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CHAPTER I 

INTRODUCTION

Sta tement  o f  Problem

H i s t o r i c a l l y  the f i e l d  o f  mental  h e a l t h  a d m i n i s t r a t i o n  has been 

c h a r a c t e r i z e d  as r e l y i n g  on “ i n t u i t i o n  and e x p e r ie n c e  as s u b s t i t u t e s  f o r  

components o f  knowledge" (Feldman, 1981: x i i ) .  The p r a c t i t i o n e r  in  menta l  

h e a l t h  adnii n i  s t r a t i  on has found l i t t l e  r e l e v a n t  i n f o r m a t i o n  a v a i l a b l e  

r e g a rd in g  e i t h e r  the th e o ry  o f ,  o r  a p p l i e d  knowledge o f ,  mental  h e a l t h  

admi ni  s t r a t i  on.

A w e l l - f o u n d e d  c r i t i c i s m  re g a rd in g  c u r r e n t  mental  h e a l t h  a d m in is 

t r a t i o n  l i t e r a t u r e ,  o r  lack  t h e r e o f ,  as a d i s t i n c t  d i s c i p l i n e ,  f i n d s  t h a t  

what does e x i s t  i s  embodied in  the f i e l d s  o f  genera l  a d m i n i s t r a t i v e  t h e o ry  

and p r a c t i c e  o r  i n  o t h e r  genera l  h e a l t h  care  areas ( I b i d . : x i i i ) .  As i s  

a p t l y  no ted by Feldman (1981) and Bar ton  and Ba r ton  (1983) the approaches 

and d i r e c t i o n s  o f  t h i s  genera l  l i t e r a t u r e  p r o h i b i t s  and p re c lu d e s  adequate 

a p p l i c a b i l i t y  t o  mental  h e a l t h  a d m i n i s t r a t i o n .  Scho la rs  such as Feldman 

(1981) and Bar ton  and Bar ton  (1983) f i n d  t h a t  menta l  h e a l t h  a d m i n i s t r a 

t i o n  as a body o f  knowledge has a vague i d e n t i t y  o f  i t s  own. The 

d i s c i p l i n e s  o f  genera l  a d m i n i s t r a t i v e  th e o ry  o r  h e a l t h  care a d m i n i s t r a t i v e  

t h e o r y ,  which compr ises  most o f  the c u r r e n t  l i t e r a t u r e  in  menta l  h e a l t h  

a d m i n i s t r a t i o n  are inadequate  and cannot p ro v id e  the t e c h n i c a l  o r  

t h e o r e t i c a l  o r i e n t a t i o n s  to  the un ique en v i ro n m e n t ,  in  wh ich the mental
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h e a l t h  a d m i n i s t r a t o r  must ope ra te  ( Fe ldman: x v i i i  ) .

Ba r ton  and Bar ton  (p.  790) p r o v id e  the f o l l o w i n g  d e f i n i t i o n  o f

mental  h e a l t h  a d m i n i s t r a t i  o n :

Mental h e a l t h  a d m i n i s t r a t i o n  i s  the management p rocess formed 
from the i n t e r a c t i o n  between genera l  h e a l t h  a d m i n i s t r a t i o n ,  
c l i n i c a l  p s y c h i a t r i c  ca re o f  p a t i e n t s ,  program e lements  and 
the  mental  h e a l t h  o r g a n i z a t i o n  i t s e l f ,  as w e l l  as ,  the  e n v i r o n 
ment i n  wh ich the s t r u c t u r e  e x i s t s  i n c l u d i n g  the a t t i t u d e ,  v a l u e ,  
and b e l i e f  systems.

I f  " g e n e r i c "  a d m i n i s t r a t i v e  t h e o r y ,  p r i n c i p l e s ,  and p r a c t i c e s  are  

inadequate  to the  mental  h e a l t h  a d m i n i s t r a t o r ,  then the need f o r  s p e c i a l i 

z a t i o n  and d i f f e r e n t i a t i o n  i s  w a r ra n te d  from the r u b r i c  c l a s s i f i c a t i o n s  

o f  bo th  genera l  and h e a l t h  care  a d m i n i s t r a t i o n .  The d i f f e r e n t i a t i o n  and 

s p e c i a l i z a t i o n  would then n e c e s s i t a t e  t h a t  i n c l u s i v e  in  the deve lopment 

o f  a s u c c i n c t  body o f  knowledge f o r  mental  h e a l t h  a d m i n i s t r a t o r s  i n c lu d e  

the c h a r a c t e r i s t i c s  and elements wh ich serve  to  d i f f e r e n t i a t e  i t  f rom 

the o t h e r  areas and make i t  un ique to  the mental  h e a l t h  s e t t i n g .

Feldman (19 8 1 : x v i i i - x x i ) suggests  t h a t  the body o f  knowledge 

which i s  t o  be s u p p o r t i v e  o f  the  t h e o ry  and p r a c t i c e  o f  mental  h e a l t h  

a d m i n i s t r a t i o n  shou ld  be i n c l u s i v e  o f  the f o l l o w i n g  c h a r a c t e r i s t i c s  which 

are un ique to  mental  h e a l t h  s e t t i n g s :

1) A d m i n i s t r a t o r s  must unders tand  the p o l i t i c a l  processes and be 
ab le  to  work c l o s e l y  w i t h  government  a t  a l l  l e v e l s .  Mental  
h e a l t h  s e r v i c e s  are  s u b j e c t  t o  a h igh  degree o f  government 
r e g u l a t i  o n .

2) S t a f f  t y p i c a l l y  in  a mental  h e a l t h  o r g a n i z a t i o n  are  m u l t i 
d i s c i p l i n a r y ,  p r o f e s s i o n a l ,  and h i g h l y  autonomous. The mental  
h e a l t h  a d m i n i s t r a t o r  must deal w i t h  p r o f e s s io n a l  s t a n d a rd s ,  
p r o f e s s i o n a l  i d e n t i t i e s  and c o n f l i c t s  o v e r  s a l a r y  d i f f e r e n t i a l s .

3) The n a tu re  o f  the t r a n s a c t i o n s  between the t h e r a p i s t  and the 
c l i e n t  are p r i v a t e  and i n t i m a t e ,  more so than in  o t h e r  f i e l d s .
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4) The n a tu re  o f  the mental  h e a l t h  c l i e n t  i s  un ique .  The mental  
h e a l t h  o r g a n i z a t i o n  f r e q u e n t l y  i n t e r a c t s  w i t h  a h i g h l y  depen
dent  p a t i e n t  p o p u la t i o n .  Problems are  encoun te red  f o r  
a d m i n i s t r a t i o n  and s t a f f  i n  t r y i n g  to  m a in t a i n  a r e s p o n s i v e ,  
accou n ta b le  and humane program.

5) The mental  h e a l t h  " p r o d u c t "  i s  i n t a n g i b l e  and the  degree o f  
success i s  d i f f i c u l t  to  de te rm in e  and measure.  I t  i s  d i f f i c u l t  
f o r  the mental  h e a l t h  a d m i n i s t r a t o r  t o  e v a lu a t e  the e f f e c t i v e 
ness o f  the o r g a n i z a t i o n  and i n d i v i d u a l  s t a f f  members.

6) The boundar ies  o f  mental  h e a l t h  s e r v i c e s  are  d i f f i c u l t  t o  d e f i n e .  
Th is  p e rm i t s  the mental  h e a l t h  o r g a n i z a t i o n  to  be seen as the 
v e h i c l e  f o r  meet ing  a wide v a r i e t y  o f  d i v e r g e n t  needs and 
encourages unrea l  e x p e c t a t i o n s .

7) A poor  p u b l i c  image o f  mental  h e a l t h  s e r v i c e s  has deve loped 
as w e l l  as the e n d u r in g  s t igm a a s s o c ia te d  w i t h  i t s  use.

Othe r  s c h o la r s  i n  the mental  h e a l t h  f i e l d  s u p p o r t  and expand the

argument f o r  a s p e c i a l i z e d  and d i s t i n c t  body o f  knowledge wh ich i s  un ique

to  the p r a c t i c e  o f  mental  h e a l t h  a d m i n i s t r a t i o n . Bar ton  and Ba r ton

(pp. 791-793) d e f i n e  s e v e ra l  e lements  w i t h i n  the  menta l  h e a l t h  f i e l d

which q u a l i f y  the f i e l d  as un ique and f u r t h e r  c a l l  f o r  the deve lopment

o f  s p e c i a l i z e d  knowledge and t r a i n i n g :

1) A r e v o l u t i o n  in  mental  h e a l t h /m e n ta l  r e t a r d a t i o n  s e r v i c e  
d e l i v e r y  has occu r red  in  the l a s t  twen ty  y e a r s .  Large 
i n s t i t u t i o n s  are w in d in g  down. D e i n s t i t u t i o n a l i z a t i o n  has 
r e tu rn e d  the c h r o n i c a l l y  i l l  t o  the community.  A s h i f t  t o  
am bu la to ry  care has deemphasized h o s p i t a l  c a r e ,  now 
l i m i t e d  to  b r i e f  s tays  f o r  i d e n t i f i e d  g o a ls .  Inc reased  
im por tance  i s  ass igned  to  p la n n in g  o f  comprehensive p r o 
grams. The mass exodus o f  c h r o n i c  p a t i e n t s  has c re a te d
a back lash  d i r e c t e d  a g a in s t  the burden upon f a m i l y ,  
d i s r u p t i o n  o f  s o c i e t y ,  inadequacy o f  a l t e r n a t i v e s  t o  c a r e ,  
and the charge o f  abandonment o f  p a t i e n t s  to  the w e l f a r e  
sys tem,  wh ich  was unprepared to  care  f o r  the  m e n t a l l y  i l l  
o r  r e ta rd e d .

2) The r e s p o n s i b i l i t y  o f  the  mental  h e a l t h  a d m i n i s t r a t o r  ex tends 
beyond the i n s t i t u t i o n ' s  boundary to  i n s u re  l i f e  s u p p o r t  and 
d i m in u t i o n  o f  s t r e s s  upon the i n d i v i d u a l .  U n l i k e  genera l  
h o s p i t a l  a d m i n i s t r a t i o n , i n s t i t u t i o n s ,  i n d u s t r y ,  a g e n c ie s ,  
f a m i l i e s ,  and programs become e s s e n t i a l  e lements  f o r  c o o r 
d i n a t i o n  by the mental  h e a l t h  a d m i n i s t r a t o r .
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3) No o t h e r  area o f  h e a l t h  s e r v i c e  i s  s u b j e c t  t o  so much l e g i s 
l a t i o n  o r  j u d i c i a l  a c t i o n .  Every aspec t  o f  p r a c t i c e  i s  
a f f e c t e d ,  r e q u i r i n g  s p e c ia l  knowledge o f  the  c o n t r o v e r s i a l  
i n t e r f a c e  between law and mental  h e a l t h  a d m i n i s t r a t i o n .

4) The p o p u la t i o n  served has un ique needs t h a t  do no t  f i t  e i t h e r  
the  s t r u c t u r e  o r  process o f  t r a d i t i o n a l  h e a l t h  ca re .  P a t i e n t s  
s u f f e r i n g  p s y c h o lo g i c a l  and s o c i a l  damage are  h i g h l y  dependent ,  
o f t e n  w i thd rawn  o r  t rou b le s om e ;  long te rm  in v o lv e m e n t  i s  
common; e x t r a o r d i n a r y  di lemmas e x i s t  i n  a p p l i c a t i o n  o f  t r e a t 
ment to  p a t i e n t s  who need i t  bu t  may be u n w i l l i n g  to  accep t  i t  
o r  be unable to  de te rm ine  t h e i r  need f o r  he lp  o r  g i v e  in fo rm ed  
consen t .  C o n f i d e n t i a l i t y  i s  an a b s o lu te  n e c e s s i t y  i n  psycho
t h e ra p y .

What i s  app a ren t  to  da te  i s  t h a t  the  f i e l d  o f  mental  h e a l t h  

a d m i n i s t r a t i o n  lacks  a d i s t i n c t ,  c ohe re n t  and i n t e g r a t e d  body o f  know

ledge p e c u l i a r  to  the p r a c t i c e  o f  a d m i n i s t r a t i o n  r e l e v a n t  t o  i t s  u n iq u e ly  

d e f in e d  a t t r i b u t e s  and env i ro n m e n ta l  c o n d i t i o n s .  I t  i s  appa ren t  t h a t  

t h i s  base o f  knowledge i s  what i s  needed to  a id  the  a d m i n i s t r a t o r  in  

o p e r a t i n g  a more respons ive  and e f f e c t i v e  mental  h e a l t h  care system.

The network  o f  mental  h e a l t h  s e r v i c e  systems in  the U n i te d  S ta tes  

r e p re s e n ts  an enormously broad c a te g o ry  o f  t r e a tm e n t  s e r v i c e s  wh ich are 

p ro v id e d  by both  p u b l i c  and p r i v a t e  i n d i v i d u a l s  and o r g a n i z a t i o n s .  Th is  

ne twork  o f  mental  h e a l t h  s e r v i c e s ,  however d e f i n e d ,  i s  l a r g e  in  scope 

and consumes enormous n a t i o n a l ,  s t a t e ,  l o c a l  and i n d i v i d u a l  re s o u rc e s .

Due in  p a r t  to  bo th  p o p u la r  and governmenta l  p ressu res  ( M i l e s ,  

1980:194) f o r  a c c o u n t a b i l i t y ,  i t  i s  i n c r e a s i n g l y  becoming apparen t  t h a t  

a p u b l i c  human s e r v i c e  o r g a n i z a t i o n , such as a mental  h e a l t h  o r g a n i z a 

t i o n ,  must o p e ra te  and be aware o f  and re a c t  to  c e r t a i n  c o n d i t i o n s  

e x t e r n a l  t o  t h e i r  o r g a n i z a t l o n a 1 boundary.

Zald and Warns le y  ( 1973:21) suggest  t h a t  a d i s t i n g u i s h i n g  c h a r a c 

t e r i s t i c  o f  p u b l i c  o r g a n i z a t i o n s  is the degree to  wh ich e x t e r n a l  a c t o r s  

are in v o lv e d  in  the processes o f  g o a l - s e t t i n g , a l l o c a t i n g  r e s o u rc e s ,  and
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the g r a n t i n g  and w i t h h o l d i n g  o f  l e g i t i m a c y .  I t  i s  in  the area o f  the  

e x t e r n a l  env i ronm ents  o f  p u b l i c  o r g a n i z a t i o n s  where many p res s u res  f o r  

change e x i s t .  These p ressu res  o f t e n  serve  to  d y n a m ic a l l y  a f f e c t  and 

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

The p a r t i c u l a r  focus o f  the  open systems model accep ts  t h a t  

o r g a n i z a t i o n s ,  in  g e n e r a l ,  are a f f e c t e d  by and c o n v e r s e l y ,  a f f e c t  the  

env i ronm en t  which su r rounds  the o r g a n i z a t i o n .  Ano the r  d i s t i n c t i v e  

f e a t u r e  o f  the open systems model i s  i t s  emphasis on the  dependencies o f  

an o r g a n i z a t i o n  on o t h e r  members o f  i t s  e n v i ro n m e n t ,  t o  secure needed 

in p u t s  o r  r e s o u rc e s ,  o r  to  expel  o r  d ispose  o f  i t s  f i n i s h e d  p r o d u c t s ,  o r  

o u t p u t s .

D e te rm in ing  how the  s tudy  o f  an o r g a n i z a t i o n ' s  " o r g a n i z a t i o n - s e t "  

and boundary spanning r o le s  and u n i t s ,  as component p a r t s  o f  the open 

systems model ,  e f f e c t u a t e  o r  advance the  a p p l i e d  knowledge f o r  the  p r a c 

t i c e  o f  mental  h e a l t h  a d m i n i s t r a t i o n ,  i s  the  p r im a ry  c o n s i d e r a t i o n  o f  

t h i s  i n q u i r y  i n t o  o r g a n i z a t i o n  and e n v i ro nm en ta l  r e l a t i o n s .

I t  i s  c o n c e iv a b le  t h a t  th rough  the m ic r o s c o p i c  e x a m in a t io n  o f  a 

p u b l i c  community mental  h e a l t h  o r g a n i z a t i o n ' s  e n v i ro n m e n t ,  t h a t  a com

p i l a t i o n  o f  i n i t i a l  d e s c r i p t i v e  i n f o r m a t i o n  cou ld  be gen e ra te d .  The 

f i n d i n g s  cou ld  then be u t i l i z e d  a t  a f u t u r e  da te  to  p r o v id e  a base o f  

i n f o r m a t i o n  w i t h  which hy po the s is  cou ld  be genera ted  and hence, 

e m p i r i c a l l y  t e s te d .  The e x p l o r a t i o n  o f  a mental  h e a l t h  o r g a n i z a t i o n ' s  

env i ronm ent  w i l l  p ro v id e  an i n i t i a l  u n d e rs ta n d in g  o f  the  e x i s t i n g  range 

and p a t t e r n s  o f  i n t e r c h a n g e ( s ) between one fo c a l  o r g a n i z a t i o n  and i t s  

s p e c i f i c  e nv i ro nm en t ;  i t ' s  o r g a n i z a t i o n  s e t .
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S p e c i f y ing  the Pr o b lem

The concept  o f  e n v i ro m u en ta l  and o r g a n i z a t i o n a l  r e l d t i o n s  dnd 

the r e l a t e d  system o f  exchdnges dnd l i n k d g e s  hds been d f d m i l i a r  and 

p r e v a le n t  t o p i c  w i t h i n  o r g d n i z a t i o n d l  a n a l y s i s .  The concep t  o f  o r g a n i -  

t i o n a l  exchange was advanced by Lev ine  and White  (1960 :121)  i n  t h e i r  

s tudy  o f  h e a l t h  and s o c i a l  w e l f a r e  o r g a n i z a t i o n s .  Lev ine  and White 

(p.  122) d e f in e d  an o r g a n i z a t i o n a l  exchange to  be "any v o l u n t a r y  a c t i v i t y  

between two o r g a n i z a t i o n s  which has consequences, a c tu a l  o r  a n t i c i p a t e d ,  

f o r  the r e a l i z a t i o n  o f  t h e i r  r e s p e c t i v e  goa ls  o r  o b j e c t i v e s . "

Hodge and Anthony (1979 :57 )  suggest  t h a t  an o r g a n i z a t i o n ,  as 

viewed as an open system,  can be conce ived  o f  as "dynam ic ,  m u l t i - g o a l  

seek ing and p u rp o s e fu l  sys tem s . "  A c c e p t in g  t h i s  t h e n ,  an o r g a n i z a t i o n  

which opera tes  under r a t i o n a l  leadersh ip /m anagem ent ,  would f i n d  t h a t  

a d a p ta t i o n  and s u r v i v a l  w i t h i n  i t s  env i ronm en t  would become a p r i o r i t y  

f rom those who are charged a d m i n i s t r a t i v e  o r  management a u t h o r i t y  

i n t e r n a l  to  an o r g a n i z a t i o n .

T e r r e b e r r y  (1968 :612)  suggests  o r g a n i z a t i o n a l  a d a p t a b i l i t y  and 

s u r v i v a l  depend upon the awareness and knowledge o f  i n t e r a c t i o n s  

o c c u r r i n g  w i t h i n  an o r g a n i z a t i o n ' s  env i ro nm en t .  To a i d  i n  the access ing  

o f  t h i s  knowledge,  T e r r e b e r r y  suggests t h a t  an o r g a n i z a t i o n ' s  p e rc e p tu a l  

and i n f o r m a t i o n  p ro c e s s in g  c a p a c i t i e s  become a c r i t i c a l  area f o r  

o r g a n i z a t i o n a l  a t t e n t i o n  and awareness.

