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Measuring and Evaluating Measuring and Evaluating 
TransformationTransformation

Presentation OutlinePresentation Outline
–– Defining transformationDefining transformation
–– Purpose(sPurpose(s) of transformation) of transformation
–– Purpose(sPurpose(s) of evaluating transformation) of evaluating transformation
–– Whose perspective?Whose perspective?
–– Timing of measureTiming of measure
–– Causal connections between infrastructural Causal connections between infrastructural 

changes and goalschanges and goals



Mental Health Transformation State Mental Health Transformation State 
Incentive Grants Incentive Grants 

The grants provide seed money to help The grants provide seed money to help 
States develop the infrastructure needed States develop the infrastructure needed 
to transform mental health servicesto transform mental health services
Seven states have been selected to Seven states have been selected to 
receive $92.5 million over the next 5 yearsreceive $92.5 million over the next 5 years
We will pilot a We will pilot a ““Transformation Action Transformation Action 
InitiativeInitiative”” that will provide technical that will provide technical 
assistance in response to a Stateassistance in response to a State’’s s 
specific priorities for transformationspecific priorities for transformation

From A. Kathryn Power’s January 13, 2006 Presentation on “Transformation: Solving the Mental Health Maze”
at the Mental Health Community Forum Kansas City, Missouri



Defining TransformationDefining Transformation

Transformation: Transformation: \\n (15c) from the Latin roots n (15c) from the Latin roots 
to change TRANS (across) and FORMA to change TRANS (across) and FORMA 
(shape).(shape).

1: a change in form, appearance, nature    1: a change in form, appearance, nature    
or character.or character.

2: the process of doing so.2: the process of doing so.

From A. Kathryn Power’s January 25, 2005 Presentation on                                                 
“Projects for Assistance in Transition from Homelessness: The Path to Mental Health Transformation”



Defining TransformationDefining Transformation
……a continuous process, without enda continuous process, without end…… meant to meant to 
create or anticipate the futurecreate or anticipate the future

……identifies, leverages, and even creates new identifies, leverages, and even creates new 
underlying principles for the way things are doneunderlying principles for the way things are done

……new sources of power emergenew sources of power emerge

……once the process is begun, a profoundly once the process is begun, a profoundly 
different organization materializes, including different organization materializes, including 
changes in structure, culture, policy, and programschanges in structure, culture, policy, and programs

Admiral Arthur Cebrowski
Director, Force Transformation, 
U.S. Department of Defense

From A. Kathryn Power’s January 13, 2006 Presentation on “Transformation: Solving the Mental Health Maze”
at the Mental Health Community Forum Kansas City, Missouri



Paper on Paper on ““Concepts of TransformationConcepts of Transformation””

Report developed by Dr. Noel Mazade, Report developed by Dr. Noel Mazade, 
Executive Director, NASMHPD Research Executive Director, NASMHPD Research 
Institute, Inc.Institute, Inc.
Review of multidisciplinary literature on Review of multidisciplinary literature on 
transformationtransformation
Criteria and conditions associated with initiating Criteria and conditions associated with initiating 
and achieving transformationand achieving transformation
Outcomes, indicators, and artifactsOutcomes, indicators, and artifacts…… [indicating] [indicating] 
a high probability transformation is occurringa high probability transformation is occurring
Used by Kathryn Power and in CMHSUsed by Kathryn Power and in CMHS
Context/result of NRI transformation activitiesContext/result of NRI transformation activities



Workshop on Change ManagementWorkshop on Change Management

MultiMulti--disciplinary approaches to disciplinary approaches to 
transformation/change management, including transformation/change management, including 
health, child welfare, Department of Defense, health, child welfare, Department of Defense, 
mental health systemsmental health systems
Conceptual approaches and identification of Conceptual approaches and identification of 
critical ingredients of transformationcritical ingredients of transformation
Tools/instruments for change managementTools/instruments for change management
““ModelsModels”” of transformation and change of transformation and change 
managementmanagement



Why Transformation FailsWhy Transformation Fails

Resistance to changeResistance to change
Limitations to existing systemsLimitations to existing systems
Lack of executive consensusLack of executive consensus
Lack of seniorLack of senior--executive executive ““championchampion””
Unrealistic expectationsUnrealistic expectations
Lack of crossLack of cross--functional project teamsfunctional project teams
Lack of team skillsLack of team skills
Late staff involvementLate staff involvement

