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Oklahoma’s constituent survey initiative is an example of stakeholders working
together to link service improvements with quality measures while optimizing the
use of shrinking financial resources.

To coordinate the assessment of stakeholder opinions about mental health,
substance abuse or domestic violence services, the state mental health authority is
partnering with consumers, caregivers, and providers.

I will give an overview of the survey initiative, its significance and its main
features.  Two of the field coordinators, Karen Landolfi and Mary McCormick,
will talk about some of the practical aspects of the survey field work.

Triangulating and centralizing the constituent survey process among
consumers/caregivers, providers and the state mental health authority, can reduce
provider burden, safeguard respondent identities, and optimize the use of
shrinking financial resources.
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Oklahoma has a unique history of which some of the highlights are
included among your handouts.

To briefly describe Oklahoma, the state’s culture is mainly southern
(with okra and chicken fried steak being the official state meal).

In the urban areas, the population is very diverse. However, with an
average of 50 persons per square mile, compared to 80 nationally,
Oklahoma is primarily a rural state.

If you took the 3.5 million people from the DFW Metroplex  and
distributed them over an area roughly the size of New Hampshire +
Vermont + Massachusetts + Rhode Island + Connecticut you get
rough picture of Oklahoma’s population dispersion.

Our state motto, “Labor conquers all things,” reflects Oklahoma’s
strong work ethic.
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Project DescriptionProject Description

 Partnering to build system capacity to Partnering to build system capacity to
   routinely evaluate the system’s   routinely evaluate the system’s

performance from the perspective ofperformance from the perspective of
persons being servedpersons being served

FOR MORE INFO...FOR MORE INFO...
Contact: ODMHSAS Decision Support Services

P.O. Box 53277, OKC, OK 73152-3277
or vjohnson@odmhsas.org

Oklahoma’s constituent survey
initiative can best be described as:

“Partnering to build the system’s
capacity to routinely evaluate system
performance from the perspective of
persons being served.”
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Significant FeaturesSignificant Features

?    Standardization by agency type

?    Peer data collection
?    Defies the myth that consumers
        are “too low-functioning”

FOR MORE INFO...FOR MORE INFO...
Contact: ODMHSAS Decision Support Services

P.O. Box 53277, OKC, OK 73152-3277
or vjohnson@odmhsas.org

This survey initiative is significant in at least
three ways:

It is the first time that standardization of consumer
survey data across like-provider agencies has been
attempted for all DMHSAS service areas.

It is the first time that consumers and family
members have been involved in making the
personal contacts and collecting the data as peers.

It defies the conventional wisdom that consumers
were “too low-functioning” to be able to fill-out
the self-administered questionnaires.
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What to expect:What to expect:
? Project Goals

? Comparative Analysis of Strategies

? The Role of technology

? Resource Requirements

? Current Status of the Initiative

? Summary & Recommendations

Now, I want to briefly discuss the:

?Project Goals

?A Comparative Analysis of Implementation Strategies

?The Role Technology has played in the project

?Resource Requirements

?The Current Status of the Initiative, and

?Recommendations for the field
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Project GoalsProject Goals
•Make consumer satisfaction surveys customer-centered.

•Standardize measurement across agencies.

•Meaningfully involve constituents in system evaluation.

•Facilitate informed choices by consumers and their families.

•Provide focus and incentives to enhance employee performance.

•Inform system stakeholders about achievements and needs.

•Facilitate continuous quality improvement.

•Promote effective communication among system stakeholders.

Eight major project goals are to:
•Make consumer satisfaction surveys customer-centered.
•Standardize measurement across agencies.
•Meaningfully involve constituents in system evaluation.
•Facilitate informed choices by consumers and their families.
•Provide focus and incentives to enhance employee performance.
•Inform system stakeholders about achievements and needs.
•Promote efficient utilization of scare system resources (CQI/PI).
•Promote effective communication among system stakeholders.

Next I will present a comparative analysis of the three major
survey implementation strategies that we examined.

•Provider-administered
•Survey Company-administered
•DMHSAS-administered
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Provider Administered (Status Quo)Provider Administered (Status Quo)
Major Characteristic: FragmentationMajor Characteristic: Fragmentation
More than 120 different providers’ surveys

? DMHSAS Survey Weakness
    Agency-specific concerns must be separately addressed

? DMHSAS Survey Strength
? Standardization of surveys across like-agencies
? Protection of participants’ identities

Five years ago, when the we began the development of the initiative, more than 100
different service providers were each administering their own, agency-specific
surveys. Several others were not measuring customer satisfaction in any meaningful
way.  The major characteristic of the system was fragmentation.