Research to  date  suggests t h a t  the r a t i o n a l  o r g a n i z a t i o n  con

cerns i t s e l f  w i t h  reduc ing  the amount o f  f l u c t u a t i o n  (change) and 

u n c e r t a i n t y  o u t s id e  o f  i t s  bounda r ie s .  In what has been d e s c r ib e d  as an 

o r g a n i z a t i o n ' s  s t r a t e g i c  a t te m p t  to a d j u s t  the o r g a n i z a t i o n  to  the
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v a r io u s  c o n s t r a i n t s  and c o n t in g e n c ie s  as induced by an e nv i ro nm en t  wh ich 

i s  u n c e r t a i n ,  f l u c t u a t i n g  and dynamic ,  the o r g a n i z a t i o n  i s  d e s c r ib e d  as 

d e v e lo p in g  a f u n c t i o n a l  u n i t  i n  i t s  o r g a n i z a t i o n a l  s t r u c t u r e  and d e s ig n ,  

whose p r im a ry  purpose i t  i s  t o  r e l a t e  and a d j u s t  the  o r g a n i z a t i o n  to  i t s  

env i ronm en t .  Th is  i s  ach ieved  th rough  what i s  d e s c r ib e d  and termed as 

"spann ing  the o r g a n i z a t i o n ' s  bou n d a r ie s "  (Thompson, 1967:18-21 i n  Hodge 

and A n th o n y :124 ) .

The concep t  o f  a systems boundary becomes an im p o r t a n t  area f o r  

o r g a n i z a t i o n a l  a n a l y s i s .  Feldman ( I b i d , :199) suggests  t h a t  w h i l e  a 

boundary o f  a system may be e v i d e n t  o r  e x i s t  as a t e r r i t o r i a l  l i n e  o r  

p h y s ic a l  b a r r i e r ,  i n  a s o c i a l  sys tem,  the  boundary may be tho u g h t  o f  as 

e x i s t i n g  in  terms o f  p a t t e r n s  o f  human i n t e r a c t i o n .  Feldman f u r t h e r  

sugg es ts ,  t h a t  many complex human s e r v i c e  o r g a n i z a t i o n s  employ personne l  

whose f u n c t i o n  i s  to  i n v o l v e  themselves w i t h  c ro ss -b ound a ry  i n t e r a c t i o n s  

f o r  the purpose o f  f a c i l i t a t i n g  e nv i ro nm en ta l  and o r g a n i z a t i o n a l  

t r a n s a c t i o n s  ( I b i d . ).

To a id  in  the u n d e rs tan d ing  o f  o r g a n i z a t i o n a l  and e nv i ro nm en ta l  

exchanges o r  r e l a t i o n s ,  Evan (1966) has deve loped the concep t  o f  the 

" o r g a n i z a t i o n  s e t . "  Th is  development  evo lved  p r i m a r i l y  f rom two fu n d a 

mental  t h e o r e t i c a l  b e l i e f s  c o nc e rn ing  formal  o r g a n i z a t i o n s : f i r s t ,  a l l

fo rma l  o r g a n i z a t i o n s  are s i t u a t e d  i n  an env i ronm ent  o f  o t h e r  o r g a n i z a 

t i o n s  as w e l l  as ,  in  a complex o f  norms, v a lu e s ,  and c o l l e c t i v i t i e s  o f  

the s o c i e t y  a t  l a rg e .  Second, in h e r e n t  in  the r e l a t i o n s h i p  between any 

fo rmal o r g a n i z a t i o n  and i t s  e nv i ro nm en t ,  i s  the idea t h a t  the o r g a n i z a 

t i o n  is  dependent upon i t s  env i ronm ent  to  some degree.  Thus, the  fo rma l  

o r g a n i z a t i o n  is  viewed as a p a r t i a l  s o c i a l  system ( I b i d . : 119) in  t h a t  i t



d e f in e s  " o n l y  a s p e c i f i c  s e t  o f  goa ls  and s ta tu s e s  as r e l e v a n t  to  i t s

f u n c t i o n i n g "  ( I b i d . ).

Evan's o r g a n i z a t i o n  s e t  u t i l i z e s  as the  u n i t  o f  a n a l y s i s ,  the 

" f o c a l  o r g a n i z a t i o n "  as i t  o u t l i n e s  o r  t r a c e s  i t s  i n t e r a c t i o n s  w i t h i n  

the network o f  o r g a n i z a t i o n s  i n  i t s  env i ro nm en t  ( I b i d . :  119 -120) .

C u r re n t  o r g a n i z a t i o n a l  t h e o ry  p o s i t s  t h a t  the o r g a n i z a t i o n  s e t  

can e x e r t  i n f l u e n c e s  on the  fo c a l  o r g a n i z a t i o n  by s u p p ly in g  o r  w i t h 

h o ld in g  i n f o r m a t i o n ,  r e s o u rc e s ,  o r  o t h e r  needed in p u t s  o r  by r e f u s i n g  to  

accep t  the  o r g a n i z a t i o n ' s  o u tp u ts  (Evan, 1966 in  Feldman:200 ) .  C u r re n t  

research  a l s o  suggests  t h a t  o r g a n i z a t i o n s  wh ich are  ab le  to  c o n t r o l  the  

i n p u t  resources  f o r  the f o c a l  o r g a n i z a t i o n  are ab le  t o  i n f l u e n c e  o r g a n i 

z a t i o n a l  d e c is io n -m a k in g  and goal s e l e c t i o n  a c t i v i t i e s  ( I b i d . ) .

An o r g a n i z a t i o n ' s env i ronm ent  i s  c r i t i c a l  t o  the o r g a n i z a t i o n ' s  

o v e r a l l  s u r v i v a l  and o p e r a t i o n s .  The env i ronm ent  a l s o  serves  as a 

resource  pool f o r  i n p u t s  needed f o r  the  o v e r a l l  f u n c t i o n i n g  and o p e ra 

t i o n  o f  the o r g a n i z a t i o n .  The env i ro nm en t  i s  a l s o  the l o c a t i o n  where 

o r g a n i z a t i o n a l  o u tp u ts  a re  d ischa rged  i n t o .  An o r g a n i z a t i o n ' s  e n v i r o n 

ment can be e i t h e r  " f r i e n d "  o r  " f o e , "  and can have p ro found  e f f e c t s  

upon the r e l a t i v e  f u n c t i o n i n g  o f  the o r g a n i z a t i o n  i f  one dares to  ig n o re  

what i s  o c c u r r i n g  o u t s id e  o f  one 's  o r g a n i z a t i o n a l  bou nda r ie s .  The 

env i ronm ent  is  a l s o  a s to rehouse  f o r  i n f o r m a t i o n ,  a d e s i re d  and va lued 

q u a n t i t y  f o r  o r g a n i z a t i o n a l  d e c i s io n -m a k e rs .

I t  i s  apparen t  t h a t  i t  i s  c r u c i a l  f o r  a d m i m s t r a t o r s  to  be know

ledgeab le  and m o n i t o r  o u t s id e  o f  i t s  o r g a n i z a t i o n a l  b o u n d a r ie s ,  in  

i t s  env i ronm en t .  The purpose o f  t h i s  i n q u i r y  w i l l  be to  address the ways 

and means in  which a mental  h e a l t h  o r g a n i z a t i o n ' s  a d m i n i s t r a t o r s  i n t e r a c t
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w i th  the  env i ronm ent  and how i t  e f f e c t s  the o p e r a t i o n  o f  the o r g a n i z a 

t i o n .  Th is  i n q u i r y  w i l l  f u r t h e r  se rve  as an e x p l o r a t o r y  case s tudy  

i n v e s t i g a t i o n  o f  a l o c a l  community mental  h e a l t h  o r g a n i z a t i o n  and w i l l  

i d e n t i f y  the f o l l o w i n g  th re e  e n v i r o n m e n t a l - o r g a n i z a t i o n a l  a t t r i b u t e s :

1) d i f f e r e n t  types o f  i n te r c h a n g e  ( d i f f e r e n t  resou rces  be ing  exchanged ) ;

2) the  d i f f e r e n t  o r g a n i z a t i o n s  i n v o l v e d  i n  these exchanges; and 3) the 

i d e n t i f i c a t i o n  and purposes o f  o r g a n i z a t i o n a l  components,  o r  boundary 

spanning u n i t s  and p o s i t i o n s  ( r o l e s ) ,  t h a t  serve  to  l i n k  the  f o c a l  

o r g a n i z a t i o n  w i t h  members o f  i t s  o r g a n i z a t i o n  s e t .

The i n t e r e s t  i n  t h i s  p a r t i c u l a r  area o f  d p p l i e d  resea rch  i s  the 

" i d e a l i s t i c  v e n t u r i n g "  in  a t te m p t in g  to  t ranspose  o r g a n i z a t i o n a l  th e o ry  

to  a p r a c t i c a l  l e v e l  o f  o r g a n i z a t i o n a 1 a n a l y s i s  as a p p l i e d  to  a " r e a l  

w o r ld  s i t u a t i o n . "  The p a r t i c u l a r  p e r s p e c t i v e  chosen,  t h a t  o f  o r g a n i z a 

t i o n  s e t  a n a l y s i s ,  i s  t h e o r e t i c a l l y  ab le  to  p r o v id e  a f ramework f o r  the 

u n d e rs ta n d in g  o f  the exchange r e l a t i o n s  wh ich occu r  between one o r g a n i 

z a t i o n  ( f o c a l )  and i t s  s p e c i f i c  env i ronm ent .

Obj ec t i  ves _an_d_ L_imi ta  t i  ons o f  the Study

Th is  i n v e s t i g a t i o n  has bo th  t h e o r e t i c a l  and p r a c t i c a l  i m p l i c a 

t i o n s .

1. F i r s t  and fo re m o s t ,  t h i s  s tudy  focuses on the  broad q u e s t i o n  

o f  t h e o ry  c o n s t r u c t i o n  as t h i s  r e l a t e s  to  mental  h e a l t h  a d m i n i s t r a t i o n .

2. Th is  s tudy  under takes the systems approach as i t  a l lo w s  f o r  

the g r a p h ic  p r e s e n t a t i o n  o f  a complex r e a l i t y - - l h e  f low s  and r e l a t i o n 

sh ips  o f  the " f o c a l  o r g a n i z a t i o n "  as i t  i n t e r a c t s  and conducts  exchanges 

w i t h i n  i t s  env i ronm ent .

3. Since t h i s  p a r t i c u l a r  case s tudy  i s  e x p l o r a t o r y  in  n a t u r e ,
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i t  w i l l  c o n c e n t r a te  on the d e s c r i p t i v e  f i n d i n g s  r e g a r d in g  the  system 

( f o c a l  o r g a n i z a t i o n )  i n t e r f a c e  w i t h  o t h e r  systems ( th e  o r g a n i z a t i o n  s e t )  

i n  the env i ronm ent .

4. Th is  case s tudy  approach was chosen f o r  two reasons.  F i r s t  

and fo re m o s t ,  the a u th o r  i s  a "member" o f  the  f o c a l  o r g a n i z a t i o n  and 

t h e r e f o r e  has a c c e s s i b i l i t y  t o  the r e s o u r c e s ,  i n f o r m a t i o n ,  documents and 

personne l  o f  the o r g a n i z a t i o n .  The re s e a r c h e r  can a c t  as p a r t i c i p a n t -  

obs e rv e r  and has a h i s t o r i c a l  knowledge o f  the  f o c a l  o r g a n i z a t i o n .

Second, the d e s i r e  t o  take a p a r t ,  ana lyze  and document the " o p e r a t i o n "  o f  

a t h e o r e t i c a l  s u b je c t  area such as o r g a n i z a t i o n a l  and e nv i ro nm en ta l  

r e l a t i o n s  c o n t r i b u t e s  p r a c t i c a l  i n f o r m a t i o n  which may be u s e fu l  t o  the 

a d m i n i s t r a t i o n  o f  the o r g a n i z a t i o n  a t  some f u t u r e  d a te .  T h i r d ,  the 

d e s c r i p t i v e  i n f o r m a t i o n  ga the red  in  t h i s  a p p l i e d  re s e a rc h ,  perhaps w i l l  

c o n t r i b u t e  to the ev en tua l  model b u i l d i n g  as a f i r s t  s tep  to  the e m p i r i c a l  

r e s e a rc h ,  h y p o th e s is  g e n e r a t i o n ,  and h y p o th e s is  t e s t i n g  f o r  mental  h e a l t h  

admi ni  s t r a t i  o n s .

5. The case s tudy  i s  u s e fu l  as a methodology when a t t e m p t i n g  to  

f i n d  c lues  and ideas (Simon, 1969:276) f o r  f u r t h e r  resea rch .  The case 

s t u d y ' s  ma jo r  purpose i s  to  genera te  d e s c r i p t i v e  da ta .  The "o n e -s h o t "  

case s tudy  i n v o lv e s  the o b s e rv a t i o n  o f  one p o p u la t i o n  a t  a s i n g l e  p o i n t  

in  t im e .  There are no e x p e r im e n ta l  c o n t r o l s  in  the case s tu d y .  The 

techn iques  u t i l i z e d  f o r  g a t h e r i n g  data i n c l u s i v e  in  t h i s  case s tudy  

a n a l y s i s  a re :  p a r t i c i p a n t  o b s e rv a t i o n  and i n t e n s i v e  i n t e r v i e w i n g .

C r i t i c i s m s  re g a rd in g  usage of these techn iques  in c lu d e  b ias  and e r r o r  

and n o n - r e p r o d u c i b i 1i t y . A l th o u g h ,  Simon makes an e x c e l l e n t  p o i n t  when 

he s t a te s  t h a t  the " s p e c i f i c  method of the case s tudy  depends upon the
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mother  w i t ,  common sense and im a g in a t io n  o f  the  person do ing  the case 

s tu d y "  ( I b i d . )  and the w r i t e r  f e e l s  c o n f i d e n t  t h a t  h e r  resea rch  a b i l i t i e s  

w i l l  gene ra te  an o b j e c t i v e  a n a l y s i s  and r e l i a b l e  d e s c r i p t i v e  r e s u l t s .

O rg a n iz a t i o n  o f  the Stu_dy

Th is  i n v e s t i g a t i o n  i s  compr ised o f  f i v e  main s e c t i o n s :  the

i n t r o d u c t i o n  and a t h e o r e t i c a l  o v e rv ie w  o f  o r g a n i z a t i o n a l - e n v i r o n m e n t a l  

r e l a t i o n s .  The case s tudy  f i n d i n g s  w i l l  be p re s e n te d ,  as w e l l  as the  

a n a l y s i s  and d i s c u s s io n  in  t h a t  o r d e r .

The s ta te m en t  o f  the problem and s p e c i f i c a t i o n  o f  the  prob lem 

area are p resen ted  in  Chapter  I .  The t h e o r e t i c a l  o v e rv ie w  o f  o r g a n i z a 

t i o n a l  and e n v i ro nm en ta l  r e l a t i o n s  can be found i n  Chapte r  I I .  The 

t h e o r e t i c a l  ove rv iew  covers  the f o l l o w i n g  t o p i c a l  a reas :  the o r g a n i z a 

t i o n  as an open system,  human s e r v i c e  o r g a n i z a t i o n ,  te c h n o lo g y  o f  a 

human s e r v i c e  o r g a n i z a t i o n , c onc e p t ions  and l e v e l s  o f  o r g a n i z a t i o n a l  

e nv i ro nm en ts ,  impact  o f  o r g a n i z a t i o n  s e t ,  o r g a n i z a t i o n a l  boundary r o le s  

and u n i t s  and i t s  a p p l i c a t i o n .

Chapter  I I I  p resen ts  the case s tudy  f i n d i n g s  o f  t h i s  resea rch .  

The o r g a n i z a t i o n  and p r e s e n t a t i o n  o f  the f i n d i n g s  w i l l  be by each m a jo r  

program and depar tment  as found w i t h i n  the s t r u c t u r e  o f  the f o c a l  

o r g a n i z a t i o n .  The areas p resen ted  w i l l  i n c lu d e  the f o r m u l a t i o n  o f  the  

f o l l o w i n g  d e f i n i t i o n s  and o f  r e l e v a n t  e n v i ro n m e n ts ,  domains,  and 

o r g a n i z a t i o n  s e t s .  A lso  p resen ted  in  the f i n d i n g s  w i l l  be the i d e n t i f i 

c a t i o n  o f  the  boundary spanning u n i t s  and personne l  as w e l l  as i t s  

system-systern i n t e r f a c e .

The f i n a l  c h a p te r  p resen ts  an a n a l y s i s  and d i s c u s s io n  o f  the 

m a jo r  f i n d i n g s  o f  the i n v e s t i g a t i o n  w i t h  s p e c ia l  emphasis on the 

i flip! i c a t  i ons f o r  f u t u r e  s tudy  and p r a c t i c a l  a p p l i c a t i o n .



C H A P T E R  II
THEORETICAL OVERVIEW OF ORGANIZATIONAL 

AND ENVIRONMENTAL RELATIONS

In t ro d u c t i  on

■The s tudy  o f  o r g a n i z a t i o n s  has long  been a resea rch  t o p i c  f o r  

those from v a r io u s  d i s c i p l i n e s  i n c l u d i n g  s o c i o l o g y ,  ps y c ho log y ,  

p o l i t i c a l  s c ie n c e ,  economics,  a n t h r o p o lo g y ,  and management. The s tudy  

o f  o r g a n i z a t i o n a l  th e o ry  r e a l i z e s  the m u l t i - d i s c i p l i n a r y  approach ,  as 

w e l l  as ,  the d i v e r s i t y  o f  i t s  ma jo r  component a reas :  g o a ls ;  work ;  power

and a u t h o r i t y ;  d e l e g a t i o n ;  d i f f e r e n t i a t i o n ;  i n t e g r a t i o n  and c o m p le x i t y ;  

o r g a n i z a t i o n  s t r u c t u r e ;  o r g a n i z a t i o n  d e s ig n ;  boundary and en v i ro n m e n t ;  

a d a p ta t i o n  and change; and a type scheme (Hodge and An thony ,  1979 :18 ) .

The component known as boundary and env i ronm en t  i s  a r e l a t i v e l y  

new t o p i c a l  area w i t h i n  o r g a n i z a t i o n a l  t h e o r y .  I t s  y o u th  i s  recogn ized  

when compar isons are made to  o t h e r  such areas o f  o r g a n i z a t i o n a l  t h e o ry  

t h a t  have long s in ce  been e s t a b l i s h e d .  For example,  1922 marks the  da te  

which t r a n s l a t i o n s  were made o f  Weber 's e s s e n t i a l s  o f  the  b u r e a u c r a t i c  

o r g a n i z a t i o n  and subse quen t l y  were r ioted and p u b l i s h e d  by Ger th  and M i l l s  

(1946 ) .  T h is  i s  i n  c o n t r a s t  to  the r e c e n t  open systems r e s e a r c h ,  wh ich 

began in  the 1960’ s.