60%60%
40%40%
40%40%
40%40%
30%30%
28%28%
25%25%
18%18%

(Hammer and Associates, 1995)



Purposes of TransformationPurposes of Transformation

RecoveryRecovery
Implementing public mental health modelsImplementing public mental health models
EvidenceEvidence--based practicesbased practices



Purpose of EvaluationPurpose of Evaluation

SummativeSummative
FormativeFormative



Measuring and Evaluating Transformation: Measuring and Evaluating Transformation: 
Balanced Scorecard ApproachBalanced Scorecard Approach

Four perspectives:Four perspectives:
–– CustomerCustomer’’s perspectives perspective
–– Internal business perspectiveInternal business perspective
–– Innovation and learning perspectiveInnovation and learning perspective
–– The financial perspectiveThe financial perspective



Timing of MeasureTiming of Measure



Transformation Logic ModelTransformation Logic Model
Situation

Inputs

Activities

Outputs

Target Systems Outcomes

Short-Term Intermediate Long-Term



Causal ConnectionsCausal Connections

RecoveryInfrastructure

Goal:

?
• Interaction with  
Provider  

• Evidence-
based and   
“best” practices



Lessons Learned from National EBP Lessons Learned from National EBP 
Demonstration ProjectDemonstration Project

INFORMATION TECHNOLOGY
Implementation 
Leading to 
Transformation

System Leadership/ 
Implementation Plan

Policies and 
Procedures

Organizational 
Structures

Quality/ 
Performance 
Improvement

Funding 
Methods

Human Resource 
Capacity



Framework for Technical Assistance Content Needs: Developing Infrastructure for EBPs (9/03)

System Leadership –
Implementation Plan
•Long term goal to transform system & 
sustain
•Vision/mission/values in alignment
•Bridge to other agencies & coalition of 
partners
•Select & empower project leaders
•Promote consensus building/buy-in
•Priority setting
•Scan horizon and adapting practice to 
meet needs
•Marketing and PR
•Promote dissemination

Organizational Structures

•Interorganizational  collaboration 
•Formalize role of advocates/stakeholders 
in decision-making
•Transformation of MHA/local MHA
•Seamless system of care
•‘Center of Excellence’ model
•State readiness – ability to monitor
•Engage ‘guilds’ in reform
•Engage local authority
•Incorporate EBP initiative in state plan

Policies & Procedures

•Review all P&P with an eye to “barrier busting”
•Regulations must define and support EBP
•License/certification – individual and agency
•Family/consumer involvement in P&P 
development
•Focus on process/quality of care – not just 
‘paper’
•Align with SAMHSA matrix
•Auditors to be EBP knowledgeable
•LMHA and state MHA needs to be in ‘sync’

Funding Methods
•Identify and shift resources
•Must think of all EBPs funded in common 
way
•Reliable cost modeling
•Medicaid cover services
•Lobbying: mental health is not optional
•Fiscal incentives
•Tie fidelity/outcome to $
•Define core expectations
•Explicit funding for supervisor/training
•Budget models
•$ to transform system
•Acknowledge productivity costs offset for 
initial training

Performance Improvement

•Ongoing fidelity measurement/ refinement-
key elements?
•Who does it-who gets information-for what 
purpose?
•Quantitative & qualitative measures
•Consumer-based outcomes monitoring in all 
care
•Ongoing avail. of TA
•Assess GOI at state level as well as local
•Stakeholder involvement in  performance 
improvement data loop

Human Resource Capacity

•Develop internal capacity to train state/local 
agency
•Out source training to state university & 
community colleges
•Select trainers with creditability in model
•Supervision: practice- specific emphasizing 
data/outcomes
•Resources for competency-based management
•State sponsored program to train consumers & 
families to be MH professionals 

Information Technology Assess current IT infrastructure/ web access; state/agency/local integration; standards for IT; 
use IT as a learning tool; assist local agency obtain technology; high-level system champion



Transformation Logic ModelTransformation Logic Model
Outcomes - Impact

Target
SystemsOutputsActivitiesInputsSituation

•Inefficient 
use of 
resources
•Lack of 
information
•Inade-quate
value 
orientation
•Ineffective-
ness 
regarding 
outcomes

