a t e  the number o f  c l i e n t s  t o  be served.  

The Colorado c o n t r a c t  a l s o  i n c l u d e s  s p e c i f i c  p e n a l t y  p r o v i s i o n s  ($5,000) 

i n  t h e  event a  p r o v i d e r  does n o t  submit  t i m e l y  f i n a n c i a l  r e p o r t s .  ( 2 )  

Ar izona  c o n t r a c t s  do n o t  c o n t a i n  p e n a l t y  p r o v i s i o n s  f o r  u n t i m e l y  

f i n a n c i a l  r e p o r t i n g .  

Requirements for  q u a l i t y  assurance - Cur ren t  c o n t r a c t s  do n o t  c o n t a i n  

p r o v i s i o n s  r e q u i r i n g  the  a d m i n i s t r a t i v e  e n t i t i e s  t o  conduct  q u a l i t y  

assurance.  Q u a l i t y  assurance programs a r e  used th roughou t  h e a l t h c a r e  

systems t o  ensure t h a t :  

a p a t i e n t s  r e c e i v e  q u a l i t y  s e r v i c e s ,  

a p a t i e n t s  r e c e i v e  a p p r o p r i a t e  s e r v i c e s ,  and 

a c e r t a i n  t ypes  o f  s e r v i c e s  a r e  n o t  ove r -  o r  u n d e r u t i l i z e d .  

I n  an accep tab le  q u a l i t y  assurance program, the a p p r o p r i a t e n e s s  o f  

p a t i e n t  ca re  and c l i n i c a l  performance a r e  mon i to red  and e v a l u a t e d  through 

( 1  The p e n a l t y  i s  determined by e s t a b l  i sh i  ng t h e  p r o v i d e r s  c o s t  p e r  c l  i e n t  served t h a t  

year ( t o t a l  program c o s t s  d i v i d e d  by number o f  c l i e n t s  served)  and m u l t i p l y i n g  t h i s  

sy  t h e  number o f  c l i e n t s  n o t  p rov ided  s e r v i c e .  
( 2 )  The $5,000 i s  r e t u r n e d  t o  t h e  p r o v i d e r  i f  t h e  r e p o r t  i s  r e c e i v e d  w i t h i n  30 days. 

I f  t h e  r e p o r t  i s  between 30 and 60 days l a t e ,  h a l f  o f  t h e  p e n a l t y  i s  re tu rned .  

However, i f  t h e  r e p o r t  i s  more than 60 days l a t e ,  the  e n t i r e  $5,000 i s  w i t h h e l d .  



an ongoing review o f  p a t i e n t  records ,  o b s e r v a t i o n s  o f  p a t i e n t  c a r e ,  and a  

review o f  s p e c i a l  t r e a t m e n t s ,  m e d i c a t i o n s ,  and i n c i d e n t s  i n v o l v i n g  

p a t i e n t s .  

Accord ing t o  an o f f i c i a l  w i t h  the J o i n t  Commission on A c c r e d i t a t i o n  o f  

Heal t h c a r e  O r g a n i z a t i o n s  (JCAHO) , qua1 i  t y  assurance programs a r e  

e s s e n t i a l  f o r  q u a l i t y  h e a l t h c a r e  because they r e q u i r e  p r o v i d e r s  t o  openly  

d i s p l a y  t h e i r  a c c o u n t a b i l i t y  t o  those p a r t i e s  i n t e r e s t e d  i n  t h e i r  

performance ( i . e ,  c l i e n t s ,  c l i e n t s '  f a m i l i e s ,  and fund ing  o r g a n i z a t i o n s ) .  

Q u a l i t y  assurance i s  p a r t i c u l a r l y  impor tant  g i v e n  A r i z o n a ' s  system o f  

d e l i v e r i n g  s e r v i c e s  through c o n t r a c t s .  I n  t h i s  system, the c o n t r a c t o r s  

determine who w i l l  r e c e i v e  s e r v i c e ,  the  type o f  s e r v i c e  t h a t  w i l l  be 

p r o v i d e d ,  and the amount o f  s e r v i c e .  Lack ing d i r e c t  c o n t r o l  over  these 

key d e c i s i o n s ,  the  S t a t e  needs a  means o f  e n s u r i n g  t h a t  i t s  funds a r e  

be ing  used a p p r o p r i a t e l y .  Thus, q u a l i t y  assurance programs can p e r f o r m  a  

dual  f u n c t i o n :  they can p r o t e c t  the i n t e r e s t s  o f  b o t h  the  p a t i e n t s  and 

the  S t a t e .  

Whi le q u a l i t y  assurance i s  c l e a r l y  impor tant  and needed, the FY 1989-90 

DHS c o n t r a c t  w i t h  the  a d m i n i s t r a t i v e  e n t i t i e s  does n o t  c o n t a i n  s p e c i f i c  

language r e q u i r i n g  the  a d m i n i s t r a t i v e  e n t i t i e s  t o  m a i n t a i n  q u a l i t y  

assurance programs. Fur thermore,  DHS o f f i c i a l s  a r e  a p p a r e n t l y  aware o f  

the importance o f  q u a l i t y  assurance s i n c e  an i n t e r n a l  p o l i c y  and 

procedure t o  m o n i t o r  e n t i t y  q u a l i t y  assurance programs e x i s t s ,  a l t h o u g h  

the re  i s  no c o n t r a c t u a l  p r o v i s i o n  upon which t o  base i t s  enforcement .  

Again,  u n l i k e  Ar i zona ,  t h e  Colorado c o n t r a c t s  r e q u i r e  each p r o v i d e r  t o  

develop and m a i n t a i n  a  qua1 i t y  assurance program i n  o rder  t o  ensure h i g h  

q u a l i t y  p a t i e n t  ca re .  Colorado has f o r m a l i z e d  t h i s  requirement through 

an a d m i n i s t r a t i v e  r u l e  and r e g u l a t i o n ,  and f u r t h e r  c l a r i f i e d  the  

requirement by  e s t a b l i s h i n g  c l i n i c a l  g u i d e l i n e s  f o r  the p r o v i d e r s  t o  

f o l l o w .  The c l i n i c a l  g u i d e l i n e s  inc lude  s teps needed t o  pe r fo rm q u a l i t y  

o f  t reatment  as w e l l  as s e r v i c e  u t i l i z a t i o n  rev iews .  Fur the rmore ,  the  

g u i d e l i n e s  s p e c i f y  the f requency o f  rev iews,  the  number o r  percentage o f  



cases t o  be reviewed, c r i t e r i a  f o r  i d e n t i f y i n g  unnecessary o r  

i napp rop r i a t e  u t i l i z a t i o n ,  and procedures f o r  implementing c o r r e c t i v e  

a c t i o n .  

The Department o f  H e a l t h  Serv ices  should  eva lua te  the  performance 

c o n t r a c t  system as developed by Colorado and cons ider  adop t ing  those 

p r o v i s i o n s  dea l i ng  w i t h  the development o f  s e r v i c e  p r o v i s i o n  t o  t a rge ted  

popu l a t  i ons ,  assessment o f  penal t i e s  f o r  nonperformance, and qua1 i t y  

assurance. 



FINDING I V  

DHS COULD IMPROVE ITS  METHODS OF ALLOCATING FUNDS BY 

BASING FUNDING MORE ON NEEDS ASSESSMENTS 

DHS should cons ider  a l l o c a t i n g  funds f o r  behav io ra l  h e a l t h  se r v i ces  based 

more on needs i n  o rder  t o  t a r g e t  l i m i t e d  resources t o  those who most need 

serv ices .  C u r r e n t l y ,  DHS' focus i s  on ach iev i ng  fund ing  e q u i t y  based on 

popu la t ion .  However, t h i s  focus f a i l s  t o  recognize d i f f e r e n c e s  i n  the  

p a r t i c u l a r  behav io ra l  h e a l t h  needs o f  each geographic area i n  the S t a t e  

and address these needs through fund ing .  

As mental h e a l t h  fund ing has increased i n  the S t a t e ,  DHS has i n c r e a s i n g l y  

used per c a p i t a  formulas t o  a l l o c a t e  the  funds. DHS' goal  i s  t o  reduce 

the d i s p a r i t i e s  i n  fund ing which o r i g i n a t e d  when the a d m i n i s t r a t i v e  

e e n t i t y  system was developed. DHS uses two funding models,  bo th  o f  which 
a re  s t r o n g l y  based on a  per c a p i t a  fo rmu la ,  t o  d i s t r i b u t e  new funds. 

I n i t i a l  funding d i s t r i b u t i o n  - The i n i t i a l  d i s t r i b u t i o n  o f  fund ing  t o  

the a d m i n i s t r a t i v e  e n t i t i e s  c rea ted  a  pe rcep t i on  o f  fund ing  d i s p a r i t y .  