The most s i g n i f i c a n t  impetus w i t h i n  o r g a n i z a t i o n a l  t h e o ry  which 

served to  f a c i l i t a t e  the  development o f  the  boundary and env i ronm en t  area

12
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were the c o n t r i b u t i o n s  by the  s c h o la r s  o f  the  Systems School who i n c l u d e :  

von B e r t a l a n f f y , B o u ld in g ,  A c k o f f ,  F o r r e s t e r ,  Kast  and Rosenzweig 

(Hodge and A n th o n y :4 3 ) .  The Systems School o f  t h o u g h t  p r i n c i p a l l y  

a p p l i e s  m a th e m a t i c a l ,  e n g in e e r i n g  and computer  s c ie n c e  t h e o r i e s  to  

o r g a n i z a t i o n a l  a n a l y s i s  f o r  e x p la n a t i o n s  o f  o r g a n i z a t i o n a l  f u n c t i o n i n g  

and b e h a v io r  ( I b i d . ) -  With  the  a p p l i c a t i o n s  o f  gene ra l  systems t h e o r y ,  

no t  o n l y  has the un d e rs ta n d in g  and c l a r i t y  o f  o r g a n i z a t i o n a l  f u n c t i o n i n g  

in c rea sed  g r e a t l y ,  bu t  i t  a l s o  p laces  paramount im por tance  on how the 

o r g a n i z a t i o n  i n t e r a c t s  w i t h  i t s  env i ro nm en t .

The O r g a n iz a t i o n  as an Open Systeni

T r a d i t i o n a l l y ,  o r g a n i z a t i o n s  can be viewed as e i t h e r  open o r

c lo s e d  systems. The c lo s ed  system model c l e a r l y  dominated o r g a n i z a t i o n a l

th e o r y  u n t i l  the e a r l y  1 9 6 0 's ,  when o r g a n i z a t i o n s  began t o  be conce ived

o f  as open and i n t e r a c t i n g  systems w i t h i n  t h e i r  env i ro nm en t .  The c losed

system p e r s p e c t i v e  i s  t r a d i t i o n a l l y  a s s o c ia te d  w i t h  Max Weber 's w r i t i n g s

on bu reauc racy .  H a l l  (1977 :49 )  summarizes the  c lo s e d  system model as

. . . o r g a n i z a t i o n s  as in s t r u m e n ts  des igned f o r  the p u r s u i t  o f  
c l e a r l y  s p e c i f i e d  goa ls  and thus  d i r e c t i n g  o r g a n i z a t i o n a l  
ar rangements  and d e c i s io n s  toward goal  ach ievement  and toward 
making the o r g a n i z a t i o n  more and more r a t i o n a l  in  the p u r s u i t  
o f  i t s  goa ls .

The open system p e r s p e c t i v e  has i t s  o r i g i n s  in  genera l  systems 

t h e o r y  and i s  t r a d i t i o n a l l y  a s s o c ia te d  w i t h  Ludwig von B e r t a l a n f f y ,  a 

b i o l o g i s t ,  von B e r t a l a n f f y 1s research  (1950) i d e n t i f i e d  the im por tance  

o f  the t r a n s p o r t  th e o ry  and the genera l  im por tance  o f  a system be ing 

e i t h e r  opened o r  c lo s ed  to  i t s  e n v i ro n m e n t ;  wh ich serves  to  d i f f e r e n t i a t e  

l i v i n g  organisms from inan im a te  o b je c t s  ( H a l l : 4 9 ) .  General  system th e o ry
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p o s i t s  t h a t  a l l  systems are  c h a r a c t e r i z e d  by an "assemblage o r  combina

t i o n  o f  p a r t s  w i t h  r e l a t i o n s  among them such as they  a re  in te r d e p e n d e n t "

( I b i d . ).

Bo u ld ing  (1956 :197-208)  p ro v id e s  a d e f i n i t i o n  o f  the  open system:  

"A system capab le  o f  s e l f - m a in te n a n c e  based on a th rough  pu t  o f  resources  

f rom i t s  e n v i ro n m e n t ,  such as a l i v i n g  c e l l . "  B o u ld i n g ' s  d e f i n i t i o n  

h i g h l i g h t s  the im por tance  o f  the  accommodat ion wh ich  must occu r  i n  the 

env i ronm en t .  The open system view t h e r e f o r e  i s  c o n s id e re d  to  be one o f  

an e c o l o g i c a l  p e r s p e c t i v e  ( S c o t t ,  1981:103)  as i t  i s  a p p l i e d  to  the  

a n a l y s i s  o f  o r g a n i z a t i o n s .

The open system p e r s p e c t i v e  i s  d e s c r ib e d  i n  d e t a i l  by Katz and 

Kahn (1966) .  Katz and Kahn (1966:1 9-26 in  Ha 1 1 :57 -58 )  p re s e n t  the most 

comprehens ive s e t  o f  c h a r a c t e r i s t i c s  (9) wh ich are  shared by a l l  open 

sy s tem s :

1. The i mportance o f  ene rgy :  New s u p p l i e s  o f  energy are
b roug h t  i n t o  the o r g a n i z a t i o n  i n  the form o f  people  and 
m a t e r i a l s .  Th is  energy i s  s u p p l i e d  by o t h e r  o r g a n i z a t i o n s  
o r  the genera l  env i ronm en t .

2- The th rough  p u t :  Th is  i s  the work t h a t  i s  done in  the
system f o r g a n i z a t i o n ) . The in p u t  i s  a l t e r e d  in  some way 
as m a t e r i a l s  a re  processed o r  people are served .

3- The o u t p u t :  Whatever emerges f rom an o r g a n i z a t i o n  is
u t i l i z e d ,  consumed, r e j e c t e d ,  e t c .  by the env i ronm en t .

4. S y s tems as c y c le s  o f  even_ts: Products  sen t  i n t o  the
env i ronm ent  a re  the bas is  f o r  the  source o f  energy f o r  
the r e p e a t i n g  o f  the even t .  The impor tance  o f  new energy 
i n t o  the o r g a n i z a t i o n  t r i g g e r s  a new c y c le .  Each c y c le  
may be composed o f  subsystems o r  be a p a r t  o f  a l a r g e r  
system. At  the same t im e ,  the c y c le s  themselves are 
a f f e c t e d  by changes i n  the t o t a l  system.

5. N_e_g_at_i_ve e r j t r o p j / : O rg a n iz a t io n s  a t te m p t  to  im p o r t  more
energy then they expend. Energy can be s t o c k p i l e d  to  av o id
the c o n d i t i o n  o f  us ing  more energy than i s  im por ted  ( t h e  
l a t t e r  s i t u a t i o n  leads to  o r g a n i z a t i o n  d e a th ) .
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6. I n f o r m a t i o n  i n p u t ,  noga t j  ve feedbac k ,  a nd the  cod ing  p r o - 
ces~s~i The i n f o r m a t i o n  coming i n t o  an o r g a n i z a t i o n  i s  coded 
and s e le c te d  so t h a t  the  o r g a n i z a t i o n  i s  no t  in un d a te d  w i t h  
more than i t  r e q u i r e s .  I n f o r m a t i o n  p ro v id e s  s i g n a l s  f rom 
the  env i ronm en t  and n e g a t i v e  feedback i n d i c a t e s  d e v i a t i o n s  
f rom what the env i ronm en t  d e s i r e s .  I t  i s  a c o n t r o l  mechanism.

7. The s teady s t a t e  and dynamic h o m e o s ta s is : Systems tend t o  
m a in ta in  t h e i r  b a s ic  c h a r a c t e r ,  a t t e m p t i n g  to  c o n t r o l  
t h r e a te n in g  e x t e r n a l  f a c t o r s .

8. Pi f f e r e n t i  at i o n : There i s  a tendency toward e l a b o r a t i o n  o f  
r o le s  and s p e c i a l i z a t i o n  o f  f u n c t i o n .

9. Equi f i n a l i t y : M u l t i p l e  means t o  the  same ends e x i s t  w i t h i n  
o rgan i  z a t i  o n s .

An a d d i t i o n a l  c h a r a c t e r i s t i c  o f  open systems i s  addressed by 

S c o t t  (1981) i n  h i s  work ,  Organi z a t i o n s  R a t i o n a l ,  N a tu ra l  and Open 

Systems. S c o t t  ( I b i d . :109)  d e s c r ib e s  open systems as hav ing an addi~ 

t i o n a l  p r o p e r t y ,  b o u n d a r ie s ,  and f u r t h e r  s t a te s  t h a t  o r g a n i z a t i o n s  "must 

expend energy i n  boundary m a in te n a n c e - -e n e rg ie s  devoted to  a c t i v i t i e s  

t h a t  span b o u n d a r ie s . "

In  o r d e r  t o  conce ive  o f  an o r g a n i z a t i o n  as an open system,  we 

can c o n c e p tu a l i z e  i t  i n  an i n p u t - o u t p u t  a n a l y s i s  (R e fe r  to  F ig u re  1 ) .  

Flodge and Anthony (1 979 :56 -60)  p r o v id e  an e x c e l l e n t  schemat ic  ove rv iew  

o f  the  o r g a n i z a t i o n  as a system. T h e i r  work w i l l  be h i g h l i g h t e d  and 

summarized here due to  i t s  impor tance  f o r  u n d e rs ta n d in g  the  framework o f  

t h i s  i n v e s t i g a t i o n .  Hodge and Anthony ( I b i d . )  d e f i n e  the f o l l o w i n g  

e lements  i n  t h e i r  d e s c r i p t i o n  o f  an o r g a n i z a t i o n  as an open system:

1. Sources o f  i n p u t s :  e x i s t  in  the e n v i ro n m e n t ;  may be o u t 
pu ts  o f  o t h e r  systems o r  ou tp u ts  o f  subsystem o f  the  same
sys tern.

2. I jgputs :  are  the m a jo r  and m ino r  resources  coming i n t o  the
sys tem; an o r g a n i z a t i o n 1s in p u t s  c o n s i s t  o f  f o u r  e s s e n t i a l
resou rces :  human, p h y s i c a l ,  f i n a n c i a l ,  arid i n f o r m a t i o n a l ;
they  are  what the system must have t o  o p e ra te .
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3. T r a n s fo r m a t io n  jaroce_s_s: i s  the p rocess  t h a t  works on the
i7i]7uts~ f t - changes the in p u t s  by add ing  va lue  to  them. I t  
a l s o  in c lu d e s  the way the  o r g a n i z a t i o n  s t r u c t u r e s  i t s e l f ;  
the p o l i c y ,  p r o c e d u r e s - - t h e  management and main tenance sub
system o f  the  o r g a n i z a t i o n .

4. Output s : the  end r e s u l t s  o f  the t r a n s f o r m a t i o n  p rocess .
Not o n ly  a s e r v i c e  o r  p ro d u c t  i s  o u t p u t - - i n c l u d e s  p r o f i t s ,  
wages, and s a l a r i e s  f o r  employees; s o c i a l  c o s t s ,  e t c .

5. Users o f  o u t p u t s :  used by the  env i ro nm en t  o r  by o t h e r
systems o r  subsystems and used by c us tom ers ,  c l i e n t s ,  p u b l i c ,  
o t h e r  o r g a n i z a t i o n s .

6. Feedback: the  o p e r a t i o n  o f  the t r a n s f o r m a t i o n  p ro c e s s ,  o u t 
puts i s  fed  back i n t o  the  system so t h a t  changes may be made 
in  in p u t s  a n d /o r  the t r a n s f o r m a t i o n  process  i n  o r d e r  t o  
change o u tp u t s .  Feedback can be genera ted  from the  users
o f  the o u t p u t s ,  o t h e r  e x t e r n a l  s ou rc es ,  o r  can be genera ted  
by an i n t e r n a l  source  w i t h i n  the system.

The a p p l i c a t i o n  o f  the  systems approach i n  o r g a n i z a t i o n a l  

a n a l y s i s  a l lo w s  f o r  a macro p e r s p e c t i v e  to  th e  a n a l y s i s  o f  an o r g a n i z a 

t i o n  ( I b i d . ) .  W ith  t h i s  f ramework we are ab le  t o  c o n s id e r  the e f f e c t s  

t h a t  env i ro nm en ta l  dynamics may have on the o r g a n i z a t i o n .

The Human S e rv i c e  Qrgani z a t ion

M i l l s  and Moberg (1982) suggest  t h a t  research  to  da te  f i n d s  

s i g n i f i c a n t  d i f f e r e n c e s  between o r g a n i z a t i o n s  wh ich  are o r i e n t e d  towards 

s e r v i c e  as opposed to  those o r i e n t e d  to  m a n u fa c tu r in g .  M i l l s  and Moberg 

(1982 :467)  f i n d  t h a t  th e re  are two genera l  d i s t i n c t i o n s ,  as found in  

research  wh ich d i s t i n g u i s h  s e r v i c e  and m a n u fa c tu r in g  o p e r a t i o n s :

(1 )  d i f f e r e n c e s  i n  t h e  n a tu r e  o f  o u t p u t s ;  and (2) d i f f e r e n c e s  i n  the  

u n d e r l y i n g  p ro d u c t i o n  processes .

M i l l s  and Moberg ( I b i d . )  suggest  t h a t  a p p ro x im a te ly  70% o f  the 

employab le  work f o r c e  i s  engaged in  s e r v i c e  a c t i v i t i e s .  Conta ined in  

t h i s  t remendous ly  broad range o f  general  s e r v i c e  a c t i v i t i e s  f i n d s  a
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range o f  fo rmal  o r g a n i z a t i o n s  whose e x p l i c i t  f u n c t i o n  i s  t o  "shape,  

change and c o n t r o l  b e h a v io r  as w e l l  as c o n f i r m  o r  r e d e f i n e  s o c i a l  and 

persona l  s t a t u s "  (H asen fe ld  and E n g l i s h ,  1 9 7 4 :1 ) .  Blau  and S c o t t  (1962 

in  M i l l s  and M a r g u l i e s ,  1980:264) r e f e r  t o  these o r g a n i z a t i o n s  as 

" p r o f e s s i o n a l  s e r v i c e  o r g a n i z a t i o n s . "  The c o r o l l a r y  t o  the p r o f e s s i o n a l  

s e r v i c e  o r g a n i z a t i o n  i s  what i s  commonly r e f e r r e d  to  t h ro u g h o u t  the  

l i t e r a t u r e  as ,  " t h e  human s e r v i c e  o r g a n i z a t i o n . "

Hasen fe ld  and E n g l i s h  (1974 :1 )  i d e n t i f y  two elements  wh ich  serves  

to  d i f f e r e n t i a t e  the  human s e r v i c e  o r g a n i z a t i o n  f rom o t h e r  b u r e a u c r a c i e s :

1. T h e i r  i n p u t  o f  raw m a t e r i a l  are human be ings w i t h  s p e c i f i c  
a t t r i b u t e s ,  and t h e i r  p r o d u c t i o n  o u t p u t  a re  persons processed 
o r  changed i n  a p rede te r in ined  manner.

2. T h e i r  genera l  mandate i s  t h a t  o f  " s e r v i c e , "  t h a t  i s ,  to 
m a in ta in  and improve the  genera l  w e l l - b e i n g  and f u n c t i o n i n g  
o f  peop le .

T y p i c a l l y  human s e r v i c e  o r g a n i z a t i o n s  i n v o l v e  themselves w i t h  

v a r io u s  f u n c t i o n s  r e l a t i n g  to  d i a g n o s i s ,  e v a l u a t i o n ,  and t r e a tm e n t  o f  

problems. McCord (1982 :247)  suggests t h a t :  "Agencies e s t a b l i s h  and

m a in ta in  the impor tance  o f  these f u n c t i o n s  by c o n s t r u c t i n g  s p e c i a l i z e d  

t e rm in o lo g y ,  t r e a tm e n t  modes, s t a f f i n g  models ,  and agency g o a l s . "

P e c u l i a r  to  human s e r v i c e  o r g a n i z a t i o n s ,  which a t te m p t  to p r o 

duce c o g n i t i v e ,  a f f e c t i v e ,  o r  b e h a v io ra l  changes in  c l i e n t s ,  the s t a t e  

o f  knowledge ( te c h n o lo g y )  i s  de te rm ined  o n ly  to the e x t e n t  t o  which the  

"raw m a t e r i a l "  (human b e ings )  i s  unders tood  ( G l i s s o n ,  1978:383) wh ich 

due to  the  u n p r e d i c t a b i l i t y  and v o l a t i l i t y  o f  the  raw m a t e r i a l  i n c u r r e d ,  

i s  u s u a l l y  ve ry  m in im a l .  In a d d i t i o n  to  knowledge,  two o t h e r  c o n s id e r a 

t i o n s  p e c u l i a r  to  human s e r v i c e  o r g a n i z a t i o n s  a re  i d e n t i f i e d  by G l i s s o n  

( I b i d . ) :  "The h e t e r o g e n e i t y  o f  i n t e r v e n l i v e  e f f o r t s  t o  change the  human
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range o f  formal o r g a n i z a t i o n s  whose e x p l i c i t  f u n c t i o n  i s  to  "shape,  

change and c o n t r o l  b e h a v io r  as w e l l  as c o n f i r m  o r  r e d e f i n e  s o c i a l  and 

persona l  s t a t u s "  (H asen fe ld  and E n g l i s h ,  1 9 7 4 :1 ) .  Blau  and S c o t t  (1962 

in  M i l l s  and M a r g u l i e s ,  1980:264)  r e f e r  t o  these o r g a n i z a t i o n s  as 

" p r o f e s s i o n a l  s e r v i c e  o r g a n i z a t i o n s . "  The c o r o l l a r y  t o  the p r o f e s s i o n a l  

s e r v i c e  o r g a n i z a t i o n  i s  what i s  commonly r e f e r r e d  to  t h ro u g h o u t  the  

l i t e r a t u r e  as ,  " t h e  human s e r v i c e  o r g a n i z a t i o n . "

Hasen fe ld  and E n g l i s h  (1974 :1 )  i d e n t i f y  two e lements wh ich  serves 

to  d i f f e r e n t i a t e  the  human s e r v i c e  o r g a n i z a t i o n  f rom o t h e r  b u r e a u c r a c i e s :

1. T h e i r  i n p u t  o f  raw m a t e r i a l  are human be ings  w i t h  s p e c i f i c  
a t t r i b u t e s ,  and t h e i r  p r o d u c t i o n  o u t p u t  a re  persons processed 
o r  changed i n  a p rede te rm ined  manner.

2. T h e i r  genera l  mandate i s  t h a t  o f  " s e r v i c e , "  t h a t  i s ,  to 
m a in ta in  and improve the  genera l  w e l l - b e i n g  and f u n c t i o n i n g  
o f  peop le .