•Stakehold-
ers
•Staff
•Resources

•Leadership 
commitment
•Develop-
ment of new 
structures
•Resource 
development 
reallocation
•Information/ 
technology 
development

•New cadre of 
leaders
•Restructur-
ing
•Availability of 
new 
information 
and 
technologi-cal 
capacities

•Internal
•External

Short-Term
•Leadership 
development
•Training 
capacity
•Information 
(services, 
money, 
competen-
cies)
•Innovation 
opportunities
•Policy 
development/
changes
•Interagency 
coordination

Intermediate
•Multi-
stakeholder 
engagement/
consensus
•Identifica-
tion/flexibility
of resources
•Increased 
competenc-
ies
•New models 
/protocols
•New 
structural 
arrange-
ments

Long-Term
•Consumer 
outcomes
•Population 
outcomes 
(e.g. anti-
stigma)
•Resource 
efficiencies
•Disparity 
reduction

Data
•Leadership 
capacity
•Policy 
changes
•Workforce 
competencies 
availability
•Use of data
•Values 
orientation
•Resources 
available

Data
•Consensus/ 
engagement 
assessment
•Resource 
allocation/ 
development
•Contract 
expectations

Data
•NOMs
•Recovery/ 
resilience
•Community 
indicators
•Financial 
indicators

•Technology

•Fragmenta-
tion
•Stigma
•Lack of 
EBPs
•Lack of 
technology 
application

•SMHA
•CMHAs
•Other 
agencies



Possible InstrumentsPossible Instruments
Transformation Measures Related to Infrastructure DevelopmentTransformation Measures Related to Infrastructure Development
Organizational Organizational 
readiness and culturereadiness and culture

Organizational Readiness for Change (Lehman et al., Organizational Readiness for Change (Lehman et al., 
2002) 2002) --assesses motivation, resources, staff assesses motivation, resources, staff 
attributes, and climate. To be adapted and attributes, and climate. To be adapted and 
administered to managers, supervisors, and cliniciansadministered to managers, supervisors, and clinicians

Survey will be administered through Survey will be administered through 
webweb--based or telephone surveybased or telephone survey

LeadershipLeadership Multifactor Leadership Questionnaire (Bass & Multifactor Leadership Questionnaire (Bass & AvolioAvolio, , 
1993)1993)

Survey will be administered through Survey will be administered through 
webweb--based or telephone surveybased or telephone survey

Interagency Interagency 
collaborationcollaboration

Survey of Mental Health Services Network Survey of Mental Health Services Network –– (Adult (Adult 
and Child Forms) administered to Agency and Child Forms) administered to Agency 
Administrators and Direct Service Providers of each Administrators and Direct Service Providers of each 
agency in the adult and child service network.agency in the adult and child service network.

Adult and child service networks will Adult and child service networks will 
be bounded through a process by be bounded through a process by 
identifying all agencies in the service identifying all agencies in the service 
networks.  Survey will be administered networks.  Survey will be administered 
through webthrough web--based or telephone based or telephone 
surveysurvey

Definitions and data Definitions and data 
standardizationstandardization

Structured review of management information Structured review of management information 
systems across agenciessystems across agencies

Audit and interview with management, Audit and interview with management, 
staff, and stakeholdersstaff, and stakeholders

Data feedback and useData feedback and use Structured review of reports generated, distribution, Structured review of reports generated, distribution, 
quality and how they are usedquality and how they are used

Audit and interview with management, Audit and interview with management, 
staff, and stakeholdersstaff, and stakeholders

Workforce Workforce 
competenciescompetencies

Survey of provider knowledge and Survey of provider knowledge and comptenciescomptencies
related to best practices. (Measure will be integrated related to best practices. (Measure will be integrated 
with exit criteria of class action suit)with exit criteria of class action suit)

Focus groups and surveyFocus groups and survey

Transformation Outcomes Transformation Outcomes –– NOMs ReportingNOMs Reporting
10 NOM Measures10 NOM Measures Standard Data Infrastructure Reporting Standard Data Infrastructure Reporting 

proceduresprocedures



EBP Systems EBP Systems 
Infrastructure / Infrastructure / 
OrganizationalOrganizational
Culture NeedsCulture Needs

Mental Health Mental Health 
Systems Systems 

Transformation Transformation 
PrioritiesPriorities
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