According t o  DHS o f f i c i a l s ,  when the a d m i n i s t r a t i v e  e n t i t y  system was 

es tab l i shed  i n  1985, i n i t i a l  fund ing  t o  the  a d m i n i s t r a t i v e  e n t i  t i e s  was 

determined based upon how much fund ing  had been p rov i ded  i n  the p rev i ous  

year t o  the d i r e c t  se r v i ce  p r o v i d e r s  loca ted  w i t h i n  each o f  the newly 

created a d m i n i s t r a t i v e  e n t i t i e s '  geographic area.  Under t h i s  p l a n ,  f o r  

f i s c a l  year 1985-86, those a d m i n i s t r a t i v e  e n t i t i e s  w i t h  numerous 

p rov iders  rece ived a  la rge  share o f  the fund ing,  whi l e  those areas w i t h  

few es tab l i shed  p rov i de rs  rece ived  I i  t t  l e  fund ing ,  regard less  o f  the  

popu la t ion  served by each e n t i t y .  " '  Th is  r e s u l t e d  i n  the p e r c e p t i o n  

( ' 1  Accord ing t o  DHS o f f i c i a l s ,  t h e  d e c i s i o n  t o  d i s t r i b u t e  i n i t i a l  f u n d i n g  i n  t h i s  

manner was a  d e t e r m i n a t i o n  t h a t  r e d i s t r i b u t i o n  o f  fund ing  based on need would 

r e s u l t  i n  reduced fund ing  t o  e x i s t i n g  programs and hence cutbacks i n  s e r v i c e  t o  

those a l r e a d y  r e c e i v i n g  s e r v i c e s .  Converse ly ,  i t  was e a s i e r  t o  deny f u n d i n g  t o  
l e s s  developed a d m i n i s t r a t i v e  e n t i  t i e s  who d i d  n o t  have c l i e n t s  a l r e a d y  r e c e i v i n g  

DHS funded s e r v i c e s ,  regard less  o f  t h e  need f o r  such s e r v i c e s .  



t h a t  d i s p a r i t y  e x i s t s  between the  a d m i n i s t r a t i v e  e n t i t i e s  s i n c e  some 

r e c e i v e d  s i g n i f i c a n t l y  more fund ing  per c a p i t a  than  o t h e r s .  Tab le  1  

compares the  o r i g i n a l  d i s t r i b u t i o n  o f  fund ing  among t h e  a d m i n i s t r a t i v e  

e n t i t i e s  and the d i s t r i b u t i o n  as o f  t h i s  f i s c a l  year .  The t a b l e  r e v e a l s  

t h a t  s i g n i f i c a n t  per  c a p i t a  fund ing  d i s p a r i t i e s  c o n t i n u e  t o  e x i s t  ( e . g . ,  

CODAMA ve r  sus EVBHA ) . 

TABLE 1 

COMPARISON OF TOTAL BEHAVIORAL HEALTH FUNDING 
FISCAL YEAR 1985-86 AND FISCAL YEAR 1989-90 

Percentage Percentage Percentage 
of State FY 1985-86 of Total FY 1989-90 o f  Total 

Ent i ty  Population(a) Fund i ng Fund i ng Fund i ng Fund i ng 

ADAPT 19.0  
BH AC A 2 .4  
BHS 3.0 
CCN 27.1 
CODAMA 14 .4  
EVBHA 15.9 
NACGC 9.2 
SEABHS 4.7 
IMBHA/Direct 
C o n t r a c t o r s  1 . 9  

I n d i a n  Res. 2 .4  
0  the  r  

C o n t r a c t o r s  
TOTAL l!lQAQQ 

( a )  Popu la t ion  f i g u r e s  a r e  based o n  1986 es t ima tes  f rom t h e  A r i z o n a  Department o f  

Economic S e c u r i t y  and a r e  f i g u r e s  c u r r e n t l y  used by DHS i n  i t s  f u n d i n g  
d i s t r i b u t i o n  models. 

Source:  Aud i to r  General a n a l y s i s  o f  DHS D i r e c t o r  Approved Funding f o r  
F i s c a l  Years 1985-86 through 1989-90 ob ta ined  from DHS Budget 
O f f i c e .  

Per capita funding equity - To address the per c a p i t a  fund ing  d i s p a r i t y  

between a d m i n i s t r a t i v e  e n t i  t i e s ,  DHS u t i  l i z e s  two d i f f e r e n t  models t o  

d i s t r i b u t e  new b e h a v i o r a l  h e a l t h  fund ing .  These models a r e  des igned t o  

g r a d u a l l y  equa l i ze  per c a p i t a  fund ing  among the  a d m i n i s t r a t i v e  e n t i t i e s .  

For the d i s t r i b u t i o n  o f  new monies f o r  d rug ,  a l c o h o l ,  and genera l  mental  

h e a l t h  programs, DHS uses a  fund ing  formula  developed i n  1988. T h i s  
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formula d i s t r i b u t e s  a l l  new monies by program p l u s  an equal  amount o f  the 

p r i o r  year fund ing  t o  t h e  a d m i n i s t r a t i v e  e n t i t i e s  as f o l l o w s :  

r F i f t y  pe rcen t  t o  be d i s t r i b u t e d  based on each a d m i n i s t r a t i v e  
e n t i t i e s '  p o p u l a t i o n  

r F o r t y  pe rcen t  t o  be d i s t r i b u t e d  based on each a d m i n i s t r a t i v e  
e n t i t i e s '  p o p u l a t i o n  l i v i n g  i n  p o v e r t y  (as  de te rm ined  by t h r e e  
pover ty  i n d i c a t o r s )  

a Ten percent  t o  be d i s t r i b u t e d  based on each a d m i n i s t r a t i v e  e n t i t i e s '  
p o p u l a t i o n  which i s  cons idered y o u t h  (ages 5-17) and e l d e r l y  (age 65 
and over )  

The second method used by DHS t o  d i s t r i b u t e  new b e h a v i o r a l  h e a l t h  fund ing 

i s  the Comprehensive Mental  H e a l t h  P l a n ,  completed by DHS i n  January 

1989. I n  t h e  p l a n ,  DHS e s t i m a t e d  the  t o t a l  number o f  c h r o n i c a l l y  

mental l y  i l l and s e r i o u s l y  emot iona l  l y  d i s t u r b e d  c h i  l d r e n  f o r  t h e  e n t i  r e  

S t a t e ,  and then d i v i d e d  t h i s  t o t a l  i n t o  the 15 c o u n t i e s  based upon each 

c o u n t i e s '  percentage o f  the t o t a l  p o p u l a t i o n . " '  Accord ing  t o  the  

O f f i c e  o f  Community Behav io ra l  H e a l t h  S e r v i c e s '  A d m i n i s t r a t o r ,  a l l  new 

s t a t e  monies a p p r o p r i a t e d  f o r  f i s c a l  year 1989-90 t o  CMI and C h i l d r e n ' s  

Treatment and P r e v e n t i o n  programs were d i s t r i b u t e d  u s i n g  the  p l a n .  

Bo th  methods used t o  d i s t r i b u t e  new fund ing a r e  p r i m a r i  l y  in tended t o  

achieve equal per c a p i t a  fund ing between the a d m i n i s t r a t i v e  e n t i t i e s .  

Al though the fo rmu la  f o r  drug,  a l c o h o l ,  and genera l  menta l  h e a l t h  fund ing  

incorpora tes  s o c i a l  i n d i c a t o r s  o f  need ( p o v e r t y  and age) ,  f i f t y  percent  

o f  the formula  i s  based on p o p u l a t i o n .  F u r t h e r ,  most o f  the  t o t a l  new 

fund ing i s  d i s t r i b u t e d  based on p o p u l a t i o n .  For example, w i t h  the  

except ion o f  some " a d m i n i s t r a t i v e  ad jus tments , "  i n  f i s c a l  year  1989-90, 

approx imate ly  $12.6 m i l l i o n  o f  t h e  n e a r l y  $16.7 m i l l i o n  i n  new genera l  

fund monies t o  b e h a v i o r a l  h e a l t h  was d i s t r i b u t e d  u s i n g  per  c a p i t a  

formulas.  ( 2 '  Accord ing t o  DHS o f f i c i a l s ,  the goa l  beh ind  the new 

fund ing d i s t r i b u t i o n  method i s  t o  reach p a r i t y ,  whereby each e n t i t y ' s  

fund ing i s  commensurate w i t h  i t s  percentage o f  the  S t a t e ' s  p o p u l a t i o n .  

( 1 )  F o r  example, because 19 pe rcen t  o f  t h e  S t a t e ' s  p o p u l a t i o n  r e s i d e s  i n  Pima County, 

DHS assumed t h a t  19 p e r c e n t  o f  a l l  CMIs i n  t h e  S t a t e  r e s i d e  i n  Pima County. 
( 2  ) " A d m i n i s t r a t i v e  ad jus tmen ts "  a r e  made by DHS o f f i c i a l s  i n  o r d e r  t o  fund new 

programs o r  t o  address s p e c i a l  needs o f  some a d m i n i s t r a t i v e  e n t i  t i e s .  