T y p i c a l l y  human s e r v i c e  o r g a n i z a t i o n s  i n v o l v e  themselves w i t h  

v a r io u s  f u n c t i o n s  r e l a t i n g  to  d i a g n o s i s ,  e v a l u a t i o n ,  and t r e a tm e n t  o f  

prob lems.  McCord (1982 :247)  suggests  t h a t :  "Agenc ies e s t a b l i s h  and

m a in ta in  the impor tance  o f  these  f u n c t i o n s  by c o n s t r u c t i n g  s p e c i a l i z e d  

t e rm in o lo g y ,  t r e a tm e n t  modes, s t a f f i n g  models,  and agency g o a l s . "

P e c u l i a r  to  human s e r v i c e  o r g a n i z a t i o n s ,  which a t te m p t  to  p r o 

duce c o g n i t i v e ,  a f f e c t i v e ,  o r  b e h a v io ra l  changes in  c l i e n t s ,  the s t a t e  

o f  knowledge ( t e c h n o lo g y )  i s  de te rm ined  o n ly  to  the  e x t e n t  t o  which the 

"raw m a t e r i a l "  (human b e ings )  i s  unders tood  ( G l i s s o n ,  1978:383) wh ich 

due to  the  u n p r e d i c t a b i l i t y  and v o l a t i l i t y  o f  the  raw m a te r i a l  i n c u r r e d ,  

i s  u s u a l l y  ve ry  m in im a l .  In a d d i t i o n  t o  knowledge,  two o t h e r  c o n s id e r a 

t i o n s  p e c u l i a r  to  human s e r v i c e  o r g a n i z a t i o n s  a re  i d e n t i f i e d  by G l i s s o n  

( I b i d . ) :  "The h e t e r o g e n e i t y  o f  i n t e r v e n t i v e  e f f o r t s  t o  change the  human
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b e in g s ,  and the  r e l a t i v e l y  low p r e d i c t a b i l i t y  o f  outcomes a l l  c o n t r i b u t e  

to  the  s u s c e p t i b i l i t y  o f  human s e r v i c e  t e c h n o lo g ie s  to  o r g a n i z a t i o n a 1 

i n f 1uences. "

M i l l s  and M a rg u l ie s  (1980 :264)  p r o v id e  th e  f o l l o w i n g  rev iew  o f  

Blau  and S c o t t ' s  t y p o lo g y  (1962)  r e g a r d in g  the  p e r s o n a l - i n t e r a c t i v e  

s e r v i c e  o r g a n i z a t i o n .  Seven m a jo r  p o i n t s  a re  enumerated by M i l l s  and 

M a rg u l ie s  and are p resen ted  due to  i t s  importance in  u n d e rs ta n d in g  " th e  

n a tu re  o f  the  bu s in e s s "  o f  such an o r g a n i z a t i o n .  The seven p o in t s  a re :

1. Employees in  these e n t i t i e s  p ro v id e  persona l  s e r v i c e  to
c l i e n t s / c u s t o m e r s , who are  t y p i c a l l y  unaware o r  im p re c is e  
about  both  what w i l l  bes t  se rve  t h e i r  i n t e r e s t  and how to  
go about  remedying a s i t u a t i o n .

2. A c l i e n t  w i t h  an em ot iona l  problem may seek he lp  f rom an 
o r g a n i z a t i o n  bu t  may be unaware o f  the e x t e n t  o f  the problem.

3. The c l i e n t  must p r o v id e  cop ious i n f o r m a t i o n  c r u c i a l  to  the 
accompl ishment  o f  the  ta s k .

4. The employee in  the  p e r s o n a l - i n t e r a c t i v e  s e r v i c e  o r g a n i z a 
t i o n  c o n v e r ts  the  i n f o r m a t i o n  p ro v id e d  by th e  c l i e n t  i n t o  
know ledge.

5. The g e n e ra t io n  o f  knowledge i s  t y p i c a l l y  the  s o le  domain o f  
the employee d e c i s io n  u n i t .

6. The c l i e n t  is  dependent on the employee, r e s u l t i n g  i n  a pe r 
c e ived  power d i s p a r i t y ,  w i t h  the  c l i e n t  v iewed in  the  sub
s e r v i e n t  s t a t e .

7. The i n f o r m a t i o n  p ro v id e d  by the  c l i e n t  i s  o f t e n  o f  a con
f i d e n t i a l  n a tu re .

The consequences in h e r e n t  f o r  the human s e r v i c e  o r g a n i z a t i o n s  

p e c u l i a r  to  those f u n c t i o n i n g  in  a p e r s o n a l - i n t e r a c t i v e  s e r v i c e  c a p a c i t y  

are  d iscussed  by M i l l s  and M a rg u l ies  ( I b i d . :264 ) .  S ix  sy m bo l i c  p o i n t s  

can be i d e n t i f i e d  f rom t h e i r  d i s c u s s io n :



19

1. The p e r s o n a l - i n t e r a c t i v e  s e r v i c e  f i r m  i s  the  most dynamic 
o f  the  s e r v i c e  o r g a n i z a t i o n s  as each task  and each i n t e r 
a c t i v e  ep isode  r e q u i r e s  nove l  s i t u a t i o n s ,  w i t h  th e  d e c i s io n s  
be ing made by the  employee te n d in g  to  be complex and 
j u d g e m e n t a l .

2. The employee ope ra tes  w i t h  c o n s id e r a b le  autonomy.

3. S tandards and g u i d e l i n e s  a re  d i f f i c u l t  to  e s t a b l i s h  in  t h i s  
s e t t i  ng .

4. These o r g a n i z a t i o n s  e x i s t  in  env i ronm ents  t h a t  a re  h i g h l y  
i n s t a b l e ,  w i t h  h ig h  change r a t e s ,  and are g e n e r a l l y  f a i r l y  
ch a o t i  c.

5. A g r e a t e r  i d e n t i f i c a t i o n  o f  the  s e r v i c e  employee w i t h  the 
c l i e n t  ( e x i s t s )  and less  a t ta chm e n t  o r  i d e n t i f i c a t i o n  (o c c u rs )  
w i t h  th e  a f f i l i a t e d  o r g a n i z a t i o n .

6. The aura o f  p r o f e s s i o n a l i s m  i s  so p r e v a le n t  in  these o r g a n i 
z a t io n s  t h a t  t h e r e  i s  an a t te m p t  to  r e g u l a t e  the d e c is io n s  
made so t h a t  the  p r o f e s s i o n a l ' s  b e h a v io r  i s  no t  based on
s e l f - i n t e r e s t .

In summary, an image can be formed re g a rd in g  d i s t i n c t  a t t r i b u t e s  

o f  the  human s e r v i c e  o r g a n i z a t i o n  based on seve ra l  ma jo r  resea rch  con

t r i b u t i o n s  on the s u b j e c t .  The human s e r v i c e  o r g a n i z a t i o n  i s  i t s e l f  a 

broad t y p o lo g y ,  wh ich i s  i n c l u s i v e  o f  a wide v a r i e t y  o f  i n s t i t u t i o n s ,  

such as p u b l i c  s c h o o ls ,  w e l f a r e  agenc ies ,  u n i v e r s i t i e s ,  p o l i c e  and f i r e  

depar tments  and h o s p i t a l s .  To d i f f e r e n t i a t e  the  v a r io u s  k inds  o f  human 

s e r v i c e  o r g a n i z a t i o n s , c l a s s i f i c a t i o n  can be de te rm ined  by p redominant  

f u n c t i o n .  One such c l a s s i f i c a t i o n  was p res e n te d ,  the  personal  - i n t e r -  

a c t i v e  s e r v i c e  o r g a n i z a t i o n .  Another  p o p u la r  name f o r  t h i s  type o f  

o r g a n i z a t i o n  i s  a p e o p le -cha ng ing  o r g a n i z a t i o n  (H asen fe ld  and E n g l i s h : 5 ) .

A Communi t y  Mental Head th  Cente r

Does a r e l a t i o n s h i p  e x i s t  which r e l a t e s  systems theo ry  to  

o r g a n i z a t i o n s  wh ich f u n c t i o n  as peop le -chang ing  o r g a n i z a t i o n s ?  Marmor
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(1975) suggests  th e re  i s  a s i g n i f i c a n t  r e l a t i o n s h i p  between systems

th e o ry  and conmunity  p s y c h i a t r y ,  as he suggests  t h a t  the v i s i b i l i t y  o f

t h i s  r e l a t i o n s h i p  can be seen in  the  community mental  h e a l t h  c e n t e r .

Marmor (1975 :808)  summarizes th e  t h e o r e t i c a l  bas is  o f  community

p s y c h i a t r y ,  wh ich  v iews :

Mental  h e a l t h  and mental  i l l n e s s  as r e s u l t s  o f  a c o n c e n t r i c  
ne twork  o f  i n t e r c o n n e c t e d  d e te r m in a n ts ,  w i t h  the  i n d i v i d u a l  
a t  the  core o f  the  ne two rk  but  i n  a c o n s ta n t  s t a t e  o f  dynamic 
i n t e r a c t i o n  w i t h  e lements r e l a t e d  to the  f a m i l y ,  peer  g roups ,  
s o c i a l  c la ss  and l a r g e r  community as w e l l  as w i t h  e t h n i c ,  
r a c i a l ,  economic and c u l t u r a l  subsystems. Community p s y c h i a t r y  
sees the  ro o ts  o f  most mental  d i s o r d e r s  as r e s i d i n g  no t  j u s t  
w i t h i n  the  i n d i v i d u a l  bu t  a l s o  in  d i s tu r b a n c e s  w i t h i n  t h i s  
dynamic ne two rk  o f  i n t e r a c t i n g  systems.

The community mental  h e a l t h  c e n te r  i s  c la im ed  to be " th e  m a jo r  

t h e r a p e u t i c  i n s t r u m e n t  o f  community p s y c h i a t r y . "  Conmunity mental  h e a l t h  

cen te rs  were c re a te d  w i t h  the main purpose o f  see ing  t h a t  the  t o t a l  

t r e a tm e n t  s e r v i c e s  o f f e r e d  w i t h i n  a conmun ity  ensure  t h a t  a "cont inuum 

o f  c a re "  be p r e s e n t - - f r o m  i n t e n s i v e  to s u p p o r t i v e .  For those e n t e r i n g  

the system a t  any p o i n t  may be r e f e r r e d  to  the  a p p r o p r i a t e  l e v e l  ( s )  

based on i n d i v i d u a l  need, w i t h  the  l e a s t  i n t e n s i v e  and l e a s t  r e s t r i c t i v e  

g e n e r a l l y  be ing  the  p r e f e r r e d  t r e a tm e n t .

The conmunity  mental  h e a l t h  c e n te r  t h e r e f o r e  f u n c t i o n s  to  " d e a l "  

w i t h  the  mental h e a l t h  problems o f  a community in  a systems o r i e n t e d  way; 

the  t h e o r e t i c a l  o r i e n t a t i o n  founded on p s y c h i a t r i c  c a u s a l i t y  and on a 

ne twork  o f  b r o a d ly  d i s t r i b u t e d  t r e a tm e n t  cen te rs  ( I b i d . ) .  These com

m un i ty  mental  h e a l t h  c e n te rs  a re  p u r p o s e f u l l y  lo c a te d  w i t h i n  the  community 

i t s e l f .
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Techno logy  o f  Human S e rv ic e  Or g a n i z a t i o n s

G e n e ra l l y  s p e a k in g ,  mental h e a l t h  o r g a n i z a t i o n s , l i k e  most o t h e r  

o r g a n i z a t i o n s ,  a re  i n  bus iness  t o  produce a p ro d u c t .  The p a r t i c u l a r  

p ro d u c t  t h a t  i s  p roduced,  however ,  i s  t h a t  o f  the d e l i v e r y  o f  human 

s e r v i c e s ,  i n  p a r t i c u l a r ,  mental  h e a l t h  s e r v i c e s .

Hasenfe ld  and E n g l i s h  (1 9 74 :12 -13 )  d e f i n e  the  te c h n o lo g y  o f  a 

human s e r v i c e  o r g a n i z a t i o n  t o  be a " s e r i e s  o f  p rocedures des igned to  

t r a n s fo r m  the  raw m a t e r i a l  f rom one s t a t e  to  a n o th e r  in  a p rede te rm ined  

manner. "  F u r t h e r ,  " t h e  te c h n o lo g y  i s  based on a body o f  knowledge t h a t  

ensu re s ,  w i t h i n  c e r t a i n  l i m i t s ,  the  success o f  th e  t r a n s f o r m a t i o n  p r o 

cess,  e n a b l in g  the t r a i n i n g  o f  personnel  to  p e r fo rm  the  necessary  t a s k s . "

I n h e r e n t  t o  human s e r v i c e  o r g a n i z a t i o n s  a re  t h a t  human beings as

the "raw m a te r i a l  11 are  in p u t s  f o r  p ro c e s s in g  by t h a t  o r g a n i z a t i o n .

Human be ings by t h e i r  ve ry  n a t u r e ,  r e p r e s e n t  a v o l a t i l e  f o r c e  i n t e r n a l

to the o r g a n i z a t i o n  and hence the  t r a n s f o r m a t i o n  o f  one s t a t e  to  a no the r

by the o r g a n i z a t i o n  becomes a d i f f i c u l t  process f o r  the human s e r v i c e

o r g a n i z a t i o n . Hasen fe ld  and E n g l i s h  (p .  13) f u r t h e r  sugges t  t h a t

human s e r v i c e  o r g a n i z a t i o n s ,  as a ca tego ry  o f  o r g a n i z a t i o n s ,  are 
d i s t i n c t l y  c h a r a c t e r i z e d  by the  f a c t  t h a t  they  exp e r ie n c e  a 
h igh  l e v e l  o f  u n c e r t a i n t y  and t h i s  can p a r t i a l l y  be a t t r i b u t e d
by the  i n h e r e n t  v a r i a b i l i t y  and u n p r e d i c t a b i l i t y  o f  the  s t a t e  o f
the c l  i ents  .

S i m i l a r l y ,  Thompson (1967 :17 -18 )  i d e n t i f i e s  the  te rm " i n t e n s i v e  

t e c h n o lo g y "  as i t  r e l a t e s  when the o b j e c t  ( o f  the te c h n o lo g y )  is  human. 

Thompson d e f in e s  i n t e n s i v e  techno logy  as a " v a r i e t y  o f  techn iques  drawn 

upon in  o r d e r  to  ach ieve  a change i n  some s p e c i f i c  o b j e c t ,  bu t  t h e  

s e l e c t i o n ,  c o m b in a t io n ,  and o r d e r  o f  a p p l i c a t i o n  a re  de te rm ined  by fe e d 

back f rom the o b j e c t  i t s e l f . "  Thompson suggests  t h a t  the  i n t e n s i v e
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t e c h n o lo g y ,  as an i n p u t  t o  the  human s e r v i c e  o r g a n i z a t i o n ,  cannot  i d e a l l y  

be c o n t r o l l e d ,  as i t  ( t e c h n o lo g y )  i s  p re d o m in a n t l y  d e te rm in e d ,  as 

Thompson s t a t e s ,  by t h e  o b j e c t  i t s e l f .  A lso  c h a r a c t e r i s t i c  o f  Thompson's 

i n t e n s i v e  techno logy  i s  t h a t  the i n d i v i d u a l  " s p e c i f i c  case d e f in e s  th e  

component a c t i v i t i e s  and t h e i r  com b in a t ion  f rom the  l a r g e r  a r ra y  o f  

components c o n ta in e d  in  the  a b s t r a c t  t e c h n o l o g y . "

The p o s t u l a te s  o f  H a s e n fe ld ,  E n g l i s h ,  and Thompson i d e n t i f y  the  

p r o b le m a t i c  area encoun te red  by human s e r v i c e  o r g a n i z a t i o n s  when human 

beings are to  be processed w i t h i n  the  o r g a n i z a t i o n  and the  a p p r o p r i a t e  

t e c h n o lo g ie s  a p p l i e d  w i t h i n  t h e  o r g a n i z a t i o n .  Assuming the  o r g a n i z a 

t i o n s  seek r a t i o n a l i t y  and as a component a c t i v i t y  to  r a t i o n a l i t y ,  as 

Thompson (1967 :19 )  s t a t e s ,  t h a t  i t  i s  the  d e s i r e  o f  o r g a n i z a t i o n s  t o  

"sea l  o f f  t h e i r  core  t e c h n o lo g ie s  f rom env i ronm en ta l  i n f l u e n c e s . "

Cen tra l  to  t h i s  concept  i s  t h e  idea t h a t  the " i n p u t s  a c q u i r e d  must be 

w i t h i n  th e  scope o f  the  t e c h n o lo g y ,  and i t  must be w i t h i n  the  c a p a c i t y  

o f  the  o r g a n i z a t i o n  to  d ispose  o f  the t e c h n i c a l  p r o d u c t i o n , "  ( I b i d . ) .  

Va r ious  a t te m p ts  a t  r e g u l a t i o n  w i l l  be made by the  o r g a n i z a t i o n  in  o r d e r  

to  meet the  v o l a t i l e  and f l u c t u a t i n g  c o n d i t i o n s  encounte red  i n  the  

env i ronment  as these  c o n d i t i o n s  a re  becoming in p u t s  f o r  p rocess ing  by 

th e  o r g a n i z a t i o n .  The human s e r v i c e  o r g a n i z a t i o n  w i l l  a t te m p t  i n  the  

i n p u t  p ro c e s s in g  ( c o n v e r s io n )  t o  make c o n d i t i o n s  more s t a b le  and more 

c o n t r o l l e d  f o r  the  more f l u i d  o p e r a t i o n  once the  "raw m a t e r i a l "  e x i t s  

the env i ronm ent  and e n te r s  the  o r g a n i z a t i o n  f o r  p ro c e s s in g .

C o n c e p t io ns and Lev e ls  o f  Orrjani z a t i o n a l  E n v i r onments

Bas ic  to  genera l  systems t h e o ry  and the  open systems model o f  

o r g a n i z a t i o n a l  f u n c t i o n i n g ,  i s  the concept  o f  o r g a n i z a t i o n a l  i n t e r a c t i o n
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w i t h  i t s  env i ronm en t  and w i t h  o t h e r  o r g a n i z a t i o n s .  O rg a n iz a t io n s  are  

cons ide red  to  be open and a d a p t i v e  systems s i t u a t e d  w i t h i n  some l a r g e r  

c o n t e x t ,  t h e i r  env i ro nm en t .  A s im p le  b u t  o p e r a t i o n a l  d e f i n i t i o n  i s  

u t i l i z e d  by Z e y - F e r r a l l  (1979 :72 )  o f  the  o r g a n i z a t i o n a l  e nv i ro nm en t :

" A l l  i n f l u e n c e s  on th e  o r g a n i z a t i o n  t h a t  a re  e x t e r n a l  to the  o r g a n i z a 

t i o n - a l l  e lements  w i t h  wh ich  the o r g a n i z a t i o n  exchanges in p u ts  and 

ou tpu ts  . 11

A vas t  amount o f  l i t e r a t u r e  e x i s t s  r e g a rd in g  the  env i ronm ents  o f  

o r g a n i z a t i o n s .  I t  serves no purpose to  the o b j e c t i v e s  o f  t h i s  i n q u i r y  

to  p resen t  i n f o r m a t i o n  o t h e r  than a w id e l y  supp o r ted  assum pt ion ,  

r e g a rd in g  the  im por tance  o f  env i ro nm en ts .  A b a s ic  assumpt ion re g a rd in g  

env i ronm en ts ,  wh ich i s  p redom inan t  in  o r g a n i z a t i o n a l  re s e a rc h ,  is t h a t  

the env i ronment  i s  a "sou rce  o f  both t h r e a t s  and o p p o r t u n i t i e s - - o f  con

s t r a i n t s  and c o n t i n g e n c i e s - - t h a t  a f f e c t  the  s u r v i v a l  a b i l i t y  o f  an 

o r g a n i z a t i o n  and must,  t h e r e f o r e ,  be a p p r e c ia t e d "  ( M i l e s ,  1980 :189) .

A l though  o r g a n i z a t i o n a l  t h e o ry  documents many p e rc e p t io n s  and 

schemes o f  types and l e v e l s  o f  o r g a n i z a t i o n a l  env i ro nm en ts ,  M i l e s '  (1980) 

b a s ic  concep t  w i l l  be used he re .  Th is  i n q u i r y  is  concerned w i t h  the 

p a r t i c u l a r  env i ronm en t  wh ich i s  " s p e c i f i c "  o r  " r e l e v a n t "  to  an o r g a n i z a 

t i o n  ( f o c a l ) ;  t h a t  i s ,  which has immedia te re levance  f o r  the fo c a l  

o r g a n i z a t i o n .  The en v i ro n m e n t ,  then ,  c o n s i s t s  o f  the o r g a n i z a t i o n s  and 

i n d i v i d u a l s  w i t h  wh ich  a fo c a l  o r g a n i z a t i o n  has a d i r e c t  exchange o r  

i n t e r a c t i o n .  O the r  t e rm in o lo g y  can be found th ro u g h o u t  o r g a n i z a t i o n a l  

resea rch  to  denote synonymous conceptua l  meanings to  the  r e l e v a n t  o r  

s p e c i f i c  env i ronm en t ,  f o r  example; Evan's (1966) concep t  o f  the o r g a n i 

z a t i o n  s e t ;  D i l l ' s  (1958) and Thompson's (1967) concep t  o f  the  task
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e n v i ro n m e n t ;  and Hodge and An thony 's  (1979) use o f  the  i n t e r m e d i a t e  

env i  ronm en t .