Early piloting of the DMHSAS surveys via the provider staff still resulted in the
survey being presented 120 different ways, which caused reliability challenges that
were viewed as a significant detraction from system-wide reports of customer
satisfaction.

Comparatively, implementing the DMHSAS initiative meant that agency-specific,
managerial-type concerns would need to be separately assessed from the general
concerns that are applicable to all system consumers of the specific agency type.

On the upside, the DMHSAS Customer Surveys yielded the two-fold advantages of
1- standardization and 2- increased security for survey respondents.

During repeated focus groups consumers and caregivers have told us they feel freer
from potential retaliation by provider staff when their identities are safe-guarded as
with the DMHSAS surveys.
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Survey Company AdministeredSurvey Company Administered
Major Characteristic: Less cost-effectiveMajor Characteristic: Less cost-effective

?DMHSAS Survey Weakness
Plain paper or simplified web reports

      instead of glossy documents

?DMHSAS Survey Strength
?Usable statewide and agency data

?Highly reliable and valid
?75% cost savings

Survey Company administered surveys when compared to
centralization were determined to be less cost-effective.

We looked at this two ways.  When examined with each agency
contracting with a separate Survey Company, the costs were
prohibitive.  Even with the option of the Department contracting
with one central Survey Company, the costs exceed those of in-
house survey deployment.

During SFY2001, the equivalent value of the surveys deployed,
collected, analyzed and reported centrally was estimated to be
roughly $800,000.  The domestic violence and sexual assault
services were not included.

The DMHSAS Customer Surveys were administered at an
approximate cost of $175,000.  That is a system wide cost savings
of more than a 75 percent.
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DMHSAS AdministeredDMHSAS Administered
        Major Characteristics: InnovativeMajor Characteristics: Innovative

Weaknesses (Need to add):
?Core program area identifiers
?Respondent year-end discharge status match
?Respondent index year service duration match

? Strengths (Present):
?Standardization
?Paperwork reduction
?Provider Certification assistance
?Triangulation of consumer survey process (response privacy)
?Demonstrates Commitment to quality
?Cost-effectiveness
?Survey infrastructure supports multiple other studies

The estimated cost of operation for the coming fiscal year with with full expansion to include all
state-funded substance abuse and domestic violence agencies, in addition to the mental health
services, is approximately $200,000.

The estimated annual cost savings is approximately a half a million dollars.

The basic reasons for the cost-savings:
1.  The DMHSAS already has the required expertise in-house between the
      Decision Support and the Information Services staff to accomplish the work.
2.  We are not paying the Survey Company’s profit margins, nor for specialized forms and inks.
3.  Image scanners generally cost less than dedicated OMR readers - even
     though the system can work with such readers.
4.  The new technology reduces keystrokes and storage requirements.
5.  The infrastructure supports multiple, additional in-house studies.   Such as employee
     satisfaction, partner satisfaction, HRD training preferences surveys, etc.

As you can see on the slide, we have identified the need to add three factors that will increase the
utility of the survey data to assist the certification efforts of  providers:

?Add core program area identifiers

?Identify respondent year-end discharge status (matching data)

?Identify respondent index year service duration (matching data)
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TechnologyTechnology
Use of new technology decreases dataUse of new technology decreases data

reduction activities by at least 50% andreduction activities by at least 50% and
reduces costsreduces costs

? Survey software eases the design of scannable
questionnaires, database management, descriptive
analysis, and reporting

? Optimal Mark Reading software reduces data entry and
verification time and effort by over 50%

? Image scanning reduces storage space requirements
and scanner costs

Here, I want to specifically identify the contributions of the
technology applications utilized in the Oklahoma survey initiative.

First of all, it is the use of the Survey software that eases the
design of scannable questionnaires, database management,
descriptive analysis, and reporting. In Oklahoma, we used
Survey Pro 2.0, but there are many others on the market.

Secondly, it is the use of the Optimal Mark Reading software
that cuts the data entry and verification effort in half. In
Oklahoma, we used Remark Office OMR software.