DHS Should Consider A l locat ing  
Funds Based More on Needs 

The fund ing  system developed by DHS does not focus on the  d i f f e r e n c e s  i n  

b e h a v i o r a l  h e a l t h  needs o f  the  geographic a reas  represented by the 

a d m i n i s t r a t i v e  e n t i t i e s .  These d i f f e r e n c e s  can be measured e i t h e r  

d i r e c t l y ,  o r  i n d i r e c t l y ,  and used t o  make fund ing  d e c i s i o n s .  A t  l e a s t  

two o t h e r  s t a t e s  now t i e  f u n d i n g  more d i r e c t l y  t o  need. 

Dif ferences among e n t i t i e s  - Behav io ra l  h e a l t h  needs may va ry  

s i g n i f i c a n t l y  among d i f f e r e n t  geographic  s e r v i c e  a r e a s .  Accord ing t o  the 

N a t i o n a l  I n s t i t u t e  o f  Mental  H e a l t h  (NIMH), c u r r e n t  l i t e r a t u r e  suggests 

s i g n i f i c a n t  r e l a t i o n s h i p s  between t h e  occurrences o f  mental  d i s o r d e r  and 

such s o c i a l  i n d i c a t o r s  as low median f a m i l y  income and h i g h  f a m i l y  

d i s o r g a n i z a t i o n  ( few husband and w i f e  f a m i l y  househo1ds) .~ "  As 

i l l u s t r a t e d  i n  Table 2  (page 351, a  comparison o f  one v a r i a b l e  ( p o v e r t y )  

shows the  in tense  d i f f e r e n c e s  t h a t  can e x i s t  among a reas .  ( e . g . ,  Only 

2.4% o f  t h e  S t a t e ' s  p o p u l a t i o n  r e s i d e  on the Navajo r e s e r v a t i o n ,  w h i l e  

9.3% o f  a l l  Ar izonans l i v i n g  i n  p o v e r t y  r e s i d e  t h e r e .  T h i s  means t h a t  

39.3% o f  the  r e s e r v a t i o n  p o p u l a t i o n  l i v e  i n  p o v e r t y . )  

( 1  "Needs Assessment; I t s  Fu tu re , "  U. S. Department o f  H e a l t h  and Human Serv ices ,  

Na t iona l  I n s t i t u t e  o f  Mental H e a l t h ,  1988. 



E n t i t y  or 
Geographic Area 

Navajo Reservat ion 
Gi la /E.  P i n a l  
BHACA 
CODAMA 
BHS 
SEABHS 
NACGC 
ADAPT 
EVBHA 
CCN 
TOTAL 

Popu la t ion  

TABLE 2 

COMPARISON OF POVERTY RATES AMONG 
BEHAVIORAL HEALTH SERVICE AREAS 

Percentage o f  
S t a t e  Popu la t ion  

2 .4  
1 . 9  
2 . 4  

14 .4  
3.0 
4.7 
9 .2  

19 .0  
15 .9  
27.1 m 

Popu la t ion  
I n  Pover ty  

E n t i t y  Percentage 
o f  To ta l  

S t a t e  Populat ions 
I n  Pover ty  

Percentage o f  
Each E n t i t y ' s  

Popu la t ion  
I n  Pover ty  

3 9 . 3  
14.9  
1 4 . 8  
14.1  
13 .5  
12 .9  
11.6 
1 0 . 3  

6 . 5  
5.3 

Source: DHS Funding formula fo r  f i s c a l  year 1989-90 



S p e c i f i c  measures f o r  de te rm in i ng  needs a r e  a v a i l a b l e  - S p e c i f i c  

measurements t o  e s t a b l i s h  and fund behav io ra l  h e a l t h  needs a re  a v a i l a b l e  

t o  DHS. Need d r i v e n  fund ing  d i s t r i b u t i o n  models a re  c u r r e n t l y  used by 

o ther  s t a t e s .  

Both d i r e c t  and i n d i r e c t  measurement o f  needs f o r  behav io ra l  h e a l t h  

se rv ices  a re  a v a i l a b l e  t o  DHS. The d i r e c t  measurement o f  needs f o r  

se rv ices  i nvo l ves  f i e l d  surveys i n  which i n f o r m a t i o n  about c u r r e n t  o r  

past mental h e a l t h  problems i s  ob ta i ned  from a  sample o f  community 

r es i den t s .  Whi l e  such surveys a r e  cons idered t o  be the  bes t  measurement 

o f  need, they a re  d i  f f  i c u l  t and expensive t o  conduct .  Accord ing t o  an 

NIMH o f f i c i a l ,  these surveys can cos t  $150 t o  $300 per i n t e r v i e w  

conducted. 

I n d i r e c t  measurements o f  need i n v o l v e  e s t i m a t i n g  need f o r  se r v i ces  from 

a l ready a v a i l a b l e  da ta  such as s o c i a l  i n d i c a t o r s  (demographic d a t a )  o r  

from records o f  c l i e n t s  a l ready  r e c e i v i n g  t r ea tmen t .  Accord ing t o  a  NIMH 

o f f i c i a l ,  such subpopulat ion s o c i a l  i n d i c a t o r s  as income l e v e l s ,  

employment l e v e l s ,  e t h n i c i t y ,  gender,  age, m a r t i a l  s t a t u s ,  d i v o r c e  r a t e s ,  

and su i c i de  ra tes  can be used t o  determine the r e l a t i v e  behav io ra l  h e a l t h  

needs o f  an a rea .  I n  f a c t ,  i n  i t s  recent  r e p o r t s  on needs assessment, 

NIMH concluded t h a t  w i t h  a p p r o p r i a t e  v a l i d i t y  and r e l i a b i l i t y ,  i n d i r e c t  

measures p rov i de  a compara t i ve ly  low-cost,  easy-to-use, q u i c k ,  and 

o b j e c t i v e  procedure f o r  e s t i m a t i n g  s e r v i c e  requi rements .  A d d i t i o n a l l y ,  

wh i l e  no t  as accurate  as d i r e c t  measurements, they a re  c l e a r l y  b e t t e r  

than o ther  procedures c u r r e n t l y  i n  use.  

Other s t a t e s  - A t  l eas t  two o t h e r  s t a t e  mental h e a l t h  a u t h o r i t i e s  a re  

us ing  i n d i r e c t  measurements o f  need t o  determine a l l  o r  a  p o r t i o n  o f  

t h e i r  behav io ra l  h e a l t h  fund ing . " '  Through an a n a l y s i s  o f  admissions 

t o  mental h e a l t h  f a c i l i t i e s  w i t h i n  the s t a t e ,  New Jersey has 

( 1  Based on t h e  r e s u l t s  o f  a  NIMH f u n d i n g  d i s t r i b u t i o n  s tudy ,  these were t h e  o n l y  two 

s t a t e s  we were a b l e  t o  i d e n t i f y  as u s i n g  measurements o f  need t o  de te rm ine  

b e h a v i o r a l  h e a l t h  fund ing .  Accord ing  t o  NIMH o f f  i c i a 1  s ,  po l  i ti cal pressures  t o  

d i s t r i b u t e  behav io ra l  h e a l t h  monies based on such f a c t o r s  as p o p u l a t i o n  and 

h i s t o r i c a l  f u n d i n g  p a t t e r n s  have d iscouraged most s t a t e  mental  h e a l t h  a u t h o r i t i e s  

f rom u s i n g  measurements o f  need t o  determine t h e  d i s t r i b u t i o n  o f  f u n d i n g .  



developed over 85 s o c i a l  i n d i c a t o r s  such as p o v e r t y ,  broken homes, and 

e t h n i c i t y  upon which t o  determine the d i s t r i b u t i o n  o f  fund ing .  Under 

t h i s  system, each s o c i a l  i n d i c a t o r  i s  g i v e n  a  score based upon i t s  

es tab l i shed  a s s o c i a t i o n  t o  p a r t i c u l a r  behav io ra l  h e a l t h  needs. These 

weighted i n d i c a t o r s  a r e  then a p p l i e d  t o  each a r e a ' s  p o p u l a t i o n  t o  

e s t a b l i s h  fund ing.  Accord ing t o  a  New Jersey o f f i c i a l ,  w e i g h t i n g  the 

i n d i c a t o r s  based upon t h e i r  a s s o c i a t i o n  t o  p a r t i c u l a r  needs a l l o w s  the 

formula t o  more a c c u r a t e l y  determine and fund s p e c i f i c  needs. (For 

example, repor ted  occurrences o f  c h i l d  abuse would r ece i ve  s i g n i f i c a n t  

we igh t ing  when d i s t r i b u t i n g  fund ing  f o r  behav io ra l  h e a l t h  s e r v i c e s  t o  

c h i l d r e n . )  Through s t a t u t o r y  requi rements ,  Minnesota d i s t r i b u t e s  

two- th i rds  o f  a l l  new mental  h e a l t h  fund ing  through pove r t y  i n d i c a t o r s  

r e l a t e d  t o  the number o f  i n d i v i d u a l s  r e c e i v i n g  A i d  t o  Fami I i es  w i t h  

Dependent Ch i l d ren  (AFDC) b e n e f i t s .  

The Department o f  H e a l t h  Serv ices  should  i d e n t i f y  s p e c i f i c  measurements 

o f  behav io ra l  h e a l t h  needs and make g rea te r  o f  use them i n  the  fund ing  

d i s t r i b u t i o n  process. 