The Impact o f  an Organi z a t i o n  Set

As open systems,  o r g a n i z a t i o n s  a re  dependent on t h e i r  e n v i r o n 

ment f o r  s u r v i v a l ,  as in p u t s  a re  p r o c u r re d  and o u tp u t s  a re  d ischa rged .

As an open sys tem, the  o r g a n i z a t i o n  i s  dependent  on a range o f  s u p p l i e r s  

f o r  i t s  in p u t s  and consumers f o r  i t s  o u t p u t s ,  The o r g a n i z a t i o n ,  o r  the 

managers charged w i t h  d e c is io n -m a k in g  a u t h o r i t y ,  de te rm ine  wh ich  s p e c i f i c  

s u p p l i e r s  and consumers are  s e l e c te d  as i t s  exchange p a r t n e r s ,  f o r  

purposes o f  the o r g a n i z a t i o n ' s  bus iness  t r a n s a c t  i o n s . In o r d e r  f o r  an 

o r g a n i z a t i o n  to  r e a l i z e  i t s  goa ls  o r  purposes ,  the  o r g a n i z a t i o n  must 

possess o r  c o n t r o l  c e r t a i n  elements wh ich are  e i t h e r  f u n c t i o n a l  o r  v i t a l  

to i t s  o p e r a t i o n s .  An o r g a n i z a t i o n  cannot  secure  i t s  resources  w i t h o u t  

the e s ta b l i s h m e n t  o f  v i a b l e  r e l a t i o n s h i p s  w i th  o t h e r  o r g a n i z a t i o n s  in  i t s  

r e l e v a n t  env i ro nm en t .  Lev ine  and W hite  (1960:538-601 in  E t z i o n i ,  1969: 

129) suggest  t h a t  th e re  can "be no exchange o f  e lements w i t h o u t  some 

agreement o r  u n d e rs ta n d in g ,  however i m p l i c i t . "

E s s e n t i a l  to  the  unde rs tand ing  o f  exchange r e l a t i o n s h i p s  which 

an o r g a n i z a t i o n  w i l l  engage i n ,  i s  c o n s i d e r a t i o n  to  what Lev ine  and 

White  (1960) have termed the o r g a n i z a t i o n a l  domain Lev ine and White

c la im  t h a t  exchanges are  c o n t i n g e n t  upon " t h e  c la im s  t h a t  an o r g a n i z a 

t i o n  s takes  o u t  f o r  i t s e l f "  ( I b i d . ) .  In t h e i r  i n v e s t i g a t i o n  o f  h e a l t h  

and w e l f a r e  agenc ies ,  Lev ine and White e s t a b l i s h  t h a t  the domain o f  

h e a l t h  o r g a n i z a t i o n s  can be d es c r ib ed  i n  terms o f  the :  1) d iseases

covered ;  2) p o p u la t i o n  s e rv e d ;  and 3) s e r v i c e s  rendered ( I b i d . ) .
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Use o f  the  exchange mode l,  is  c la im ed  by Lev ine  and W h i te ,  to  be 

an e x p la n a t i o n  o f  " t h e  f l o w  o f  e lements  between o r g a n i z a t i o n s "  wh ich 

would be " i n  terms o f  the  r e s p e c t i v e  f u n c t i o n s  per fo rmed by the  p a r t i c i 

p a t in g  age nc ie s "  ( I b i d . : 125).  A re v ie w  o f  l i t e r a t u r e  conce rn ing  research  

in  th e  area o f  the  o r g a n i z a t i o n a l  e nv i ro nm en t  f i n d s  t h a t  t h e r e  e x i s t s  a 

d i s t i n c t i v e  body o f  research  and i n v e s t i g a t i o n s  wh ich  v iews the e n v i r o n 

ment as a r i c h  and vas t  resou rce  po o l .  Th is  genera l  area can be d e f in e d  

as the  resource-dependence p e r s p e c t i v e ,  f o r  wh ich  a model has been 

d e f in e d .  The resource-dependence model f i n d s  i t s  d i s t i n c t i o n s  in  i t s  

p e r c e p t io n s  o f  o r g a n i z a t i o n a l  and e nv i ro nm en ta l  connectedness.  An 

o r g a n i z a t i o n ,  as the  model emphasizes ,  th rough  a d a p ta t i o n  p rocesses ,  

makes a s e r i e s  o f  consc ious  and r e a c t i v e  s teps towards the procurement o f

i t s  needed resources  ( S c o t t : 116).  The resource-dependence model assumes 

t h a t  an o r g a n i z a t i o n ' s  dec is io n -m a k e rs  a c t i v e l y  de te rm ine  an o r g a n i z a 

t i o n ’ s f a t e  by " a t t e m p t i n g  to s t r i k e  f a v o r a b le  ba rga ins  and a v o id in g  

c o s t l y  en tang lem en ts "  in  the env i ronm en t  ( I b i d . ) .

The resource-dependence approach has been addressed by a number 

o f  i n v e s t i g a t o r s  and can be found under  the gu ise  o f  v a r io u s  names'.

Za ld  and Wamsley (1973) have espoused the  p o l i t i c a l - e c o n o m y  model and 

the work o f  Thompson (1967) and Jacobs (1974) uses power-dependency 

a n a l y s e s .

S c o t t  (1981 :116)  surmises t h a t  P f e f f e r  and S a la n c i k ' s  (1978) 

w r i t i n g s  are  by f a r ,  the most comprehens ive,  to d a te ,  i n  r e l a t i o n  to  the 

resource-dependence a n a l y s i s .  P f e f f e r  and S a la n c i k ' s  m a jo r  c o n t r i b u t i o n  

to the f i e l d  i s  h i g h l i g h t e d  by S c o t t  ( I b i d . ) :
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[m a jo r  c o n t r i b u t i o n .  . . ]  . . . i s  to  d i s c e r n  and d e s c r ib e  the  
s t r a t e g i  e s - - r a n g in g  f rom b u f f e r i n g  to  d i v e r s i f i c a t i o n  and 
m e r g e r - p u r s u e d  by o r g a n i z a t i o n s  a t t e m p t i n g  to  r e l a t e  more 
e f f e c t i v e l y  to  t h e i r  env i ro nm en ts .

In summary th e n ,  the env i ro nm en t  can be conce ived  o f  as a s t o r e 

house f o r  a l l  m a t e r i a l s ,  energy and i n f o r m a t i o n  upon which o r g a n i z a t i o n a l  

sus tenance i s  m a in ta in e d .  An o r g a n i z a t i o n  is  conce ived  o f  as a dynamic 

and a d a p t i v e  system as i t  i s  s y m b i o t i c a 1l y  t i e d  to  i t s  env i ronm ent .

The open systems model s t r e s s e s  the  paramount impor tance  o f  the 

in te rd e p e n d e n c ie s  o f  the  o r g a n i z a t i o n  upon i t s  r e l e v a n t  env i ronm en t .  

Ano ther  concept  wh ich can be in t r o d u c e d  i s  t h a t  ev e ry  o r g a n i z a t i o n  is  

suggested to  be, s i t u a t e d  w i t h i n  an i n t e r o r g a n i z a t i o n a l  f i e l d .  Brown 

and Moberg (1980 :45 )  suggest  t h a t  the i n t e r o r g a n i z a t i o n a l  f i e l d  can be 

d e sc r ib ed  as " t h a t  s e t  o f  o r g a n i z a t i o n s ,  g roups ,  and i n f l u e n t i a l  i n d i 

v id u a l s  w i t h  which the  o r g a n i z a t i o n  has r e l a t i o n s . "  Brown and Moberg 

( I b i d . )  suggest  t h a t  c o n s i d e r a t i o n  must be g iven  to  the  e f f e c t s  o f  an 

i n t e r o r g a n i z a t i o n a l  f i e l d  due to  the  f a c t  t h a t  "each o f  these u n i t s  

c o n s t i t u t e s  a c o n c re te  f o r c e  t h a t  t h e  o r g a n i z a t i o n  must reckon w i t h ,  

p a r t i c u l a r l y  i f  t h e re  i s  a dependency i n v o l v e d . "

Much has been w r i t t e n  about  the  i n t e r o r g a n i z a t i o n a l  system, o r  

network .  Benson (1975 :229)  c r i t i c i z e s  the  resea rch  to  d a te ,  as i t  i s  

d e f i c i e n t ,  as he c onc lude s ,  due to  abounding concep tua l  c o n fu s io n  and 

o v e r la p  conce rn ing  r e s e a r c h e r ' s  s c h o l a r l y  i n v e s t i g a t i o n s .

C e r t a i n l y  one may i n q u i r e  as to  what b e n e f i t s  does the  knowledge 

and i d e n t i f i c a t i o n  have f o r  a f o c a l  o r g a n i z a t i o n ,  o f  i t s  s p e c i f i c  

env i ronm ent  o r  o r g a n i z a t i o n  se t?  To an a d m i n i s t r a t o r , the  answer would 

seem q u i t e  o b v io u s ;  to enab le  the maximum o p p o r t u n i t i e s  f o r  d e c i s i o n -
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making under c o n d i t i o n s  o f  r a t i o n a l i t y .  S c o t t  (1981 :188)  p ro v id e s  a 

very  v a lu a b le  and b r i e f  t r e a t i s e  c o nc e rn ing  the  impor tance  o f  under 

s ta n d in g  o r g a n i z a t i o n  and e n v i ro n m e n ta l  r e l a t i o n s :

O rg a n iz a t io n s  a r e n ' t  s im p ly  regarded  as t e c h n i c a l  systems bu t  as 
s o c i a l  and p o l i t i c a l  systems:  and the  concern  i s  no t  p r i m a r i l y
how to  ach ieve  t e c h n i c a l  e f f i c i e n c y  b u t  how t o  ensure  o r g a n i z a 
t i o n a l  s u r v i v a l  and i f  p o s s i b l e ,  enhance the  o r g a n i z a t i o n ' s  
b a r g a in in g  p o s i t i o n  v i s - a - v i s  o t h e r  systems.

O rg a n iz a t i o n a l  Boundary Roles and Uni ts

The o r g a n i z a t i o n  as an open system is  dependent on i t s  e n v i r o n 

ment and i s  found to  be l o c a te d  g e o g r a p h i c a l l y  w i t h i n  a l a r g e r  i n t e r -  

o r g a n i z a t i o n a l  ne tw o rk .  A rev iew  o f  l i t e r a t u r e  suggests  t h a t  th e re  are  

two p r im ary  genera l  d e s c r i p t i o n s  found in  ana lyses  o f  an o r g a n i z a t i o n ' s  

task  env i ronm en t .  The two d e s c r i p t i o n s  used are  the v a r i a b l e s ,  homo

g e n e i t y  and s t a b i l i t y ,  in  t h e i r  d i f f e r i n g  degrees, Thompson (1967: 

68-70)  i n d i c a t e s  these two v a r i a b l e s  a re  used to  i d e n t i f y  the " d e s c r i p 

t i o n  and measurement o f  the  s o c i a l  c om pos i t ion  o f  e n v i ro n m e n ts . "

Hodge and Anthony (1979 :143)  summarize these two genera l  

v a r i a b l e s  which a re  used t o  e v a lu a t e  the o r g a n i z a t i o n ' s  t a s k  env i ronment  

as i t  i s  has been found to  be r e f l e c t i v e  in  o r g a n i z a t i o n a l  s t r u c t u r e  

and p rocess :

1. The more homogeneous and s t a b le  the  ta s k  en v i ro n m e n t ,  the 
le ss  need f o r  o r g a n i z a t i o n a l  c o m p le x i t y  and the g r e a t e r  the 
use f o r  ru lem ak ing .

2. The more heterogeneous and s h i f t i n g  the task  env i ro nm en t ,  
the g r e a t e r  the o r g a n i z a t i o n a l  c o m p le x i t y ,  p la n n in g  and 
d e c e n t r a l i z a t i o n .

M i le s  (1980 :5 )  suggests  t h a t  o r g a n i z a t i o n a l  d ec is io n -m ak e rs  

when c on tend ing  w i t h  a dynamic and complex en v i ro n m e n t ,  encoun te r
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t e n s io n  and u n c e r t a i n t y .  For the management o f  t h i s  dynamic and complex 

e n v i ro n m e n t ,  John C h i l d  (1 9 7 2 :2 -2 1 )  argues f o r  the  s t r a t e g i c  cho ice  

p e r s p e c t i v e  in  wh ich o r g a n i z a t i o n a l  a d a p ta t i o n  t o  i t s  env i ronm en t  is  

found to  be r e l a t e d  to  the  cho ices  made by the  o r g a n i z a t i o n ' s  "dominant 

c o a l i t i o n . "  The dominant c o a l i t i o n  o f  an o r g a n i z a t i o n  a re  those d e c i s i o n 

makers w i t h i n  an o r g a n i z a t i o n  whose i n f l u e n c e  i s  found to  be the 

g r e a t e s t .

M i le s  and Snow (1978 :20 )  su rm ise  t h a t  the  s t r a t e g i c  cho ice

a n a l y s i s  p laces emphasis on manager ia l  p e r c e p t i o n ,  as managers

are  v iewed as be ing  i n  a p o s i t i o n  n o t  o n l y  t o  a d j u s t  o r g a n i z a t i o n  
s t r u c t u r e  and process when nece ssa ry ,  bu t  a l s o ,  t o  a t te m p t  to 
m a n ip u la te  the env i ronm ent  i t s e l f  i n  o r d e r  to  b r i n g  i t  i n t o  con
f o r m i t y  w i t h  t h a t  wh ich the  o r g a n i z a t i o n  i s  a l r e a d y  do ing .

Research recogn izes  and suggests  t h a t  o r g a n i z a t i o n s  which c o n f r o n t  a

dynamic and complex env i ronm ent  must e x e r t  ene rg ies  f o r  the management

o f  t h e i r  e x t e r n a l  r e l a t i o n s .

S ince  o r g a n i z a t i o n s  themselves a re  in c a p a b le  o f  i n t e r a c t i n g  

w i t h  the  en v i ro n m e n t ,  o r g a n i z a t i o n a l  d ec is io n -m ak e rs  des ign  and p ro v id e  

personne l  whose f u n c t i o n  i t  i s  to  engage i n  the  v a r io u s  t r a n s a c t i o n s  

and a c t i v i t i e s  r e q u i r e d  f o r  o r g a n i z a t i o n a l  f u n c t i o n i n g .  Katz and Kahn 

(1966) suggest  t h a t  o r g a n i z a t i o n s  r e q u i r e  s p e c i a l i z e d  o r g a n i z a t i o n a l  

r o l e s ,  o r  boundary r o l e s ,  t o  e f f e c t  the  o r g a n i z a t i o n ' s  a c q u i s i t i o n  and 

d i s p o s a l  f u n c t i o n s .

L e i f e r  and Delbecq (1978:41 ) i d e n t i f y  those i n d i v i d u a l s  i n  an 

o r g a n i z a t i o n ,  wh ich o p e ra te  a t  the o r g a n i z a t i o n ' s  p e r i p h e r y ,  o r  boundary 

and wh ich f u n c t i o n  t o ,  "p e r fo rm  o r g a n i z a t i o n a l  r e l e v a n t  t a s k s ,  and 

r e l a t i n g  the  o r g a n i z a t i o n  w i t h  elements  o u t s i d e  o f  i t , "  as boundary
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s p a n n e rs .

Organ (1971 :74 )  d e s c r ib e s  o r g a n i z a t i o n a l  a d a p ta t i o n  to  i t s  

env i ronm ent  as be ing  ach ieved  th rough  the  b e h a v io r  o f  i n d i v i d u a l s  a c t i n g  

as boundary age n ts ,  o r  l i n k i n g  p i n s ,  and f u r t h e r ,  p ro v id e s  the  ana logy 

t h a t  boundary agents f u n c t i o n  as "s ens o ry  o rgans"  f o r  the o r g a n i z a t i o n .  

M i le s  (1980 :320)  p ro v id e s  a summary wh ich resea rch  su g g e s ts ,  o f  the 

v a r io u s  i n s t i t u t i o n a l  a d a p t i v e  f u n c t i o n s  wh ich  boundary spanning 

a c t i v i t i e s  have been i d e n t i f i e d  as s e r v in g :

1. r e p r e s e n t in g  the o r g a n i z a t i o n  t o  i t s  e x t e r n a l  c o n s t i t u e n c i e s .

2. scann ing and m o n i t o r i n g  env i ro nm en ta l  even ts  t h a t  are 
p o t e n t i a l l y  r e l e v a n t  f o r  the  o r g a n i z a t i o n .

3. p r o t e c t i n g  the  o r g a n i z a t i o n  f rom env i ro n m e n ta l  t h r e a t s .

4. i n f o r m a t i o n  p roc es s ing  and ga tekee p in g .

5. t r a n s a c t i n g  w i t h  o t h e r  o r g a n i z a t i o n s  f o r  the  a c q u i s i t i o n  
o f  in p u t s  and the d is p o s a l  o f  o u tp u t s .

6. l i n k i n g  and c o o r d i n a t i n g  a c t i v i t i e s  between o r g a n i z a t i o n s .

C u r ren t  research  add re ss ing  boundary spanning a c t i v i t i e s  t r e a t s

such a c t i v i t i e s  as an i n t e r v e n i n g  v a r i a b l e ;  r e l a t i n g  env i ronm en ta l  

c h a r a c t e r ! s t i c s  and o r g a n i z a t i o n a l  processes and f u n c t i o n i n g .  Thompson's 

(1967 :70)  work r e g a rd in g  boundary spanning i s  r e f l e c t i v e  t h a t  "we would 

expec t  the c o m p le x i t y  o f  the s t r u c t u r e ,  the number and v a r i e t y  o f  u n i t s  

[ o f  an o r g a n i z a t i o n ] ,  to  r e f l e c t  the c o m p le x i t y  o f  the e n v i ro n m e n t . "

Reynolds and Johnson (1982 :551)  d e f i n e  the concept  o f  l i a i s o n :  

"The i n d i v i d u a l ,  who, a l tho ugh  not  a member o f  any one g roup ,  serves to  

l i n k ,  th rough  communicat ion b e h a v io rs ,  two o r  more groups w i t h i n  an 

o rgan i  z a t i  o n ."
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Bar ton  and Bar ton  (1 9 8 3 :bB3) d e f i n e  l i a i s o n  a c t i v i t i e s  s p e c i f i c  

t o  a community mental  h e a l t h  c e n t e r :

L i a i s o n  a c t i v i t i e s  i n c lu d e  p r o v i d i n g  a s s e r t i v e ,  o f t e n  advocacy- 
d i r e c t e d  l i n k a g e s  between the p a t i e n t ' s  a f t e r c a r e  program and 
the  community,  o t h e r  agenc ies  o r  p a r t s  o f  the  same agency who 
m igh t  be, o r  have been p r o v i d i n g  a s e r v i c e  to  the  p a t i e n t .
Most o f  the  a c t i v i t i e s  are  geared toward  a c c o m p l is h in g  con
t i n u i t y  o f  care f o r  the  p a t i e n t .