Thirdly, it is the use of document imaging that reduces scanner
costs and decreases the needed space for storing paper surveys.
Many scanners are suitable.  One needs an image scanner with a
document feeders and workgroup or production-level
capabilities.
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Team/ResourcesTeam/Resources

??   Locations  Locations
??   People  People
??   Equipment  Equipment
??   Supports  Supports
??   Other  Other

Your handouts include breakouts of the other project
resource requirements that are shown on the
following slides.
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Locations:Locations:

?  80 to 90 adult mental health service sites
?  50 to 60 child-serving mental health sites
?        60 substance abuse treatment site
?        30 domestic violence programs

      Approximately 230 survey sites230 survey sites

We expect to survey approximately 230 sites in the
coming fiscal year compared to about 190 this year.

Of the anticipated sites:

-   80-90 are adult mental health service sites

-   50-60 are child-serving mental health sites

-   approximately 60 substance abuse treatment sites

      are included as are

-   about 30 domestic violence program sites.
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People:  8 FTEPeople:  8 FTE

?  Project manager (1 FTE)

?  Support Staff (1.5 FTE)
Administrative Support & Data Processing Technician

?  Two half-time field coordinators (1 FTE)

?  Contract survey teams (4.5 FTE)
Two teams of two plus alternate surveyors (PT)
for semi-supervised self-administered paper surveys
( > 35 consumers/caregivers trained to date)

The human resource requirements average 8 full-time equivalent
employees.  The break-out is as follows:

•1 full time project manager DMHSAS central office (myself)

•1.5 fte support staff

 (the part-time support of 2 central office employees)

•2 half-time field coordinators

 (through contracts with our partner organizations

   and who are present  here today), and a total of 
 approximately

•4.5 full-time-equivalent contract surveyors including

 two teams of two part-time employees plus alternates.

In the past four years, more than 35 consumers and caregivers have been
trained to assist with the survey project.
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Hardware/Software/Other EquipmentHardware/Software/Other Equipment

?  Two image scanners w/ Remark OMR software

?  One individual Survey Pro software license

?  SAS software license (pre-existing)

?  Typical office equipment:

      (i.e., phone, fax, Microsoft Office, printers, copiers)

?  E-mail

?  Ground Transportation

The hardware, software and other equipment requirements
are included in your handouts.  Again, I want to emphasize
that ground transportation is required in the form of cars,
trucks, vans, etc. in Oklahoma for the survey teams to get
from site to site because the population is widely dispersed.
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Other Support and ResourcesOther Support and Resources

?  Executive Directors

?  Performance Improvement Coordinators

?  Clinical or Social Work Directors

?  Receptionists/Scheduling Clerks

?  Postal/Mail Room Support

?  Software vendor support

The partner organizations and I maintain working
relationships with the executive directors and performance
improvement coordinators of the provider agencies -- some
of whom sit on the expert panel for this project and on the
mental health planning council.

The other central office employees and I work closely with
the mail room staff and software vendors.

My co-presenters will discuss more about their
relationships with the receptionists, scheduling clerks,
clinical and social work directors of the provider agencies.
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Current StatusCurrent Status
? Stakeholder Buy-In slower than anticipated
? Still operating with only English translations

Domestic Violence:Domestic Violence:      Starting Over in SFY2003
                Sexual assault is still excluded

Substance Abuse:Substance Abuse:        On verge of full implementation
        Expect contract requirement in SFY2003

Adult Mental Health:Adult Mental Health:    Full Implementation - Consumer Teams

Children’s Mental Health:Children’s Mental Health:  Switched from mail to on-site teams

Five years into the development of the evaluation initiative, I have
two major observations to share:

•First of all, stakeholder buy-in has been much slower than expected.

•We are still operating in only English translations

             because of continuous survey instrument refinements.

In terms of the specific surveys:

Domestic Violence:  Two previous questionnaires have been merged into one

instrument.  We are starting over with the field implementation.  Sexual assault

service recipients are still excluded.

Substance Abuse:  On the verge of full implementation.  Whereas agency

participation was previously optional , we are expecting the DMHSAS survey

participation to be made a contract requirement for the coming year.