OTHER PERTINENT INFORMATION 

Dur ing  the a u d i t  we developed o the r  p e r t i n e n t  i n f o r m a t i o n  regard ing  

concerns w i t h  the a d m i n i s t r a t i v e  e n t i t y  system, the Behav io ra l  Hea l t h  

Management ln fo rmat  ion System (BHMIS), and the  de l  i v e r y  o f  behav io ra l  

h e a l t h  se r v i ces  by o the r  S t a t e  agenc ies.  

Concerns about the 
Administrative E n t i t y  System 

Dur ing  our a u d i t  we i d e n t i f i e d  concerns r ega rd i ng  the  a d m i n i s t r a t i v e  

e n t i t y  system. The department has no t  been a b l e  t o  e s t a b l i s h  a  s ta tew ide  

e n t i t y  system because t h e r e  a re  few o r g a n i z a t i o n s  which a re  ab le  t o  

per form as an e n t i t y .  

The a d m i n i s t r a t i v e  e n t i t y  system was designed t o  adm in i s t e r  and p rov i de  

f o r  behav io ra l  h e a l t h  s e r v i c e s  w i t h i n  geographic  areas s ta tew ide .  DHS 

c o n t r a c t s  w i t h  one o r g a n i z a t i o n  i n  each a rea  t o  per fo rm a d m i n i s t r a t i v e  

f unc t i ons  such as c o n t r a c t i n g  w i t h  d i r e c t  s e r v i c e  p r o v i d e r s ,  m o n i t o r i n g  

c o n t r a c t s ,  and develop ing l o c a l  needs assessments. Accord ing t o  DHS, the 

advantages o f  the system a r e  t h a t  l o c a l  involvement and d e c i s i o n s  b e t t e r  

address l oca l  behav io ra l  h e a l t h  needs which may va ry  by area.  F u r t h e r ,  

the department f e l t  t h a t  c o n t r a c t i n g  w i t h  a d m i n i s t r a t i v e  e n t i t i e s  t o  

admin is te r  se r v i ces  would r e s u l t  i n  a d m i n i s t r a t i v e  e f f i c i e n c i e s  and 

f l e x i b i l i t y .  

D i f f i c u l t i e s  implementing the e n t i t y  system - The department has had 

d i f f i c u l t y  e s t a b l i s h i n g  a  s t a tew ide  e n t i t y  system. For the pas t  th ree  

years the geographic a rea  c o n s i s t i n g  o f  G i  l a  and East P i n a l  coun t i es  has 

operated w i t hou t  an a d m i n i s t r a t i v e  e n t i t y .  I n i t i a l l y  DHS c o n t r a c t e d  w i t h  

an o r g a n i z a t i o n  named the  In te rmounta in  Behav io ra l  Hea l t h  Assoc ia t i on .  

However, a d m i n i s t r a t i v e  i n e f f i c i e n c i e s  and f i n a n c i a l  problems r e s u l t e d  i n  

DHS resc i nd ing  i t s  c o n t r a c t .  DHS c o n t r a c t s  d i r e c t l y  w i t h  the  s i x  s e r v i c e  

p rov i de rs  i n  the a rea .  



The d i v i s i o n  has no t  been success fu l  i n  r e t u r n i n g  t h i s  a rea  t o  the e n t i t y  

system. The d i v i s i o n  has encouraged a t  l eas t  one e n t i t y  t o  expand i t s  

s e r v i c e  area and i n c l u d e  these c o u n t i e s .  However, the  e n t i t y  chose no t  

t o  expand. I n  a d d i t i o n ,  no o the r  agency has come forward i n  the area t o  

compete f o r  a  c o n t r a c t .  C u r r e n t l y ,  e f f o r t s  a r e  be ing  made t o  o rgan ize  

i n t e r e s t e d  d i r e c t  s e r v i c e  p r o v i d e r s  and o t h e r s  t o  develop an o r g a n i z a t i o n  

capable o f  se r v i ng  as an e n t i t y .  

DHS has a l so  had d i f f i c u l t y  i n  some r u r a l  areas e s t a b l i s h i n g  

a d m i n i s t r a t i v e  e n t i t i e s  which per fo rm s t r i c t l y  e n t i t y  f u n c t i o n s .  Two 

a d m i n i s t r a t i v e  e n t i t i e s  i n  r u r a l  A r i zona  a l s o  p rov i de  d i r e c t  s e r v i c e s .  

Be fo re  the e n t i t y  system was c rea ted  the  two a d m i n i s t r a t i v e  e n t i t i e s  were 

d i r e c t  se r v i ce  p r o v i d e r s .  The o r g a n i z a t i o n s  were s e l e c t e d  t o  become 

a d m i n i s t r a t i v e  e n t i t i e s  bu t  were a l s o  g i ven  a  waiver  t o  con t inue  t o  

p rov i de  se rv i ces  because few s e r v i c e  p r o v i d e r s  a re  a v a i l a b l e  i n  those 

r u r a l  areas.  DHS i s  c u r r e n t l y  t r y i n g  t o  have the  two a d m i n i s t r a t i v e  

e n t i t i e s  move away from p r o v i d i n g  d i r e c t  se r v i ces  and have the 

a d m i n i s t r a t i v e  e n t i t i e s  serve s o l e l y  i n  an a d m i n i s t r a t i v e  c a p a c i t y .  

Be ing a  d i r e c t  s e r v i c e  p r o v i d e r  c o n f l i c t s  w i t h  the  e n t i t y ' s  r o l e  as an 

a d m i n i s t r a t o r  and mon i t o r  o f  se r v i ces  d e l i v e r e d .  The e n t i t y  cannot serve 

as an independent o v e r s i g h t  agency when rev i ew ing  i t s  own records o f  

se r v i ces .  Th is  i s  a  major problem w i t h  one o f  the a d m i n i s t r a t i v e  

e n t i t i e s  which i n  f i s c a l  year 1988-89 p rov i ded  81 percent  o f  the  se r v i ces  

i n  i t s  area.  ( 1 )  

Furthermore, an e n t i t y ' s  o b j e c t i v i t y  i n  fund ing dec i s i ons  may be weakened 

when i t  i s  a l s o  a  p r o v i d e r .  E n t i t i e s  a re  respons ib le  f o r  c o n t r a c t i n g  f o r  

se r v i ces  and a l l o c a t i n g  resources. Accord ing t o  one e n t i t y  d i r e c t o r ,  

a l l o c a t i o n  dec i s i ons  o f f e r  the g r e a t e s t  p o t e n t i a l  f o r  charges o f  c o n f l i c t  

o f  i n t e r e s t .  Because resources a re  l i m i t e d ,  t he re  i s  the  p o t e n t i a l  f o r  

an e n t i t y  t o  favor  i t s  own programs when c o n t r a c t i n g  f o r  se r v i ces  and 

( 1 )  The 81 percen t  f i g u r e  i s  based on t h e  a l l o c a t i o n  o f  c o n t r a c t  monies t o  s e r v i c e  

p r o v i d e r s  w i t h i n  t h e  e n t i t y  and n o t  t h e  a c t u a l  number o f  s e r v i c e  u n i t s  p rov ided .  



a l l o c a t i n g  funds. One s e r v i c e  p r o v i d e r  contends t h a t  one e n t i t y  

con t rac t s  w i t h  i t s e l f  f o r  a l  l the  d i r e c t  s e r v i c e s  i t  o f f e r s  and then 

approaches independent p r o v i d e r s  on a  " t ake  i t  o r  leave i t "  bas i s  f o r  the  

remaining se rv i ces  needed. 

The S ta te  may be a t  r i s k  because the number o f  o r g a n i z a t i o n s  competing 

f o r  DHS e n t i t y  c o n t r a c t s  i s  l i m i t e d .  For the  c u r r e n t  a d m i n i s t r a t i v e  

e n t i t y  c o n t r a c t ,  o n l y  the  e x i s t i n g  e i g h t  a d m i n i s t r a t i v e  e n t i t y  

o rgan i za t i ons  responded t o  DHS' request f o r  p roposa l .  Consequent ly,  the  

S ta te  may be a t  r i s k  i f  an e n t i t y  f a i l s  t o  per fo rm i t s  r e s p o n s i b i l i t i e s .  

As occurred i n  the G i l a I E a s t  P i n a l  county a rea ,  t he re  may be no o the r  

o rgan i za t i ons  capable o f  pe r f o rm ing  as an a d m i n i s t r a t i v e  e n t i t y  i f  an 

e x i s t i n g  e n t i t y  f a i l s  t o  per fo rm i t s  con t rac ted  d u t i e s  o r  d i scon t i nues  

ope ra t i ons .  DHS, l i k e w i s e ,  may have d i f f i c u l t y  assuming the  

r e s p o n s i b i l i t y ,  e s p e c i a l l y  i n  the  urban areas where a d m i n i s t r a t i v e  

e n t i t i e s  have numerous c o n t r a c t s  and programs t o  oversee.  