Many s e r v i c e  a c t i v i t i e s  i n v o l v i n g  l i a i s o n  f u n c t i o n s  are  p ro v id e d  by a

community mental  h e a l t h  c e n t e r .  Ba r ton  and Ba r ton  (1983 :583-585)

i d e n t i f y  and e x e m p l i f y  t h i s  s c e n a r i o :

1. Case management - focuses  on the need f o r  a person whose 
l e g i t i m a t e  f u n c t i o n  i s  to  f i n d  s e r v i c e s  f o r  t h e i r  c l i e n t s  
and c o o r d in a te  them.

2.  Mandated l e g i s l a t i v e  amendments to  P u b l i c  Ac t  94-63 r e q u i r e  
the p r o v i s i o n  o f  s c re e n in g  f o r  a l l  p o t e n t i a l  admiss ions to  
s t a t e  i n s t i t u t i o n s .

3. C o u r t - o rd e re d  l i a i s o n  a c t i v i t i e s  r e q u i r e s  the a f t e r c a r e  
program 's  i n i t i a t i v e  in  smoothing ou t  the  t r a n s i t i o n  o f  
the p a t i e n t  f rom c o u r t  system to  r e h a b i l i t a t i v e  system.

4. Linkages most o f t e n  need t o  be between the  a f t e r c a r e  p r o v id e r s  
and the i n p a t i e n t  ward s t a f f ,  the  p s y c h i a t r i c  emergency s t a f f  
and o t h e r  p a r t s  o f  the p s y c h i a t r i c  and medica l  depar tments .

5. Community agencies - each may r e q u i r e  r e g u l a r i z e d ,  o f f i c i a l  
l i a i s o n  to  make c o n t i n u i t y  and c o n s is te n c y  o f  a p a t i e n t ' s  
r e h a b i l i t a t i v e  program p o s s ib l e .

6. L i a i s o n  a c t i v i t i e s  w i t h  the p u b l i c  i s  a n o th e r  im p o r ta n t  
aspec t  o f  adequate a f t e r c a r e .

As ev idenced by Ba r ton  and Bar ton  in  t h e i r  d e s c r i p t i o n  o f  

l i a i s o n  f u n c t i o n s  o p e r a t i v e  w i t h i n  a community mental  h e a l t h  c e n t e r ,  i t  

can be seen t h a t  much o f  the in tended  purposes f o r  l i a i s o n  a c t i v i t i e s  is  

t o  f a c i l i t a t e  the care  and needs o f  c l i e n t s ' / p a t i e n t s ' t r e a tm e n t .  I t  i s  

a l s o  recogn ized  t h a t  much o f  the c o o p e ra t io n  among c a r e g i v i n g  o r g a n i z a 

t i o n s  r e a l i z e s  a d d i t i o n a l  resources  f o r  the  o r g a n i z a t i o n a l  usage.
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In  o r d e r  t o  a id  the u n d e rs ta n d in g  o r  f o r  purposes o f  d e s c r i b i n g  

the  n a tu re  o f  i n t e r o r g a n i z a t i o n a l  r e l a t i o n s h i p s  encoun te red  w i t h i n  a 

ne tw o rk ,  Feldman (1980 :224)  p rov id es  two s o c i a l  and s t r u c t u r a l  c h a ra c 

t e r i s t i c s  wh ich can be a p p l i e d  o r  used in  an a n a l y s i s  t o  d e s c r ib e  the 

tone o f  the  r e l a t i o n s h i p ;  the  p a t t e r n  o f  t r u s t  among o r g a n i z a t i o n s ,  and 

the e x t e n t  to  which the r e l a t i o n s h i p s  are mandated o r  a re  v o l u n t a r y  

1i nkages.

To the e x t e n t  t h a t  c o o p e r a t i v e  e f f o r t s  a re  becoming more p re v a 

l e n t  i n  human s e r v i c e  systems may be r e f l e c t i v e  o f  e f f o r t s  towards  the 

re f i n e m e n t  o f  s e r v i c e  i n t e g r a t i o n .  These e f f o r t s  towards the re f i n e m e n t  

o f  s e r v i c e  i n t e g r a t i o n  appears ,  as Feldman (1980 :206-225)  su g g e s ts ,  to  

be from demands f o r  b e t t e r  and more a c c e s s ib l e  s e r v i c e s ;  to  p reven t  

c l i e n t s  f rom " f a l l i n g  between the  c ra c k s "  ( I b i d . :225 ) .  Due to  the 

in c rea sed  demands f o r  b e t t e r  and more a c c e s s ib le  s e r v i c e s ,  Feldman sub

m i ts  t h a t  th e re  i s  an inc rea sed  p ressu re  f o r  " s t r o n g e r  mechanisms o f  

c o o r d i n a t i o n  and s e r v i c e  u t i l i z a t i o n  a t  the l o c a l  l e v e l "  ( I b i d , : 2 2 4 ) .

Goldman (1982) e m p h a t i c a l l y  a s s e r t s  t h a t  s e r v i c e  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  e x i s t i n g  resources  w i l l  be s i g n i f i c a n t  d e te rm in a n ts  o f  

s o c i a l  p o l i c y  f o r  the 1980 's .  He hy po the s iz es  on a s p e c i f i c  type  o f  

s e r v i c e  c o o r d i n a t i o n ;  o f  h e a l t h  and mental  h e a l t h  s e r v i c e s .  In a s o c io -  

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

Goldman f i n d s  t h a t  these two s e c to r s  have t r a d i t i o n a l l y  been separa ted  

by a number o f  f a c t o r s ,  which he i d e n t i f i e s :  s p e c i a l i z a t i o n ,  i d e o l o g i c a l ,

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

f u n c t i o n a l  and o r g a n i z a t i o n a l  d i f f e r e n t i a t i o n  ( I b i d . : 6 1 6 ) .  Goldman 

( I b i d . :619-20)  conc ludes h i s  a n a ly s i s  o f  i n t e g r a t i o n  o f  h e a l t h  and
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mental  h e a l t h  s e r v i c e s  by s t a t i n g  t h a t  s e n s i t i v i t i e s  by h e a l t h  p la n n e rs  

and p o l i c y  makers are r e q u i s i t e  f o r  the ach ievement  o f  s e r v i c e  i n t e g r a 

t i o n  e f f o r t s - - a n d  f o r  the genera l  s u r v i v a l  o f  human s e r v i c e s  i n  the 

1 9 8 0 's ,  wh ich face  overwhe lm ing problems r e l a t i n g  t o  resou rce  s c a r c i t y .

Jonathan Borus (1978 :1029)  d e l i n e a t e s  n ine  issues  w h ic h ,  he sug

g e s t s ,  are c r i t i c a l  to  the  s u r v i v a l  o f  community mental  h e a l t h .  These 

issues  a re :  c l a r i f y i n g  boundar ies  and p r i o r i t i e s ,  c a r i n g  f o r  c h r o n i 

c a l l y  i l l  d e i n s t i t u t i o n a l i z e d  p a t i e n t s ,  p r o v i d i n g  d i f f e r e n t i a t e d  c a r e ,  

c o l l a b o r a t i n g  w i t h  the community,  r e l a t i n g  to  the  use o f  p s y c h i a t r y  and 

m e d ic in e ,  d e f i n i n g  the  community p s y c h i a t r i s t ' s  r o l e ,  m a in t a i n i n g  

p s y c h i a t r i c  manpower, u n d e r ta k in g  e v a l u a t i o n  research  and the  ach ievement 

o f  s t a b l e  f u n d in g .  A s i n g l e  i s s u e ,  the  boundary prob lem w i l l  be sum

m ar iz ed ,  as i t  r e l a t e s  s p e c i f i c a l l y  to  t h i s  i n q u i r y .

Community mental  h e a l t h  has been s e v e r e l y  c r i t i c i z e d  f o r  i t s  

e x t re m e ly  broad scope and purposes ,  p r i n c i p a l l y  r e l a t i n g  to  i t s  l e g i s l a 

t i v e  o r i g i n s  in  1963, as P u b l i c  Law 88-164. Kennedy's Community Mental 

Hea l th  Cente r  Ac t  has a t tem pted  to  be, as Borus s ugg es ts ,  " t o  be a l l  

t h in g s  to  a l l  peop le "  ( I b i d . ) .  Borus i d e n t i f i e d  t h a t ,  f rom the com

m un i ty  mental h e a l t h  c e n t e r ' s  i n c e p t i o n  in  1963:

. . .as p a r t  o f  t h i s  c ru s a d in g  a tmosphere,  f e d e r a l  r e g u l a t i o n s  
mandated community mental  h e a l t h  to  do the im p o s s ib l e ,  t h a t  i s ,  
no t  o n l y  se rve  a l l  c i t i z e n s  w i t h  d e f in e d  mental  i l l n e s s  who 
come f o r  t r e a tm e n t  w i t h i n  a la rg e  p o p u la t i o n - d e f i n e d  geograph ic  
a re a ,  bu t  a l s o  serve  the m e n ta l l y  i l l  i n  the community who do 
n o t  come in  f o r  t r e a tm e n t ,  p reven t  mental  i l l n e s s  in  the p o te n 
t i a l l y  i l l  i n  the community,  and improve the mental  h e a l t h  o f  
the r e s t  o f  the p o p u la t i o n .

One aspec t  to  s u r v i v a b i l i t y  o f  the community mental  h e a l t h  c e n te r  

then to  Borus ,  i s  the issue  o f  the coninuni t y  mental  h e a l t h  c e n t e r ' s
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bounda r ies .  Borus suggests  t h a t  the conm un i ty  mental  h e a l t h  c e n t e r  a l s o  

must d e l i m i t  i t s  p r i o r i t i e s  and in c re a s e  i t s  a c c o u n t a b i1i t y , i f  i t  i s  to  

s u r v i v e  ( I b i d . : 1030).

A p p l i  c a t i o n

Community mental  h e a l t h  e x i s t s  as a p o p u la t i o n  based, p r e v e n t i o n -  

o r i e n t e d ,  p u b l i c l y  funded systems approach o f  comnun ity  p s y c h i a t r i c  

p r a c t i c e  and care based on the p r i n c i p a l s  o f  c o n t i n u i t y  o f  care  and 

t re a tm e n t  in  the l e a s t  r e s t r i c t i v e  en v i ro n m e n t .  A community mental  

h e a l t h  c e n t e r ,  as an open system,  must adapt  and s u r v i v e  t o  i t s  s p e c i f i c  

env i ronm en ta l  c o n d i t i o n s .  The community menta l  h e a l t h  c e n t e r ,  as any 

o r g a n i z a t i o n ,  th rough  i t s  a d m i n i s t r a t o r s ,  i s  r e s p o n s ib l e  f o r  managing 

a p p r o p r i a t e  s t r a t e g i e s ;  f o r  u t i l i z a t i o n  o f  boundary p e rs o n n e l ,  f o r  

o r g a n i z a t i o n a l  des ign  c o n s i d e r a t i o n s ;  f o r  whom the  o r g a n i z a t i o n  deve lops 

exchange r e l a t i o n s h i p s  f o r  resource  a c q u i s i t i o n  and d i s p o s a l  f u n c t i o n s ;  

and f o r  a bas ic  d e te rm in a n t  p h i lo s o p h y  f o r  i t s  a t t i t u d i n a l  t r e a tm e n t  o f  

o th e rs  w i t h i n  i t s  o r g a n i z a t i o n - s e t ,  which may range from c o m p e t i t i v e n e s s  

o r  h o s t i l i t y  to  c o l l a b o r a t i o n  and c o o p e r a t i o n .  Thompson (1967) r e f e r s  

to  the bas ic  a d m i n i s t r a t i v e  f u n c t i o n  as " c o - a l i g n m e n t . "

The im por tance  o f  the  a d m i n i s t r a t i v e  c o - a l i g n m e n t  c o n c e p t ,  as 

Thompson i d e n t i f i e s  i t ,  r e f l e c t s  t h i s  r e s e a r c h e r ' s  genera l  c o n c lu s io n s  

re g a rd in g  the  impor tance  o f  knowledge o f  o r g a n i z a t i o n a l  t h e o r y ,  as i t  

can very  i m p o r t a n t l y  be adapted to  the mental  h e a l t h  a d m i n i s t r a t i v e  area.

Thompson (1967 :147-148)  p rov id es  an i n t e r p r e t a t i o n  o f  t h i s  co

a l ig n m e n t  f u n c t i o n .  Th is  c o n c e p t ,  as found in  Thompson's w o rk ,  serves 

as a c o n c lu d in g  comment o f  the t h e o r e t i c a l  o v e rv ie w  o f  o r g a n i z a t i o n a l
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and e nv i ro nm en ta l  r e l a t i o n s ;  as Thompson's e x p l i c a t i o n  i l l u s t r a t e s  the

f o l l o w i n g  j u s t i f i c a t i o n  f o r  t h i s  i n q u i r y ;

P e rp e tu a t i o n  o f  the complex o r g a n i z a t i o n  r e s t s  on an a p p r o p r i a t e  
c o - a l i g n m e n t  i n  t im e and space no t  s im p ly  o f  human i n d i v i d u a l s  
bu t  o f  st reams o f  i n s t i t u t i o n a l i z e d  a c t i o n .  S u r v i v a l  r e s t s  on 
the c o - a l i g n m e n t  o f  te c h n o lo g y  and ta s k  env i ronm en t  w i t h  a v i a b l e  
domain, and o f  o r g a n i z a t i o n  des ign  and s t r u c t u r e  a p p r o p r i a t e  to  
t h a t  domain.

. . . The c e n t r a l  f u n c t i o n  o f  a d m i n i s t r a t i o n  i s  t o  keep the 
o r g a n i z a t i o n  a t  the nexus o f  se v e ra l  necessary  st reams o f  
a c t i o n .  . .



C H A P T E R  III
THE ORGANIZATION SET AND BOUNDARY SPANNING UNITS 

OF A COMMUNITY MENTAL HEALTH CENTER

I n t r o d u c t i o n

The Community Mental  H e a l th  Cente rs  Ac t  o f  1963, P u b l i c  Law 88- 

164, e s t a b l i s h e d  the  p receden t  f o r  the  f e d e r a l  r e s p o n s i b i 1 i t y  in  

p r o v i d i n g  f o r  the  f i n a n c i a l  a s s i s ta n c e  to  the  s t a te s  and l o c a l i t i e s  f o r  

the c o n s t r u c t i o n  and l a t e r  s t a f f i n g  o f  the  community mental  h e a l th  

c e n te r s .  The "b o ld  new approach"  f o r  the  care and t re a tm e n t  o f  mental 

i l l n e s s / r e t a r d a t i o n  emphasized t re a tm e n t  i n  the  l o c a l  community i n  l i e u  

o f  the s t a t e  p s y c h i a t r i c  i n s t i t u t i o n s .

P r i o r  to  the  community mental  h e a l th  movement, the system o f  

p u b l i c  mental h e a l t h  d e l i v e r y  was comprised p r i m a r i l y  o f  t r e a tm e n t  in  

s t a t e  and r e g io n a l  p s y c h i a t r i c  i n s t i t u t i o n s ,  which were u s u a l l y  l o c a te d  

in  r u r a l  a reas .  With  the  enactment o f  P u b l i c  Law 88-164,  the idea o f  

"community r e s p o n s i b i l i t y "  f o r  the care  and t re a tm e n t  o f  the  m e n ta l l y  

i l l / r e t a r d e d  became o f  p r im ary  impor tance and a c h i e f  a t t r i b u t e  o f  the 

movement.

The genera l  s o c i e t a l  c o n d i t i o n s  o f  the 1960's and 1970 's were 

p r e d i s p o s in g  f a c t o r s  i n  c r e a t i n g  the mood o f  the fe d e ra l  government and 

mental  h e a l t h  p r o f e s s io n a l s  i n  c o n c e p t u a l i z i n g  the genera l  community 

mental  h e a l t h  c e n t e r  concep t  (CMHC). The decades o f  the 1960 's and 

1 97 0 's r e a l i z e d  the c i v i l  r i g h t s  and c i v i l  l i b e r t i e s  o f  m i n o r i t i e s  in

35
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American s o c i e t y ,  as w e l l  as those who were l a b e l l e d  as d i s a b le d .

The p u b l i c  a t t e n t i o n  to  the  p l i g h t  o f  the  m e n t a l l y  i l l / r e t a r d e d  

in  s o c i e t y  came to  the  a t t e n t i o n  o f  the  media and the j u d i c i a l  sys tem,  

much i n  r e a c t i o n  to  the  d e p lo r a b le  and w e l l  documented l i v i n g  and t r e a t 

ment c o n d i t i o n s  as was found i n  most s t a t e  i n s t i t u t i o n s  across the  

c o u n t r y .  Very common d e s c r i p t i o n s  o f  the p u b l i c  mental  i n s t i t u t i o n s  f o r  

the m e n t a l l y  i l l / r e t a r d e d  e x i s t e d  and were g e n e r a l l y  g iven  the  d e s c r i p 

t i o n  o f  "human warehouses , "  wh ich o f f e r e d  in  the  name o f  t r e a tm e n t  and 

r e h a b i l i t a t i o n  n o th in g  excep t  c o e r c i v e  and n e g l e c t f u l  c u s t o d i a l  ca re .

P u b l i c  Law 88-164 has been amended fo u r te e n  t imes s in c e  i t s  

enactment  in  1963 and vague ly  resembles the  o r i g i n a l  l e g i s l a t i o n  t h a t  

once c h a r a c t e r i z e d  i t s  o r i g i n a l  form. The A c t ,  p r i o r  to  1981, r e q u i r e d  

t h a t  community mental h e a l t h  systems p ro v id e  to  a l l  age groups:  i n 

p a t i e n t ,  emergency and o u t p a t i e n t  s e r v i c e s ,  a s s is ta n c e  to  the  c o u r t s  and 

o t h e r  p u b l i c  agencies in  s c r e e n in g ;  p r o v i s i o n  o f  f o l l o w  up ca re  f o r  

those who have been d i scha rged  from i n p a t i e n t  t r e a tm e n t ;  and c o n s u l t a t i o n  

and e d u c a t io n .

With the  enactment  o f  P u b l i c  Law 97-35 ,  the Omnibus Budget Recon

c i l i a t i o n  A c t  o f  1981, the  o r i g i n a l  l e g i s l a t i o n  wh ich  gu ided the 

Community Mental  Hea l th  Centers Ac t  o f  1963, P u b l i c  Law 88-164,  has been 

d e le te d  as w e l l  as the  e n t i r e t y  o f  the  A c t ' s  amendments. Today, the 

manner o f  r e a l i z i n g  the  fe d e ra l  f i n a n c i a l  r e s p o n s i b i l i t y  f o r  the 

p r o v i s i o n  o f  p u b l i c  mental  h e a l t h  ca re ,  a l c o h o l i s m ,  a lc o h o l  abuse and 

drug abuse i s  the  d i s t r i b u t i o n  o f  the f e d e r a l  monies in  a b lock  g r a n t  

t a r g e te d  f o r  t h i s  genera l  usage and g iven  d i r e c t l y  to  the a p p r o p r i a t e  

s t a t e  agenc ies which are  charged w i t h  d e c id in g  i t s  s p e c i f i c  p r i o r i t i e s
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and general  usage. G e n e r a l l y ,  the  s t a t e ' s  p r i o r i t i e s  can be ev idenced  

i n  th e  budget  a l l o c a t i o n s  t o  the  v a r io u s  community mental  h e a l t h  s e r v i c e  

o r g a n i z a t i o n s ,  f o r  i t s  v a r io u s  p ro g ra m /s e rv i  ce p r i o r i t i e s  and non

p r i o r i t y  i tem s .