Adult Mental Health:  Full implementation with consumer teams

Children’s Mental Health: Recently switched from direct mail to on-site teams
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RecommendationsRecommendations

PARTNER, PARTNER, PARTNER

?  to accomplish multiple objectives

?  enhance stakeholder relationships

?  to maximize scarce resources

Finally, I have three recommendations for the field:

PARTNER, PARTNER, PARTNER.
1. Partner to accomplish competing objectives

2. Partner to enhance stakeholder relationships, and

3. Partner to optimize the use of  scarce resources
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Related InformationRelated Information

?   Principia Products:
    http://www.principiaproducts.com/office/features.html

?   Survey Pro Software Demonstrations:
    http://apian.com/demos/flash.html

?   Survey Reports: http://ww1.odmhsas.org/eda/

?   MHSIP Surveys: http://www.mhsip.org/surveylink.htm

Your handout also includes web addresses where you can
access software demos, samples of the survey reports
generated by this project, and the MHSIP survey linking
page.

This concludes my portion of the presentation. Now you
will be in the hands of Mary McCormick, who will discuss
practical aspects of the survey field coordination and the
effect of using peer surveyors from a consumer
perspective.  Following Mary, Karen Landolfi will discuss
several of the tactical considerations involved in the
everyday field coordination of the parent and youth
surveys.







































Field Coordination of
Oklahoma Department of Mental Health

and Substance Abuse Services
Parent/Youth Surveys

Karen Landolfi, M.A.
Director, Child and Adolescent

Network (NAMI OK)



Practical Aspects of Field
Coordination

■ Selection of
Survey Staff

■ Training/Follow-
up

■ Scheduling

■ Paperwork
■ Incentives
■ Communication
■ On-Site

Procedures
■ Focus Group



Selection of Staff

■ Consumer or Family Member
■ NAMI member
■ Reliable
■ Flexible
■ Sense of Humor
■ Professionalism/Empathetic
■ Attention to Detail
■ Ability to Travel across state



Training/Follow-up

■ Co-facilitated with Survey Coordinator at
ODMHSAS

■ Comfortable setting
■ Compensation/refreshments
■ Agreement form (Responsibilities of NAMI

and survey staff)
■ Role-Playing
■ Q and A
■ Site Assignment
■ Periodic update training



Scheduling

■ One team
– on site NAMI office
– alternate surveyor
– can schedule at office (phone calls)
– consistency at sites
– less paperwork
– no accidental overlap of sites



Paperwork/Forms

■ Survey Staff Responsibility:
– verification form to site
– surveys(YSS, FSS)
– feedback forms
– site visit report
– surveyor accountability form
– parent/youth sign-in logs
– follow-up thank you note to site
– expense reimbursement form/receipts



Paperwork/Forms

■ NAMI OK responsibility
■ initial contact of executive directors
■ follow-up phone calls
■ monthly survey report to ODMHSAS
■ completed surveys, feedback forms, site visit reports,

surveyor accountability forms
■ information to survey teams
■ appointments, notebook, calendar
■ dissemination of materials to surveys



Monthly Survey Report

■ sites visited (by cmhc)
■ number surveys received
■ mail-in surveys
■ suggestions, recommendations
■ target information

– actual vs. anticipated
– future scheduled sites



Incentives

■ Survey Staff:

– $60.00  per site
– mileage reimbursement at 36 cents per

mile
– meals ($10.00 per day) unless overnight
– hotel accommodations for overnight



Incentives

■ Parent/Youth Participants and Site
Staff
– cost per item/transportation
– mugs, water bottles
– candy
– toys (for kids)
– pens
– coloring books
– coupons for drinks, ice cream, hamburgers
– refreshments/after school luncheons
– good public relations for site



Communication

■ Responsibility of Surveyors
– communication with site staff
– weekly list of sites to office
– e-mail or phone call to office
– surveys turned in by end of the month to

NAMI office
– any problems,concerns
– materials needed



Communication

■ Between NAMI OK and ODMHSAS

– phone calls/e-mails
– monthly survey report
– informal lunch meetings



On-Site Considerations

■ quiet area conducive to surveys
■ medication clinic day
■ therapeutic nursery
■ alternative school
■ division of responsibility of surveyors
■ assistance with survey -taking
■ two surveyors per site (safety)
■ identification(signs, t=shirts, buttons)



Focus Groups

■ after yearly surveys completed
■ parents/youth separate
■ stipend and meal
■ on-site sitting for siblings
■ line-by-line item analysis
■ positive feedback from

participants
■ updated form