Behav iora l  Hea l t h  
Management I n f o rma t i on  System 

BHMIS may no t  meet l e g i s l a t i v e  goa l s .  The computer hardware and so f tware  

may not  be adequate t o  meet t he  demands o f  BHMIS because o f  poor 

process ing t imes.  I n  a d d i t i o n ,  the department i s  unable  t o  use BHMIS 

da ta  f o r  e v a l u a t i n g  programs a t  t h i s  t ime and complete t r a c k i n g  may no t  

be p o s s i b l e  w i t hou t  county and o t h e r  agenc ies '  da ta .  

I n  1986 the  L e g i s l a t u r e  r e q u i r e d  the D i v i s i o n  o f  Behav io ra l  H e a l t h  

Serv ices t o  " con t rac t  f o r  the  des ign  and develop a  computer system t o  

t r ack  and mon i to r  c h r o n i c a l l y  m e n t a l l y  i l l  c l i e n t s  and t o  p rov i de  the 

d i v i s i o n  w i t h  i n f o r m a t i o n  on a l l  behav io ra l  h e a l t h  programs." 

L e g i s l a t i o n  c a l l e d  f o r  the system t o  be implemented on a  s ta tew ide  b a s i s  

by no l a t e r  than J u l y  1 ,  1987. The L e g i s l a t u r e  extended the dead l i ne  t o  

Ju ly  1 ,  1988, and then t o  January 1 ,  1990. The system went o n - l i n e  June 

1989. 

Inadequate hardware system - Because DHS purchased the  computer and 

sof tware systems be fo re  BHMIS was f u l l y  designed, the  e x i s t i n g  hardware 

may not  be capable o f  h a n d l i n g  BHMIS requi rements .  I n i t i a l l y ,  DHS 



c o n t r a c t e d  f o r  a  g e n e r a l  system d e s i g n .  The s tudy  recommended computer 

hardware and DHS subsequen t l y  bought a  system f o r  BHMIS. However, the 

genera l  system d e s i g n  was n o t  a  d e t a i l e d  d e s i g n  f o r  BHMIS, and 

consequen t l y ,  DHS s t a f f  had t o  deve lop  t h e  d e t a i l e d  d e s i g n .  The 

s e l e c t i o n  o f  the  hardware and s o f t w a r e  f o r  BHMIS may have been premature ,  

g i v e n  t h a t  the  f i n a l  systems d e s i g n  was n o t  done u n t i l  a f t e r  those 

resources were purchased.  

The c u r r e n t  computer system may be inadequate  f o r  BHMIS requ i rements .  A t  

p r e s e n t ,  b a t c h  t r a n s a c t  i o n  t imes  and on- l  i n e  p r o c e s s i n g  a r e  ex t reme ly  

s l o w .  Accord ing t o  t h e  program a d m i n i s t r a t o r ,  d u r i n g  system t e s t i n g  

i n i t i a l  t r a n s a c t i o n  t i m e s  f o r  5,000 r e c o r d s  i n  b a t c h  r e p o r t i n g  mode took 

approx ima te ly  e leven  hours  o r  7 . 9  seconds pe r  t r a n s a c t i o n .  T r a n s a c t i o n  

t ime  has r e p o r t e d l y  been reduced t o  2 . 8  seconds per  t r a n s a c t i o n ,  b u t  the 

goa l  i s  l e s s  than one second. DHS expec ts  t h a t  about 80 p e r c e n t  o f  a l  I 

t r a n s a c t i o n s  w i l l  be  processed th rough  b a t c h  r e p o r t i n g .  Because the 

system has o n l y  begun o p e r a t i o n ,  i t  i s  t o o  e a r l y  t o  t e l  I how b a t c h  

t r a n s a c t i o n  t imes  w i t  l  a f f e c t  system p r o c e s s i n g  and c o n t r a c t o r  payments. 

On- l i ne  p rocess ing  response t ime  a l s o  appears t o  be v e r y  p o o r .  

R e p o r t e d l y ,  d u r i n g  t h e  t e s t i n g  phase o n - l i n e  p r o c e s s i n g  was o r i g i n a l l y  

t a k i n g  t e n  t o  t w e l v e  m inu tes  per  t r a n s a c t i o n .  L a t e r  d u r i n g  the t e s t i n g  

phase, DHS reduced o n - l i n e  p r o c e s s i n g  t i m e  t o  a  range o f  e i g h t  seconds t o  

one m inu te  pe r  t r a n s a c t i o n .  The goa l  i s  t e n  seconds o r  l e s s  per  

t r a n s a c t i o n .  Fo l low-up i n t e r v i e w s  a f t e r  imp lementa t ion  revea led  t h a t  

o n - l i n e  p rocess ing  t i m e  i s  s t i l l  a prob lem.  One e n t i t y  s t a f f  pe rson  s a i d  

t h a t  they have exper ienced  au tomat i c  l o g - o f f s  w h i l e  w a i t i n g  f o r  

t r a n s a c t i o n s  t o  p rocess  c o m p l e t e l y .  The t e r m i n a l  i s  a u t o m a t i c a l l y  logged 

o f f  i f  t he  e n t e r  key  i s  n o t  pressed w i t h i n  approx ima te ly  10 m i n u t e s .  

Because some t r a n s a c t i o n s  a r e  n o t  completed w i t h i n  10 m i n u t e s ,  t e r m i n a l  

o p e r a t o r s  a r e  n o t  a b l e  t o  e n t e r  more d a t a  and consequent ly  a r e  logged 

o f f .  As the  database grows and the number o f  use rs  on the  system 

inc reases ,  the  problems a s s o c i a t e d  w i t h  poor  o n - l i n e  p r o c e s s i n g  t imes  a r e  

l i k e l y  t o  i nc rease .  

The program a d m i n i s t r a t o r  a t t r i b u t e s  much o f  the prob lem t o  the 

inadequacy o f  the  hardware and the  computer requ i rements  o f  the 



so f tware .  He ques t ions  whether the c u r r e n t  hardware w i l l  be adequate 

beyond a  year o f  o p e r a t i o n .  Accord ing t o  the depar tment ,  s t a f f  has 

a c t i v e l y  sought ways t o  overcome the  l i m i t a t i o n s  o f  the hardware and 

so f tware .  They have worked w i t h  the  vendors t o  develop s o l u t i o n s  t o  

problems they have encountered.  I n  a d d i t i o n ,  they have r e c e n t l y  

completed an ex tens i ve  s e r i e s  o f  t e s t s  u s i n g  an upgraded computer. DHS 

r e p o r t s  t h a t  s i g n i f i c a n t  improvements may be p o s s i b l e  w i t h  upgraded 

equipment. However, i f  the improvements a re  no t  a t t a i n e d ,  DHS w i l l  then 

have t o  cons ider  v a r i o u s  op t  ions i n c l u d i n g  reduced da ta  co l  l e c t  i o n ,  

r e s t r i c t e d  access t o  o n - l i n e  r e p o r t i n g ,  and changes o r  r educ t i on  i n  

i n f o rma t i on  r e p o r t i n g .  

Evaluation component - Al though an impor tan t  use o f  BHMIS i s  t o  

eva lua te  c l i e n t  p rogress  and program e f f e c t i v e n e s s ,  the program 

a d m i n i s t r a t o r  es t imates  i t  w i l l  be a t  l e a s t  twe lve  months be fo re  v a l i d  

research can beg in .  DHS must f i r s t  e s t a b l i s h  and f i l l  s t a f f  p o s i t i o n s  

and develop q u a l i t y  assurance p l ans  t o  ensure the i n t e g r i t y  o f  the c l i e n t  

assessment da ta .  

Val i d  research i s  dependent on accura te  and t i m e l y  da ta .  P rov i de rs  must 

complete a  c l i e n t  assessment f o r  each r e g i s t e r e d  c l i e n t  seen. The 

assessment determines the c l i e n t ' s  f u n c t i o n a l  a b i l i t y  cons ide r i ng  

psycho log i ca l ,  s o c i a l ,  and occupa t iona l  c a t e g o r i e s .  Th i s  assessment must 

be completed a t  the t ime o f  i n t a k e ,  every  90 days t h e r e a f t e r ,  and when 

the c l i e n t  i s  d i scharged .  Th i s  da ta  i s  r epo r t ed  t o  BHMIS. However, i n  

many ins tances pa rap ro fess i ona l s  w i l l  be comp le t ing  the assessment forms 

due t o  the na tu re  o f  the  se r v i ce  p r o v i d e r ' s  program. They may no t  have 

the q u a l i f i c a t i o n s  t o  a c c u r a t e l y  assess the  c l i e n t s .  For t h i s  reason, 

DHS w i l l  have t o  p r o v i d e  app rop r i a t e  t r a i n i n g .  DHS has o f f e r e d  l i m i t e d  

t r a i n i n g  t o  da te  b u t  has p lans  t o  p r o v i d e  a d d i t i o n a l  t r a i n i n g  i n  the 

f u t u r e .  I n  a d d i t i o n ,  p r o f e s s i o n a l  s t a f f  must a l s o  be ab le  and w i l l i n g  t o  

accu ra te l y  complete the  assessment form. Ensur ing accura te  and t i m e l y  

da ta  w i l l  r e q u i r e  an in tense  q u a l i t y  assurance e f f o r t  by DHS i n c l u d i n g  

a u d i t i n g  p rov i de r  records .  