Genesee County Community Mental  Hea l th  Se rv ices

Genesee County Community Mental  H e a l th  S e rv ices  ( h e r e a f t e r  

GCCMHS), as a l l  o t h e r  community mental  h e a l t h  s e r v i c e s ,  were c re a te d  f o r  

the  main purpose o f  e n s u r in g  t h a t  the  t o t a l  s e r v i c e s  which are  o f f e r e d  

to  a community,  p ro v id e  a "cont inuum o f  c a r e , "  f rom i n t e n s i v e  to suppor 

t i v e  (M ich igan  Depar tment o f  Mental  H e a l t h :1976) .  I n t e g r a l  to  the 

c o n t i n u i t y  o f  ca re  concept  i s  t h a t  i n d i v i d u a l s ,  who may e n t e r  the  system,  

be r e f e r r e d  to  the  a p p r o p r i a t e  l e v e l ( s )  o r  s e r v i c e ( s ) ,  based upon 

i n d i v i d u a l  need, w i t h  the l e a s t  r e s t r i c t i v e  t re a tm e n t  a l t e r n a t i v e  

g e n e r a l l y  be ing  the  p r im a ry  d e c i s io n  a l t e r n a t i v e  ( I b i d . ) .

GCCMHS, as a p u b l i c  mental  h e a l th  o r g a n i z a t i o n ,  opera tes  and 

f u n c t i o n s  under the  c o n d i t i o n s ,  mandates, r e g u l a t i o n s  and s tandards  o f  

the  M ich igan  Department o f  Mental Heal th  (DMH). DMH has e s ta b l i s h e d  

g u id e l i n e s  (1976 :15 )  in  Standards f o r  M ich igan  Community Mental Hea l th  

Se rv ices  which d e f i n e  t h a t  the "Community Mental  H ea l th  Board is  to  

a r range  f o r  the p r o v i s i o n  o f  a l l  needed mental h e a l t h  s e r v i c e s  to  an 

ass igned  p o p u l a t i o n . "  In M ich igan ,  every  Community Mental  Hea l th  Board 

i s  r e s p o n s ib l e  f o r  the  p la n n in g  and im p lem en ta t ion  o f  programs in  a t  

l e a s t  seven c a te g o r i e s  o f  s e r v i c e s :  1) P r e v e n t io n ;  2) Emergency Ser

v i c e s ;  3) 24-Hour  I n te n s i v e  Treatment  Services-;  4) Day/Evening Treatment  

S e rv i c e s ;  5)  Day/Evening A c t i v i t y  S e rv ic e s ;  6)  Community R e s id e n t i a l  

L i v i n g  S e rv i c e s ;  and 7) O u tp a t i e n t  Serv ices  ( I b i d . : 1 6 ) .
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The genera l  purpose o f  GCCMHS has been e s t a b l i s h e d  by th e  Board

and i s  found in  " A r t i c l e  I I "  o f  the GCCMHS Bylaws (1 9 7 8 :3 2 ) :

Genesee County Community Mental  H e a l th  Se rv ices  s h a l l  be r e c e p t i v e  
to  the  mental h e a l t h  needs o f  the  people  o f  Genesee County and be 
respons ive  i n  m a i n t a i n i n g ,  f a c i l i t a t i n g ,  and r e s t o r i n g  i n d i v i d u a l  
growth in  t h e  c o n t e x t  o f  the  community.

The c r e a t i o n  o f  A d u l t  S e r v i c e s ,  C h i l d  and Ado lescen t  S e rv i c e s ,  

Developmental  D i s a b i l i t i e s  and R e h a b i l i t a t i o n  Se rv ices  as m a jo r  c l i n i c a l  

program components r e f l e c t s  t h e  need o f  the  o r g a n i z a t i o n  to  address the  

s p e c i a l i z e d  mental  h e a l t h  s e r v i c e  needs o f  d i f f e r i n g  types o f  c l i e n t  

p o p u la t i o n s ,  as based on mental  h e a l t h  f u n c t i o n a l  d i s o rd e r s  and the  

v a ry in g  degrees o f  i l l n e s s  o r  impa i rmen t .

GCCMHS' o r g a n i z a t i o n a l  s t r u c t u r e  and design  embodies the  f o u r  

m a jo r  c l i n i c a l  component areas as w e l l  as i t s  m anag em e n t /adm in is t ra t i ve  

system.

Each m a jo r  c l i n i c a l  component o p e r a t i o n a l l y  f u n c t i o n s  indepen

d e n t l y  o f  one a n o th e r ,  d i r e c t e d  by a Program C h ie f ,  Se rv ice  D i r e c t o r ( s ) ,  

and S u p e r v i s o r ( s ). A l though  each m a jo r  c l i n i c a l  component f u n c t i o n s  

i n d e p e n d e n t l y ,  a l l  areas are r e q u i r e d  to  f u l f i l l  the  fo rmal and s t a n 

d a rd iz ed  procedures i n t e r n a l  t o  the o r g a n i z a t i o n  r e g a rd in g  the budget  

p rocess ,  r e p o r t i n g  (d a ta )  requ i re m en ts ,  and personnal  management ( H e l l e r ,  

1981).  Each ma jo r  c l i n i c a l  component area i s  s u b o rd in a te  to  the

E xecu t i ve  D i r e c t o r  and Board o f  D i r e c t o r s ,  r e s p e c t i v e l y .

Genesee County Community Mental Hea l th  S e r v i c e ' s  O rg a n iz a t i o n  Set

GCCMHS, as a people changing human s e r v i c e  o r g a n i z a t i o n ,  can be

c o n c e p tu a l i z e d  as an open system, which is  s i t u a t e d  w i t h i n  the  l a r g e r

human s e r v i c e  ne twork  o f  Genesee County and su r ro u n d in g  r e g i o n a l / s t a t e
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p s y c h i a t r i c  i n s t i t u t i o n s  f o r  the m e n t a l l y  i 11 / r e ta r d e d .  GCCMHS as an 

open system can be d e p ic te d  g r a p h i c a l l y  i n  F ig u re  2. In F igu re  2,

GCCMHS1 in p u t s  and o u tp u ts  can be i d e n t i f i e d  and d e s c r ib e d  as w e l l  as 

the  two m a jo r  s e c t io n s  o f  GCCMHS; the f o u r  c l i n i c a l  component areas and 

the  management and main tenance system.

GCCMHS C l i n i c a l  Component Areas

GCCMHS' f o u r  c l i n i c a l  component areas (see F igu re  2) a re  composed 

o f :  M e n ta l l y  111 A d u l t  Se rv ices  (M IA) ;  Developmental  D i s a b i l i t i e s  ( DD) ;

C h i l d  and Ad o le scen t  Se rv ices  (CAS); and R e h a b i l i t a t i o n  S e rv i c e s .  Each 

o f  these  c l i n i c a l  areas o f f e r  a wide spectrum o f  s e r v i c e s .  The s e r v i c e s  

f o r  each c l i n i c a l  area w i l l  be p resen ted  in  the  i n p u t - o u t p u t  a n a ly s i s  in  

the  “ F ind ings  S e c t io n "  o f  t h i s  c hap te r .

The v a r io u s  s e rv i c e s  which are  o f f e r e d  by each c l i n i c a l  area a re  

r e l a t e d  to common t re a tm e n t  m o d a l i t i e s ,  wh ich  are  a p p l i e d  i n  the  t r a n s 

fo rm a t io n  process o f  the  c l i e n t .  The t r e a tm e n t  m o d a l i t i e s  are the 

s e r v i c e  te c h n o lo g ie s  wh ich are  the  p rocess ing  a c t i v i t i e s  t o  wh ich the 

c l i e n t ,  as th e  raw m a t e r i a l ,  undergoes as a p a r t  o f  the  p a r t i c u l a r  

p r o g ra m /s e rv i c e .  The s e r v i c e  techno logy  i s  r e l a t e d  to  the o v e r a l l  and 

i n d i v i d u a l l y  d e f in e d  s e r v i c e / t r e a t m e n t  goal f o r  a s p e c i f i c a l l y  diagnosed 

" t y p e "  o f  c l i e n t  ( s c h i z o p h r e n i c ,  p s y c h o t i c - a c u t e l y  i l l ,  o r g a n i c a l l y  

im p a i re d ,  n e u r o t i c ,  c r i s i s ,  e t c . ) ,  and the  degree o f  impa i rmen t  t h a t  is  

i n v o l v e d .  The va r io u s  s e r v i c e  te c hno log ies  are  grouped by common t r e a t 

ment processes and hence, o rgan ized  i n t o  a d e f in e d  boundary o r  c l i n i c a l  

area o f  the  o r g a n i z a t i o n .

GCCMHS' c l i n i c a l  program boundar ies are  permeable,  as th e  na tu re
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o f  the  mental  h e a l t h  c l i e n t  ( f r e q u e n t  p s y c h o t i c  e p is o d e s ,  s u i c i d a l  and 

f r e q u e n t  c r i s i s  s i t u a t i o n s )  d u r in g  t imes o f  c r i s i s ,  i l l n e s s  o r  s t r e s s ,  

may r e q u i r e  m u l t i p l e  o r  a d d i t i o n a l  s u p p o r t i v e  s e r v i c e s  f rom o t h e r  p a r t s  

o f  the  o r g a n i z a t i o n  as w e l l  as f rom o u t s id e  o f  the  agency, w i t h i n  the  

i n t e r o r g a n i z a t i o n a l  ne twork .

The te rm in o lo g y  used in  mental  h e a l t h ,  as w e l l  as i n  o t h e r  human 

s e r v i c e  o r g a n i z a t i o n s ,  to  denote the  concept  o f  s e c u r in g  a d d i t i o n a l  

s e r v i c e s ,  o r  t o  i n d i c a t e  the  movement o f  a c l i e n t  f rom  an i n d i v i d u a l ,  

s e r v i c e  o r  program to  a n o th e r ,  bo th  i n t r a -  i n t e r - a g e n c y , is  r e f e r r a l .

I f  the s i t u a t i o n  a r i s e s  w i t h  a c l i e n t  where d i f f e r e n t  o r  a d d i t i o n a l  s e r 

v ic e s  are  r e q u i r e d ,  then a r e f e r r a l  would  o c c u r ,  e i t h e r  i n t r a -  o r  i n t e r 

agency.

Management and Maintenance Subsystem

The m a jo r  f u n c t i o n s  o f  the management and maintenance system are 

t o :  p la n ,  o r g a n iz e ,  s t a f f ,  d i r e c t  and c o n t r o l .  The f u n c t i o n s  are

in ten ded  to  o p e r a t i o n a l l y  gu ide the o r g a n i z a t i o n  and i t s  personnel  to  

the  ach ievement o f  both genera l  and s p e c i f i c  p ro g ra m /s e rv i c e  goa ls  and 

purposes. Th is  subsystem i s  composed o f  the  f o l l o w i n g  personne l  and 

depar tments  ( r e f e r  to  F igu re  2 ) :  Board o f  D i r e c t o r s ; E xecu t ive  D i r e c t o r ;

R e c ip i e n t  R igh ts  O f f i ce r /C om m u n i t y  R e la t i o n s ;  Budget and F inance ;  

A d m i n i s t r a t i v e  Suppor t  S e rv i c e s ;  and B io m e t r i c s  and Medica l  Records.

Th is  subsystem i s  o p e r a t i o n a l l y  re s p o n s ib le  f o r  the  i n t e r p r e t a t i o n /  

i d e n t i f i c a t i o n  o f  Genesee County Community Mental H ea l th  needs; o b t a i n i n g  

resources  and l e g i t i m a t i n g  s u p p o r t  to  access and p ro v id e  f o r  the i d e n 

t i f i e d  needs; and hence to then p la n ,  o r g a n iz e ,  s t a f f ,  d i r e c t  and c o n t r o l
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e x i s t i n g  and p o t e n t i a l  s e r v i c e  programs.

The im p o r t  o f  the  env i ronm ent  t o  the management and main tenance 

systems i s  t h a t  i t  i s  i t s  c r i t i c a l  l i n k ,  f o r  which o r g a n i z a t i o n a l  s u r 

v i v a l  i s  dependent.  I t  i s  in  th e  env i ronm en ta l  area where a l l  o f  the 

o r g a n i z a t i o n ' s  needed i n p u t s - - c l i n i c a l / m a n a g e m e n t  and l e g i t i m a t i n g - -  

resources  e x i s t .  T h e re fo r e ,  i t  i s  in h e r e n t  t h a t  the o r g a n i z a t i o n ,

GCCMHS, w i l l  i n t e r a c t  and engage i n  exchange r e l a t i o n s  w i t h  i t s  e n v i r o n 

ment. With whom, s p e c i f i c a l l y  GCCMHS exchanges o r  i n t e r a c t s  w i t h ,  then 

becomes GCCMHS' o r g a n i z a t i o n - s e t .

I d e n t i f y i n g  Inpu ts  and Outputs

The incoming m a t e r i a l s ,  o r  i n p u t s ,  f rom  th e  env i ronm ent  o f  

GCCMHS can be i d e n t i f i e d  and desc r ibed  as t o  i t s  emergent s o u r c e ( s ) .

Th is  can be used to  i d e n t i f y  GCCMHS' o r g a n i z a t i o n  s e t .  The two m a jo r  

subsystems o f  GCCMHS w i l l  be i n t r o d u c e d ,  as t o  m a jo r  i n p u ts  r e q u i r e d  and 

used by the c l i n i c a l  programs and th e  management and maintenance systems. 

The d e t a i l e d  and s p e c i f i c  i n p u t s  w i l l  be p resen ted  g r a p h i c a l l y  i n  the  

F ind ings  s e c t i o n  o f  t h i s  c h a p te r .

C l i n i c a l  Areas

In v ie w in g  the  agency as an open system, as i n  F igu re  2 ,  the 

ma jo r  i n p u t  to  the  GCCMHS o r g a n i z a t i o n  i s  the  i n d i v i d u a l ,  o r  c l i e n t  who 

e n te r s  the system f o r  some type o f  t h e r a p e u t i c  t r e a tm e n t .  Th is  i n d i v i d u a l  

o r  c l i e n t  must be a Genesee County r e s i d e n t ,  as GCCMHS serves the  

catchment area o f  Genesee County. By f a r ,  the c l i e n t  i s  the  m a jo r  i n p u t  

to  the  o r g a n i z a t i o n ,  as i t  i s  the  reason f o r  GCCMHS' e x i s t e n c e .  O f te n 

t im e s ,  c l i e n t s  a re  r e f e r r e d  to  GCCMHS from a n o th e r  i n d i v i u d a l  o r  agency
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o r  f rom h o s p i t a l s  o r  o t h e r  human s e r v i c e  o r g a n i z a t i o n s  w i t h i n  th e  Genesee 

County area.  T h e re fo r e ,  we a re  r e c e i v i n g  an o u t p u t  f rom th e  r e f e r r i n g  

agency and t h i s  re p re s e n ts  the  c l i e n t  as an i n p u t  i n t o  GCCMHS sys tem,  

f o r  p ro c e s s in g .

Management and Maintenance

In p u ts  t o  t h i s  subsystem can be i d e n t i f i e d  f rom the  e n v i r o n 

mental a rea .  GCCMHS, as a p u b l i c  mental h e a l th  o r g a n i z a t i o n ,  re c e iv e s  

i t s  p r i n c i p a l  f i n a n c i a l  s u p p o r t  f rom DMH. GCCMHS rec e iv e s  a p p ro x im a te ly  

90% o f  i t s  o p e r a t i n g  budget f rom DMH. Local  match monies compr ise the 

o t h e r  10%: f rom Genesee County and Un i ted  Way o f  F l i n t .  GCCMHS' t o t a l

f i n a n c i a l  resources  a v a i l a b l e  f o r  the  i n t e r n a l  o p e ra t i o n  o f  the  o r g a n i z a t i o n  

f rom one y e a r  to  t h e  n e x t ,  a re  dependent on e x t e r n a l  env i ronm enta l  

a c t o r s ,  c o n d i t i o n s  and v a r i a b le s  and fund ing  sources (DMH, L e g i s l a t u r e ,  

Governor ,  Genesee County,  Un i ted  Way).

Other  sources o f  revenue,  as in p u ts  to  GCCMHS, a re  incoming 

monies re c e iv e d  from the  ma jo r  h e a l t h  ca re  in su ra n c e s :  Blue C ross /B lue

S h ie l d ;  Medicare and M ed ic a id ;  and o t h e r  va r io u s  insu rance  c a r r i e r s  

( T r i p l e  A ) .

E s s e n t ia l  goods and s e rv ic e s  must be purchased from area sup

p l i e r s  and vendors f o r  the i n t e r n a l  o p e ra t io n s  o f  GCCMHS. Such m a jo r  

in p u t s  t h a t  are  r e q u i r e d  and needed are b u i l d i n g s  and f a c i l i t i e s  t o  

house the  v a r io u s  programs; o f f i c e  equipment and a c c e s s o r i e s ;  medical  

equ ipment and p s y c h o t r o p i c  d rugs ;  r e c r e a t i o n a l  equ ipment ;  maintenance 

equ ipment ;  paper  p r o d u c ts ;  computer s o f tw e a r  and t r a n s p o r t a t i o n  v e h i c l e s .  

These are m in i s c u le  samples o f  what i s  needed by the o r g a n i z a t i o n .
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Due to  GCCMHS be ing  a p u b l i c  mental  h e a l t h  o r g a n i z a t i o n ,  i t s  

l e g i t i m a t i n g  a u t h o r i t y  e x i s t s  as th e  Department o f  Mental  H e a l th ,  no t  

o n l y  f o r  f i n a n c i a l  s u p p o r t  bu t  f o r  i t s  a d m i n i s t r a t i v e  r e c o g n i t i o n  and 

a c c o u n t a b i l i t y .  DMH i s  a m a jo r  i n p u t  to  GCCMHS, as i t  issues and d i s 

t r i b u t e s  s ta te w id e  s ta n d a r d s ,  p o l i c i e s  and procedures  which the  manage

ment and maintenance systems must accommodate and c o - a l i g n  i t s  c l i n i c a l  

and a d m i n i s t r a t i v e  o p e r a t i o n s .

Ano the r  i n p u t  o f  GCCMHS f rom i t s  e nv i ro nm en t ,  i s  the personnel  

t h a t  i s  r e c r u i t e d ,  s e l e c te d  and h i r e d  to  s t a f f  the o r g a n i z a t i o n .  There 

are many s p e c i a l i z e d  p r o f e s s io n a l  s t a f f  wh ich a re  employed by the  

o r g a n i z a t i o n :  p h y s i c i a n s / p s y c h i a t r i s t s ; p s y c h o lo g i s t s ;  s o c i a l  w o rk e rs ;

nu rses ,  r e c r e a t i o n  t h e r a p i s t s ;  gu idance and c o u n s e l i n g ;  o t h e r  c o un se l ing  

a reas ;  R e h a b i l i t a t i o n  c o u n s e lo rs :  c l e r g y  and bus iness a d m i n i s t r a t i o n /  

f i  nance.