Aside from c l i e n t  assessment da ta ,  DHS mas made cons ide rab le  e f f o r t  t o  

ensure da ta  i n t e g r i t y .  They have developed a  q u a l i t y  users  manual, have 

conducted severa l  t r a i n i n g  sess ions  on BHMIS and have developed ex tens ive  

da ta  e d i t s  t h a t  prevent  many e r r o r s  from g e t t i n g  i n t o  the  da ta  base. 

Al though l e g i s l a t i o n  c a l l s  f o r  BHMIS t o  t r a c k  c h r o n i c a l l y  m e n t a l l y  i l l  

c l i e n t s ,  BHMIS may no t  be a b l e  t o  comp le te ly  t r a c k  some i n d i v i d u a l s  who 

rece ive  county s e r v i c e s  i ns tead  o f  o r  i n  a d d i t i o n  t o  S t a t e  se r v i ces .  

BHMIS da ta  i s  c o l l e c t e d  from s e r v i c e  p r o v i d e r s  under c o n t r a c t  w i t h  DHS o r  

a d m i n i s t r a t i v e  e n t i t i e s .  However, some c h r o n i c a l l y  m e n t a l l y  i l l  may a l so  

rece ive  se r v i ces  from the coun t i es  and o the r  s t a t e  agenc ies.  These 

se rv i ces  a re  no t  r epo r t ed  t o  BHMIS, and t h e r e f o r e ,  t r a c k i n g  o f  se r v i ces  

may be incomplete .  DHS f e e l s  t h a t  t o  c o l l e c t  such i n f o r m a t i o n  from o ther  

agencies exceeds i t s  l e g i s l a t i v e  mandate and would r e q u i r e  f u r t h e r  

l e g i s l a t i v e  a o t h o r i t y .  The problem cou ld  be addressed i n  p a r t  by 

i n t e g r a t i n g  S t a t e  and county  systems as recommended i n  F i n d i n g  I (see 

pages 7 through 15 ) .  

Se rv i ce  P r o v i d e r s  Must Contend 
Wi th  M u l t i p l e  S t a t e  Agencies 

I n  a d d i t i o n  t o  DHS, o t h e r  S t a t e  agencies p r o v i d e  behav io ra l  h e a l t h  

s e r v i c e s .  These agencies i n c l u d e  the Department ~ f  Economic S e c u r i t y  

(DES), the Department o f  Co r rec t  ions (DOC), the Department o f  Educat ion 

(DOE), and the Supreme Court  as a d m i n i s t r a t o r  o f  juveni  l e  p roba t i on  

programs. Many o f  these agencies expend s u b s t a n t i a l  monies on behav io ra l  

h e a l t h  s e r v i c e s .  A l though these agencies have la rge  programs w i t h  

s i m i l a r  o r  r e l a t e d  s e r v i c e s ,  t he re  i s  l i t t l e  c o o r d i n a t i o n  between 

agenc i es . 

M u l t i p l e  agencies c o n t r a c t i n g  f o r  se r v i ces  adverse ly  a f f e c t s  se r v i ce  

p rov i de rs  and c l i e n t s .  Se rv i ce  p r o v i d e r s  we i n t e r v i ewed  repor ted  t ha t  

they have c o n t r a c t s  w i t h  two o r  more s t a t e  agenc ies,  as w e l l  as w i t h  

coun t i es .  One s e r v i c e  p r o v i d e r  has c o n t r a c t s  w i t h  the a d m i n i s t r a t i v e  

e n t i t y ,  DES, the Supreme Cou r t ,  and DOC. Another p r o v i d e r  has c o n t r a c t s  

w i t h  two c o u n t i e s ,  DES, and the a d m i n i s t r a t i v e  e n t i t y .  Serv ice  p rov i de rs  

noted t h a t  each agency has i t s  own record-keeping requirements and 

conducts i t s  own f i n a n c i a l  a u d i t s ,  program e v a l u a t i o n s ,  and l i c e n s i n g  



rev iews .  One s e r v i c e  p r o v i d e r  r e p o r t e d  t h a t  as a  r e s u l t  o f  t h e  v a r i o u s  

requ i rements ,  h i s  o p e r a t i o n  was s u b j e c t  t o  24 a u d i t s  per year  by two 

a d m i n i s t r a t i v e  e n t i t i e s  i n  a d d i t i o n  t o  20 o t h e r  a u d i t s  and l i c e n s i n g  

rev iews .  The p r o v i d e r  has one f u l l - t i m e  employee t o  a s s i s t  e n t i t y  and 

agency personne l .  Consequent ly ,  s e r v i c e  p r o v i d e r s  r e p o r t e d  t h a t  

p r o f e s s i o n a l  t ime w i t h  c l i e n t s  i s  reduced because o f  t ime they must 

devote  t o  records and r e p o r t s  t h a t  v a r y  from agency t o  agency. They 

c l a i m  t h e  cos t  o f  s e r v i c e s  i s  i nc reased  due t o  m u l t i p l e  agency 

invo lvement .  
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November 6 ,  1989 
Douglas R. Norton 
Auditor  Genera l  
2700 N. Cen t r a l  Ave. 
Sui te  700 
Phoenix, A 2  85004 

Dea r  Mr. Norton: 

The ADHSIDivision of Behavioral  Heal th  Serv ices  has  rev iewed t h e  revised prel iminary 
d r a f t  of t h e  pe r fo rmance  aud i t  r e p o r t  da t ed  Oc tobe r  25, 1989. Our  wr i t t en  response t o  
t h a t  r epo r t  i s  a t t a c h e d  and  r e f l e c t s  commenta ry  by Boyd Dover, Ass is tan t  D i rec to r ,  
Division of Behavioral Hea l th  Serv ices ,  t h e  Division managemen t  and  myself.  

Thank you fo r  t h e  opportunity t o  review and  t o  respond t o  t h e  prel iminary d ra f t .  

Sincerely,  r 
J 

Ted Williams, D i rec to r  
Ar izona  D e p a r t m e n t  of  Hea l th  Se rv ices  

The Department of Health Services is  A n  Equal Opportunity Affirmative Action Employer. All qualified men and 
wom,en, including the handicapped, are encouraged to participate. 

Birch Hall 41 1 North 24th Street Phoenix, Arizona 85008 



INTEGRATION O F  STATE AND COUNTY BEHAVIORAL HEALTH PROGRAMS IS 
NEEDED. 

RECOMMENDATION 

THE STATE SHOULD DEVELOP A LONG RANGE PLAN TO ESTABLISH A STATE RUN, 
BEHAVIORAL HEALTH PROGRAM THAT INTEGRATES STATE AND COUNTY 
BEHAVIORAL HEALTH PROGRAMS. A SINGLE MANAGEMENT AUTHORITY AND 
FUNDING STREAM SHOULD BE KEY ELEMENTS OF THE INTEGRATED SYSTEM. 

Discussion 

Finding One and the  resultant recommendation is based on several observations discussed 
in t h e  audit report. They a r e  as follows: 

1) The existence of separate S ta te  and County behavioral health delivery systems 
has resulted in fragmented and uncoordinated services, thereby creating an  
inequitable distribution of available resources t o  individuals with similar needs. 

2) The existence of separate delivery systems has resulted in poor County-State 
relations prompting poor communications, unmet expectations, disproportionate 
financial burden t o  the  counties and lack of clear s t a t e  direction t o  t h e  S t a t e  
established Entity System. 

3) Separate systems have led t o  fragmented services which, in turn, have reduced 
t h e  quality and efficiency of those services. 

4) The creation of a single management authority and a single funding s t ream a r e  
considered cri t ical  t o  establishing an  integrated delivery system approach. Such 
can be  accomplished a t  ei ther the  S ta te  or County level. Wisconsin and Ohio a r e  
referenced by t h e  report  a s  good examples of county operated systems. Given 
t h e  lack of county resources in Arizona, t h e  report  concludes tha t  for Arizona, a 
s t a t e  administered system is appropriate. AHCCCS, the  s t a t e  indigent health 
c a r e  program is c i t ed  as t h e  Arizona precedent for integrating state and county 
services. 

RESPONSE 

The Division of Behavioral Health Services (DBHS) management concurs with the  report's 
assessment t h a t  the  existing service delivery system is fragmented and t h a t  "like" 
services a r e  not always well coordinated between S ta te  and County programs. However, 
some of the  information presented as substantiation for tha t  assessment is in error. For 
example, County expenditures for behavioral health services a r e  c i ted  as being nearly 
equal t o  to ta l  DBHS expenditures for community based services delivered statewide 
through t h e  administrative entities and SAMHC. Specifically, t h e  report states on page 
seven t h a t  in FY 1988 Counties s nt  approximately $24 million dollars for behavioral 
health services while DBHS spent r. 20.9 million in S t a t e  funds and $4.9 million in federal  

* funds tha t  same  year. In actuality, DBHS for FY 1988, spent $50.4 million dollars for t h e  

* Auditor's Note: The report has been revised to reflect the correct amount 
of $35.5 mill ion for DBHS' FY 1988 expenditures. 



provision of community based services. Furthermore, the  referenced county 
expenditures for behavioral health services includes institutional services provided a t  
Maricopa Medical Center  and Kino Community Hospital. Consequently, one could 
legitimately argue tha t  t h e  to ta l  S ta te  expenditure should include t h e  approximately 30 
million dollars expended t o  operate the  Arizona S ta te  Hospital during FY 1988 thus 
bringing to ta l  DBHS expenditures t o  $80 plus million dollars. 

The information presented as a justification for Finding One is subjective and/or lacking 
in verifiable da ta  references. For example, county officials a r e  quoted as  professing 
to ta l  lack of knowledge regarding t h e  ent i ty  system or i ts  activities. How this 
information was gathered and whether the  information reflects one officials opinion or  
tha t  of several is not indicated. Commentary by t h e  authors of this repor t  on the  
negative experiences by two clients seeking behavioral health services from t h e  S t a t e  
administered system, implies tha t  these occurrences indicate the  norm rather than the  
exception. Yet  the  report  does not reference the  thousands of clients who repeatedly 
have received adequate c a r e  through the existing delivery system. In neither of these 
two examples is the  number of individuals reviewed or  interviewed identified. 

The Division of Behavioral Health Services, ADHS, is very interested in aggressively 
moving toward a statewide system with a single authority and funding s t ream,  a s  
suggested by this report. The September 1989 Arizona Comprehensive Mental Health 
Services Plan, prepared by DBHS and the  Governor appointed Mental Health Planning 
Council, supports this concept as a means for establishing a more efficient  and 
consolidated service delivery approach. Many of the goals contained in this Plan ref lect  
t h a t  direction and address specific strategies for achieving such a systems approach. The 
Division is also giving serious consideration t o  the  introduction of legislation in the  
upcoming session supporting such a n  approach and has raised the  issue with t h e  Governors 
Task Force on the  Serious Mentally I11 for consideration and recommendation. 

FINDING I1 

DHS IS NOT ADEQUATELY MONITORING THE PERFORMANCE O F  ADMINISTRATIVE 
ENTITIES 

RECOMMENDATION 

DHS' ANNUAL SITE VISITS AND REPORTS SHOULD: 

* FOCUS ON CONTRACT REQUIREMENTS; * BE MORE COMPREHENSIVE, UNIFORM, AND TIMELY; 
* INCLUDE FOLLOW-UP VISITS TO DETERMINE WHETHEK 

RECOMMENDED CHANGES HAVE BEEN IMPLEMENTED. 

RESPONSE 

The DBHS, since i ts  inception, has been conducting annual s i t e  visits of Community 
Behavioral Health programs which focus on adherence t o  contract  requirements. An 
existing requirement checklist is employed which measures contractor  performance 
based on agreed t o  stipulated requirements and timelines on a contract  by con t rac t  
basis. The checklist s t a tes  each contract  requirement, da te  the  requirement is due, the  
d a t e  submitted and any approval notation. 



All DBHS annual s i t e  visits a r e  performed in accordance with OCBHS established 
procedures. Doing so ensures comprehensiveness, uniformity and timeliness. The due 
da te  for FY 89-90 s i t e  visits reports was established a s  October 1, 1989. Site visits for  
FY 1989 have been completed, reports have been finalized and follow-up meetings have 
been scheduled for t h e  remainder of this year. These follow-up visits will be  documented 
and submitted as  part  of agency final t r ip  reports. 

RECOMMENDATION 

DHS SHOULD CONDUCT A GREATER NUMBER OF SERVICE VERIFICATION 
REVIEWS. THESE REVIEWS SHOULD ALSO BE MORE THOROUGH. 

RESPONSE 

DBHS will continue t o  conduct service verification reviews at t h e  t i m e  of s i te  visits in 
accordance with established procedures. Agencies that  a r e  experiencing problems in 
da ta  recording a r e  reviewed again at follow up visits for the purpose of verifying 
correct ive  actions. Additional visits may be  scheduled t o  verify compliance on an  a s  
needed basis. A final audit is also completed by t h e  DHS auditors and where 
overpayments or  undocumented payments a r e  found, reimbursement is requested. A 
hearing or  o ther  legal action follows, if the  reimbursement is challenged. 

RECOMMENDATION 

DHS SHOULD IMMEDIATELY FOLLOW-UP ON ALLEGATIONS O F  AGENCY 
MISCONDUCT AND SHOULD PROVIDE TO THE ADMINISTRATIVE ENTITIES WRITTEN 
REPORTS O F  ITS FINDINGS. SITE VISITS SHOULD BE USED TO DETERMINE 
WHETHER ADMINISTRATIVE ENTITIES HAVE CORRECTED THE PROBLEM. 

RESPONSE 

OCBHS has always investigated allegations of misconduct a s  they have been identified. 
The rapidity of t h e  response is based on t h e  seriousness of the  complaint.. Allegations of 
agency misconduct a r e  investigated by OCBHS within one week of notification. 
Allegations involving client  abuse or mistreatment a r e  investigated within 24 hours of 
notifications. All investigations a r e  documented on field t r ip  reports. If program 
investigations prove misconduct, the  mat ter  may be referred t o  Adult or  Child 
Protective Services, Behavioral Health Licensing, appropriate Law enforcement  
agencies, or t h e  Department's Special Investigation unit for appropriate follow up. Any 
findings a r e  shared with Administrative Entities, a s  appropriate, and corrective action is 
initiated and verified. 

RECOMMENDATION 

DHS MANAGEMENT SHOULD MAKE MONITORING O F  ADMINISTRATIVE ENTITY 
PERFORMANCE A PRIORITY AND SHOULD PROVIDE CLEAR DIRECTION TO STAFF 
AS TO HOW MONITORING IS TO BE ACCOMPLISHED. 



RESPONSE 

DBHSIADHS management has always considered monitoring of Administrative Entities a s  
the  highest priority for  t h e  Office of Community Behavioral Health. Existing OCBH 
Program s taff  vacancies will be filled as  quickly a s  possible so tha t  OCBHS staffing will 
be at full strength. Existing Quality Assurance procedures and program procedures will 
be str ict ly adhered t o  by program s taff .  Standards and procedures a r e  updated on an  a s  
needed basis and periodic s taff  meetings a r e  utilized for discussion of program direction, 
clarification of procedures and s i t e  visit findings, when appropriate. 

RECOMMENDATION 

THE OCBHS PROGRAM APPROVAL STANDARDS, AND POLICIES AND PROCEDURES 
MANUAL SHOULD BE UPDATED IN ORDER TO BE USED AS EFFECTIVE 
MONITORING DEVICES OF ADMINISTRATIVE ENTITIES. 

RESPONSE 

OCBHS Program Approval Standards a re  revised periodically a s  dictated by changes in 
programs and services. The OCBHS Policies and Procedures Manual is also continually 
under revision t o  re f l ec t  changing S ta te  and Federal monitoring requirements. 

FINDING I11 

CHANGES IN CONTRACTS COULD RESULT IN IMPROVED SERVICES 

RECOMMENDATION 

THE DEPARTMENT O F  HEALTH SERVICES SHOULD EVALUATE THE PERFORMANCE 
CONTRACT SYSTEM AS DEVELOPED BY COLORADO AND CONSIDER ADOPTING 
THOSE PROVISIONS DEALING WITH THE DEVELOPMENT OF SERVICE PROVISION TO 
TARGETED POPULATIONS, ASSESSMENT OF PENALTIES FOR NON-PERFORMANCE, 
AND QUALITY ASSURANCE. 

RESPONSE 

The Report  suggests tha t  DBHS evaluate Colorado's contracting approach a s  a possible 
remedy for i t s  own contracting process deficiencies. The Report st ipulates tha t  the  
Division's contracting approach is deficient in that  contracts do not clearly define who is 
t o  receive services, establishes no penalties for non-performance, and does not contain 
specific requirements for quality assurance. 

As a general  comment on t h e  audit team's concerns about the  contracts,  the  report  
seems t o  ignore tha t  t h e  development of the  service levels se t  for th  in t h e  con t rac t s  
follows a n  extensive needs assessment at  the  local levels. Since the  service levels a r e  
set 



for th  in t h e  contracts,  it is diff icult  t o  understand how the audit team concludes tha t  
"the administrative enti t ies determine who will receive available services." I t  is c lear  
tha t  DHS contracts  a r e  based on provision of service levels versus t a rge t  population as 
defined by t h e  audit team. I t  is not clear that  utilization of t a rge t  populations would 
result in bet ter  overall service t o  t h e  population. In ei ther approach, t h e  system must 
provide t reatment  t o  those who present for t rea tment  and the  "worried well" have equal 
opportunities under ei ther system. Finally, t h e  audit team offered no comment on a 
recommended approach t o  converting t o  a target  population system nor did they discuss 
the  practical  aspects of doing so. 

The fac t s  a r e  that  contracts  do clearly define which t a rge t  populations a r e  t o  be 
served. The Division (DBHS) recently provided each Administrative Entity with a 
document tha t  provides baseline da ta  (i.e., population projections by age, sex, and t a rge t  
subgroup) t o  use in developing projections for t h e  various target  groups as t o  who is t o  
receive what services within their  primary services area. Entity con t rac t  language 
stipulating tha t  needs assessment must be part of their annual plan of services has been 
clarified. Collaborative effor ts  a r e  presently underway between the  Of f ice  of Planning, 
Rules and Grants and t h e  Off ice  of MIS Research and Evaluation t o  refine t h e  baseline 
database for the  purpose of providing additional demographic da ta  for each t a rge t  group 
such as income, education, employment status, household size, etc. DBHS anticipates 
tha t  this da ta  will be available t o  the  Entities for their FY 1991 planning cycle. 

The DBHS is committed t o  implementing an externally administered quality assurance 
program t o  assess t reatment  approaches. The Arizona Comprehensive Mental Health 
Services Plan calls  for the  establishment of a Quality Assurance program during FY 1990, 
t o  b e  operational in FY 1991 (See Goal S.I., page 86). OCBHS has developed and 
published a Request f o r  Proposal seeking qualified professionals t o  assist in this 
endeavor. 

Non-performance on t h e  par t  of Administrative Entities for contracted services not 
provided requires the return t o  DBHS of any dollars allocated for services not provided. 
Consistent underserving of a target  population or  consistent non-provision of contracted 
services will result in OCBHS evaluating alternative methods of providing t h e  applicable 
services. 

The s ta tement  tha t  "there is no penalty for those administrative enti t ies tha t  exceed this 
provision" is not true. The penalty for  exceeding the  20 percent provision is nonpayment 
for those services which exceed t h e  contract  provision. Further, t h e  audit t e a m  does not 
recognize tha t  increased payment is not made for overproduction. 

The audit  team's comment tha t  Arizona contracts do not contain penalty provisions for 
untimely financial reporting is inaccurate. General Provisions 16 b. and c. provide for 
withholding of or adjusting payments if reports a r e  not timely and accura te  or if 
compliance problems a r e  discovered. Such penalty provisions a r e  more effect ive  than 
relatively small "fines." 

FINDING IV 

DHS COULD IMPROVE ITS METHODS O F  ALLOCATING FUNDS BY BASING FUNDING 
MORE ON NEEDS ASSESSMENTS. 



RECOMMENDATION 

THE DEPARTMENT O F  HEALTH SERVICES SHOULD IDENTIFY SPECIFIC 
MEASUREMENTS O F  BEHAVIORAL HEALTH NEEDS AND MAKE GREATER USE O F  
THEM IN THE FUNDING DISTRIBUTION PROCESS. 

RESPONSE 

The Division is currently allocating funds according t o  population, poverty indicators and 
by a g e  of the  target  population. In so doing, historical funding disparities, although still  
existent ,  a r e  being minimized. Important to note is tha t  those disparities existed prior t o  
t h e  Entity system-not because of it. The Report, on page 36 advocates t h e  use of social 
indicators d a t a  as a measure of need. As previously stated,  e f fo r t s  a r e  consistently 
underway t o  expand the  Division's data-base t o  include such indicators. A t  this t ime, the  
Division continues t o  rely on the needs assessment da ta  prepared by Peat ,  Marwick and 
Main which was based on their extensive national experiences in developing needs 
assessment data. The Division is continually updating tha t  basedata as is reflected in the  
needs assessment da ta  contained in the  September 1989 Comprehensive Mental Health 
Services Plan. 

I t  is interesting t o  note tha t  Arizona was selected as one of the  S ta tes  t o  part icipate in 
the  health block grant compliance reviews conducted in FY 1988 by the  U.S. Department 
of Health and Human Services. Regarding Arizona's approach t o  needs assessment, t h e  
finding of t h e  report  s t a tes  "The S ta te  of Arizona uses an  impressive array of tools in 
identifying populations in need of behavioral health services, Among these a r e  t h e  needs 
assessments included in t h e  annual report and budgets submitted by contractors  t o  the  
identified Administrative Entities. Those Administrative Entities, in turn, prepare  
annual requests for funding tha t  include assessments of needs in their  geographic areas. 
These requests a r e  submitted t o  DBHS for use in the  planning process." 

FINDINGS: OTHER PERTINENT INFORMATION 

The Report  covers th ree  additional a reas  of concern: the Administrative Entity System, 
t h e  Behavioral Health Management Information System (BHMIS), and the  delivery of 
behavioral health services by other S ta te  agencies. 

RESPONSE 

With respect  t o  t h e  Entity System, the  Division of Behavioral Health Services continues 
t o  support t h e  concept of community based delivery of services, administered by the  
~ n t i t y - ~ e t w o r k  on a regional basis. Gila and Pinal count ies  will be combined under one 
Administrative Entity yet  t o  be selected, thus reducing the  statewide to ta l  from nine 
Enti t ies t o  eight. The Division will continue t o  provide Entities with technical assistance 
in t h e  a reas  of contracting, contract  compliance, quality assurance, needs assessment 
and planning, for t h e  purpose of enhancing the  capacity of Entities t o  support t h e  local 
provider network. 



With respect t o  multi-state agency provision of behavioral health services, DBHS is 
addressing this issue, a s  i t  a f fec t s  children with behavioral health problems, by having 
initiated a centralized intake approach in Pima County whereby children, irrespective of 
referral  source, a r e  screened and referred t o  appropriate agencies for follow-up 
t reatment .  The funds tha t  pay for t h e  services provided t o  the  child a r e  passed through a 
single agency (ADAPT), irrespective of funding source. In other words, the  dollars follow 
the  child, If this approach continues t o  be successful in Pima County, DBHS will 
replicate this approach statewide. 

Regarding BHMIS, t h e  Report s t a tes  that  BHMIS may not meet  legislative goals and c i t e s  
three  areas  of concern: computer hardware, program evaluation and client  tracking. 
DBHS MIS management agrees that  computer hardware and software problems c rea ted  
difficulties during system implementation. Without detailing all of the  corrective act ion 
measures involved in overcoming these difficulties, DBHS is satisfied tha t  the  integrity 
of the  system has not been compromised and that  appropriate steps have been taken with 
the  Departments da ta  administrators and legal counsel t o  resolve these problems. The 
System is up and operating according t o  expectations. Any s ta r t  up problems have been 
identified and a r e  being resolved. 

Program evaluation concerns expressed in t h e  Report a r e  unfounded. Due diligence 
dic ta tes  tha t  ariy data  generated by a new MIS system must be interpreted cautiously 
during t h e  first few months of operation. Quality assurance activit ies such a s  training 
programs, procedure manual, system specifications da ta  edits  and random "on si ten ed i t s  
a r e  in place. With respect t o  client tracking, all individuals accessing S t a t e  provided 
services will be captured. The legislative mandate required BHMIS t o  provide DBHS with 
information on all  behavioral health programs funded by the  Division. W e  believe t h a t  
BHMIS meets  tha t  mandate. 

CONCLUDING REMARKS 

The Auditor General's Report  concentrates only on t h e  problems associated with the  
delivery of behavioral health services. The Report does not contain any language 
acknowledging t h e  substantial gains in behavioral health services delivery achieved 
during the  last several years. 

Some of those gains are: ( I )  legislative appropriations of 16.6 and 16.7 million in new 
behavioral health services dollars for FY 1989 and FY 1990, respectively; (2) creation of 
a Governors Blue Ribbon Task Force charged with developing recommendations for 
implementing Arnold vs, Sarn; and (3) t h e  coalition of mental  health advocates, 
consumers, providers and state agency personnel resulting in a unified public policy 
s t ra tegy for behavioral health in Arizona (4) Beginning development of the  Sta tes  f i rs t  
Comprehensive Children's Mental Health System. 

The aggregate impact of these gains is t h e  emergence of a rapidly growing behavioral 
health system t h a t  is experiencing some of t h e  problems typically associated with rapid 
growth in demand, i.e. shortage of professionals, scarcity of support capacity and 
inadequacy of follow-up due t o  staffing shortages, while providing a broader a r ray  of 
services t o  more individuals than ever before. 



Despite these growing pains, public sentiment and s ta tements  by the  Governors Office 
and many of t h e  legislators demonstrate tha t  behavioral health is regarded as a top 
funding priority for t h e  S ta te  of Arizona. The Division of Behavioral Health Services, 
t h e  mental  health community a t  large and those persons impacted by t h e  serious nature 
of mental  illness a r e  committed t o  achieving a comprehensive behavioral health delivery 
system. The Department management is committed t o  implementing and supporting the  
s t ra tegies  required and the  resources necessary for implementing this system and is 
working diligently t o  tha t  end. I t  will t ake  t ime and will require the  ongoing 
commitment of the  legislature, the  mental  health community, t h e  provider network and 
the  availability of resources. 