R e fe r r a l s  o f  c l i e n t s  a re  made, as i n d i c a t e d ,  when a d d i t i o n a l  o r  

more a p p r o p r i a t e  s e r v i c e s  o r  programs a re  needed. Such r e f e r r a l s  a re  

made to  o t h e r  Genesee County agenc ies  t h a t  p ro v id e  p e r s o n a l ,  s o c i a l ,  

m e d ic a l ,  p s y c h o lo g ic a l  o r  f i n a n c i a l  s e r v i c e s ,  as a supplement t o ,  o r  in  

l i e u  o f ,  GCCMHS' c u r r e n t  p ro g ra m m in g / s e r v i c e s .

D ischarges o f  c l i e n t s  occu r  in  e i t h e r  f o r c e d  o r  v o l u n t a r y  c i r c u m 

stances and may a l s o  be o f  a tempora ry  o r  permanent n a tu re .  There 

e x i s t s  f o u r  usual  reasons f o r  the  d ischa rge  o f  a c l i e n t  f rom  GCCMHS:

1. c l i e n t  no longe r  v o l u n t a r i l y  d e s i r e s  s e rv i c e s  - s e r v i c e s  end;

2. c r i s i s  s i t u a t i o n / p r o b l e m / s t r e s s / i n i t i a l  goa ls  o r  p lan  o f  
s e r v i c e  a c h i e v e d - - c l i e n t  no lo n g e r  needs s e r v i c e ;

3. c l i e n t  moves o u t  o f  c o u n t y / d i e s - - s e r v i c e  ends;
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4. c l i e n t  no lo n g e r  ab le  to  be m a in ta in e d  in  c o m m u n i t y / re q u i re s  
h o s p i t a l i z a t i o n / l o n g - t e r m  h o s p i t a l i z a t i o n  needed/ e n te r s  
a n o th e r  system such as c o r r e c t i o n s - - s e r v i c e s  u s u a l l y  t e rm in a te d .

Another  popu la r  o u tp u t  t h a t  i s  produced by GCCMHS i s  the  exchange o f  

i n f o r m a t i o n .  I n fo r m a t i o n  i s  exchanged on a r e g u l a r  bas is  t o  o t h e r  

s e r v i c e s  o r  programs i n  GCCMHS' o r g a n i z a t i o n  s e t  as c l i e n t s  a re  u s u a l l y  

c o n c u r r e n t l y  s e r v i c e d  by o t h e r  agencies in  the  i n t e r o r g a n i z a t i o n a l  n e t 

work ,  p a r t i c u l a r l y  as in  the  case o f  the  Depar tment o f  Soc ia l  Se rv ices  

(DSS) and the  two S ta te  h o s p i t a l s :  Y p s i l a n t i  and Oakdale.

F a m i l i e s ,  pa ren ts  o r  any o t h e r  i n d i v i d u a l / s e r v i c e  o r  program can 

be the  o b j e c t  t o  whom in f o r m a t i o n  i s  exchanged w i t h  o r  re lea sed  t o .  In 

most cases, a fo rmal and w r i t t e n  reques t  i s  s u b m i t t e d  wh ich s t a t e  

s p e c i f i c  purpose f o r  the  re lea se  o f  i n f o r m a t i o n .  Since c l i e n t  in fo r m a 

t i o n  i s  c o n f i d e n t i a l ,  the  c l i e n t  must recogn ize  and consent  to  the  

re le a s e  p r i o r  to  the in f o r m a t i o n  exchange.

A r e c o g n iz a b le  o u tp u t  o f  GCCMHS, i s  the con t ro l le d /m a n a g e d  o r  

s u s t a i n i n g  c l i e n t  who i s  ab le  t o  s tay  w i t h i n  the community s e t t i n g  

in s te a d  o f  be ing  r e q u i r e d  to go to  the  s t a t e  i n s t i t u t i o n  f o r  t re a tm e n t  

o f  mental  d i s o r d e r s / i  1I n e s s . The management o f  a c l i e n t  i s  ach ieved 

th rough the  a p p l i c a t i o n  o f  v a r io u s  t re a tm e n t  t e c h n o lo g ie s :  chemotherapy

( m a jo r /m in o r  t r a n q u i 1i z e r s , a n t i - d e p r e s s a n t s ) ;  psycho the rapy ;  be h a v io r  

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

i n t e r v e n t i o n ;  g r o u p / i n d i v i d u a l / f a m i l y  t h e r a p y ,  t h e r a p e u t i c  r e c r e a t i o n ;  

and genera l  case management s e r v i c e s .  The s e r v i c e  te c h n o lo g ie s  u t i l i z e d  

i n  GCCMHS are w i t h  d e f in e d  o b j e c t i v e s  as o u tp u ts  o f  the s e r v i c e  d e l i v e r y  

p rocess :  psychosoc ia l  a d ju s tm e n t ,  c r i s i s  r e s o l u t i o n ,  r e h a b i l i t a t i o n /

h a b i 1i t a t i o n  o r  maintenance g o a ls ,  as per i n d i v i d u a l  need f o r  each c l i e n t .
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Management and Maintenance System

The Board o f  D i r e c t o r s  o f  GCCMHS come t o g e t h e r  and re p r e s e n t  

va r iou s  i n t e r e s t  g roups ,  p o l i t i c a l  app o in tm en ts ,  and from the  genera l  

" a t - l a r g e "  community o f  Genesee County.  The o u tp u t  f rom the  Board o f  

D i r e c t o r s  i s  "community p a r t i c i p a t i o n , "  as th e  r e p r e s e n t a t i v e s  j o i n t l y  

share the  p la n n in g  and d e c i s io n -m a k in g  a u t h o r i t y  w i t h  mental  h e a l t h  

p r o f e s s i o n a l s - - t o  b e t t e r  ensure  t h a t  GCCMHS' ou tpu ts  a re  " b e t t e r "  served 

and are  c o - a l i g n e d  w i t h  t h e  community 's  " b e s t  i n t e r e s t s . "  Representa

t i v e s  f rom lo c a l  government,  community a t  l a r g e ,  p r i v a t e  and p u b l i c  

i n d u s t r y  and o r g a n i z a t i o n s  make up the  Board o f  D i r e c t o r s .

The Standards f o r  M ich igan  Community Mental  Hea l th  Serv ices  

(1976 :22)  has e s t a b l i s h e d  t h a t  th e  Board o f  D i r e c t o r s  "de lega tes  p o l i c y  

im p lem en ta t ion  and d a i l y  o p e r a t i o n a l  f u n c t i o n s  to  i t s  County D i r e c t o r  

u Execu t ive  D i r e c t o r . "  A l s o ,  " t h e  Board,  th rough  i t s  County D i r e c t o r ,  

communicates p o l i c i e s  to  a l l  who need to  use them f o r  d e c i s i o n - m a k in g . "  

( I b i d . :12 ) .

The E x e cu t i ve  D i r e c t o r  has f i n a l  r e s p o n s i b i l i t y  f o r  a l l  areas o f  

program a d m i n i s t r a t i o n  and management o f  a l l  people and programs in  

o r d e r  to  gu ide  the  o r g a n i z a t i o n  towards i t s  m a jo r  goa ls  and purposes. 

M a jo r  o u tp u ts  o f  t h i s  p o s i t i o n  a re  " r e p r e s e n t i n g "  the  o r g a n i z a t i o n ;  i t s  

s e r v i c e s  and programs to  the  Genesee County community and to  l e g i t i m a t i n g  

and fu n d in g  bodies in  the  env i ro nm en t ;  f o r  the  e s ta b l i s h m e n t  o f  "w o rk ing  

r e l a t i o n s h i p s . "  The Department o f  Mental  H e a l th ,  L e g i s l a t u r e ,  lo c a l  

p o l i t i c i a n s ,  Genesee County Commissioners ,  and Un i ted  Way are  a few 

e nv i ro nm en ta l  areas wh ich wo rk ing  r e l a t i o n s h i p s  must be e s t a b l i s h e d  and 

m a in ta i  ned.
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S i m i l a r l y ,  the  p o s i t i o n  o f  R e c ip i e n t  R igh ts  O f f i c e r /C o m m u n i t y  

R e la t io n s  f u n c t i o n s  t o  p ro v id e  i n f o r m a t i o n a l  exchanges o f  GCCMHS' 

general  programs as w e l l  as to  p ro v id e  e d u c a t io n a l  exchanges o f  i n f o r 

m a t ion ;  to  l o c a l  s c h o o ls ,  h o s p i t a l s  and o t h e r  l o c a l  community c a r e g i v i n g  

o r g a n i z a t i o n s .  Th is  i s  accompl ished  through g i v i n g  speeches, a t t e n d in g  

mee t ings ,  p a r t i c i p a t i n g  in  i n t e r o r g a n i z a t i o n a l  commit tees and f u n c t i o n i n g  

as a "community re s o u rc e "  wh ich f u n c t i o n s  t o  promote genera l  community 

e du ca t ion  and acceptance o f  mental  i l l n e s s / r e t a r d a t i o n .  Th is  p o s i t i o n  

a lso  p ro v id e s  i n f o r m a t i o n  exchanges on GCCMHS program and s e r v i c e  acces 

s i b i l i t y  and r e f e r r a l  i n f o r m a t i o n ,  and m on i to rs  those  aspects  o f  

r e c i p i e n t  r i g h t s .  R e c ip i e n t  r i g h t s  m o n i t o r in g  and p re v e n t io n  a c t i v i t i e s  

are per fo rmed by t h i s  p o s i t i o n  to  ensure  t h a t  c l i e n t s  a re  n o t  den ied any 

c i v i l  l i b e r t i e s  which they  a re  "due" as any o t h e r  c i t i z e n  o f  the Un i ted  

S ta te s ,  to  ensure  t h a t  the l i b e r t i e s  are n o t  be ing  den ied due to  the 

c l i e n t s  be ing  d i s a b le d  o r  r e c e i v i n g  mental  h e a l t h  s e r v i c e s .

A v a s t  a r r a y  o f  i n f o r m a t i o n  i s  passed to the env i ronment  as o u t 

puts i n t o  v a r io u s  members o f  the  o r g a n i z a t i o n - s e t  f rom the management 

and main tenance subsystem. Such ou tpu ts  as budget re q u e s ts ,  payab les ,  

o u t p u t  measures,  r e p o r t s  and correspondence are  sen t  i n t o  the  env i ronment  

f rom t h i s  subsystem. The r e c e iv e rs  o f  these ou tpu ts  are m a in ly  l e g i t i 

m a t ing  and r e p o r t i n g / a c c o u n t a b i l i t y  a u t h o r i t i e s - - s u c h  as,  a u d i t o r s  f rom 

Blue C ross /B lue  S h ie l d ,  DMH, Commission on A c c r e d i t a t i o n  o f  R e h a b i l i t a 

t i o n  F a c i l i t i e s ,  Department o f  Labor ,  Genesee County and Un ited  Way 

o f  F l i n t .

A d d i t i o n a l  o u tp u ts  o f  GCCMHS are  the v a r io u s  s a l a r i e s  and f r i n g e  

b e n e f i t s  f o r  those employed by the  agency. C l i e n t s  a re  a l s o  p a id  f o r
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work done f o r  the  o r g a n i z a t i o n  (Workshop-Rehabi1i t a t i o n  S e rv i c e s )  as 

w e l l  as c l i e n t s  who work as j a n i t o r s  f o r  GCCMHS.

A ve ry  c o s t l y  o u t p u t  o f  GCCMHS is  th e  system o f  c l i e n t  t r a n s 

p o r t a t i o n  i t  m a in ta in s  to  ensure  c l i e n t s  coming to  i t s  v a r io u s  programs. 

GCCMHS exchanges money f o r  "bus to k e n s "  w i t h  the  Mass T r a n s p o r t a t i o n  

A u t h o r i t y .  A lso  vans and cars  are  leased f o r  purposes o f  t r a n s p o r t i n g  

c l i e n t s  to  and f rom p rog ram m ing /se rv ices  as w e l l  as t o  ensure  t h a t

c l i e n t s  are g e t t i n g  needed " o u t r e a c h 11 s e r v i c e s .

The v a r io u s  o u tp u ts  t h a t  GCCMHS d ischarges  f rom both i t s  c l i n i c a l  

and management/maintenance systems are  most o f t e n  in p u ts  to  o t h e r  human 

s e r v i c e  o r g a n i z a t i o n s  w i t h i n  the  i n t e r o r g a n i z a t i o n a l  ne twork  as w e l l  as 

to  o t h e r  l e g i t i m a t i n g  and r e p o r t i n g  agenc ies .

A common occur rence  in  A d u l t  Se rv ices  is  th e  d is c h a rg e /a n d  sub

sequent r e f e r r a l  o f  the c l i e n t  to  the  S ta te  H o s p i t a l .  The o u t p u t ,  the 

c l i e n t ,  i s  f u n c t i o n i n g  a t  a l e v e l  t h a t ,  by law as e s t a b l i s h e d  under the 

ausp ices o f  the Mental  Hea l th  Code (1974) i s  a: 1) danger to  them-

s e l v e s - - c a n n o t  take  care  o f  personal  needs a n d /o r  w i l l  do harm to  them

s e l v e s ;  o r  2) a danger to  o t h e r s - - p e r s o n ( s ) o r  p r o p e r t y .  There i s  a 

c l e a r l y  d e f in e d  mechanism f o r  the r e f e r r a l - d i s c h a r g e  process o f  the 

GCCMHS c l i e n t  when S ta te  h o s p i t a l i z a t i o n  i s  needed.

The GCCMHS c l i e n t  w i l l  be d ischa rged  and r e f e r r e d  to  the  S ta te

H o s p i t a l  i f  a more r e s t r i c t i v e  t re a tm e n t  s e t t i n g  i s  r e q u i r e d .  The

GCCMHS c l i e n t  i s  an i n p u t  i n t o  the S ta te  H o s p i ta l  system and w i l l  be 

processed w i t h i n  t h a t  system u n t i l  such t ime as th e  c l i e n t ' s  f u n c t i o n i n g  

improves and has s t a b i l i z e d  and then can once aga in  be managed in  the 

community s e t t i n g .  Upon s t a b i l i z a t i o n ,  the c l i e n t  i s  d ischa rged  from
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the  h o s p i t a l  s e t t i n g  and r e f e r r e d  back to  GCCMHS f o r  s e r v i c e s  o r  p ro 

gramming, such as a f t e r c a r e  s e r v i c e s .  The c l i e n t  once aga in  becomes an 

i n p u t  f o r  GCCMHS p ro c e s s in g .  Many t im e s ,  c l i e n t s  o f  GCCMHS are  in  a 

con t inuous  s t a t e  o f  f l o w  to  o t h e r  community agenc ies w i t h i n  the  Genesee 

County i n t e r o r g a n i z a t i o n a l  ne twork  as w e l l  as the  S ta te  H o s p i t a l ,  

e s p e c i a l l y  those c l i e n t s  who a re  c h r o n i c a l l y  m e n ta l l y  i l l .

There a re  many i n p u t s  and ou tpu ts  which are  p e c u l i a r  to  the 

d i f f e r i n g  c l i n i c a l  areas and f o r  the  management and maintenance system. 

The in p u t s  and o u tp u ts  w i l l  be g r a p h i c a l l y  d e p ic te d  in  the  F ind ings  

s e c t io n  o f  t h i s  c h a p te r  and w i l l  r e p re s e n t  what GCCMHS t e c h n i c a l l y  

e s t a b l i s h e s  as i t s  domain and subsequent  boundar ies  f o r  the o r g a n i z a t i o n .  

Through th e  p r e s e n ta t i o n  o f  an i n p u t - o u t p u t  diagram f o r  each c l i n i c a l  

a rea ,  a c o n c e p t u a l i z a t i o n  i s  in tended which r e a l i z e s  the ma jo r  

pu rposes ,  o b j e c t i v e s ,  i n p u t s ,  t r a n s fo r m a t i o n  processes and s e r v i c e  

t e c h n o lo g ie s ,  and emergent ou tpu ts  o f  the p a r t i c u l a r  s e r v ic e /p ro g ra m  or 

depar tment .

The diagram im m ed ia te ly  f o l l o w i n g  the i n p u t - o u t p u t  diagram w i l l  

be t h a t  o f  the  program's  o r  depa r tm en t 's  o r g a n i z a t i o n  s e t ,  as d e f in e d  by 

those who s t a f f  the  v a r io u s  programs and depar tments .  Th is  w i l l  p ro v id e  

the i n f o r m a t i o n  re g a rd in g  w i t h  whom the program o r  depar tment i n t e r a c t s  

w i t h  and e s t a b l i s h e s  " r e g u l a r "  exchange r e l a t i o n s  w i t h i n  i t s  env i ronment  

o r  i n t e r o r g a n i z a t i o n a l  ne twork .

Boundary Spanning U n i t s  o f  GCCMHS

The usage o f  both f o rm a l i z e d  and in fo rm a l  l i a i s o n  personne l  by 

GCCMHS, whose m a jo r  f u n c t i o n  i t  i s  to p rov id e  and e s t a b l i s h  l i n k i n g  

r e l a t i o n s h i p s  between the agency and i t s  env i ronm en t ,  i s  a p r e v a le n t



49

o r g a n i z a t i o n a l  p r a c t i c e .  The c r e a t i o n  o f  l i a i s o n  p o s i t i o n s  f o r  GCCMHS 

ho lds  two m a jo r  purposes .  F i r s t ,  f o r  the  f a c i l i t a t i o n  o f  q u a l i t y  and 

e f f i c i e n t  s e r v i c e s  t o  the  c l i e n t .  Second, f o r  o r g a n i z a t i o n a l  and program 

s t r a t e g i c  reasons ;  f o r  community acceptance o f  o r g a n i z a t i o n a l  goa ls  and 

f o r  ways o f  e f f i c i e n t l y  t r a n s a c t i n g  i t s  bus iness .  F u r t h e r  GCCMHS’ use 

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

w e l l  f u n c t i o n i n g  genera l  mental  h e a l t h  i n t e r o r g a n i z a t i o n a l  ne twork  f o r  

Genesee County.

The f o l l o w i n g  s e c t i o n  w i l l  summarize the  f i n d i n g s  from each 

c l i n i c a l  component program area and management subsystem r e g a rd in g  the  

m a jo r  env i ronm enta l  l i n k i n g  system and the  d e s c r i p t i o n  o f  what personne l  

i s  engaged in  the  v a r io u s  l i n k i n g  r e l a t i o n s h i p s  and the m a jo r  f u n c t i o n s  

and a c t i v i t i e s  o f  th e  l i n k i n g  o r  exchange r e l a t i o n s h i p  as engaged i n ,  

between the  two systems;  the system-systern i n t e r f a c e .

A d u l t  Se rv ices

A d u l t  Se rv ices  has c rea ted  th re e  formal " l i a i s o n "  p o s i t i o n s  in  

i t s  o r g a n i z a t i o n a l  s t r u c t u r e  and s e r v i c e  d e l i v e r y  system. The l i a i s o n  

p o s i t i o n s  are  c re a te d  w i t h  the  in tended  purposes o f  f a c i l i t a t i n g  c l i e n t  

movement, r e f e r r a l s ,  d ischarges  and v a r io u s  m o n i t o r in g  o f  on -go ing  t r e a t 

ment wh ich the  Proba te Cour t  may o rd e r .

The th re e  A d u l t  Se rv ices  l i a i s o n s  f u n c t i o n  to  connect  GCCMHS to 

o t h e r  m a jo r  s o c i a l  systems and formal o r g a n i z a t i o n s  in  t h e  i n t e r 

o rg a n i  z a t i  onal ne two rk :  c o r r e c t i o n s  (Genesee County J a i l ) ;  genera l

h o s p i t a l s  and ve te rans  a d m in i s t r a t i o n  re g io n a l  h o s p i t a l s ,  the  S ta te  

P s y c h i a t r i c  H o s p i t a l s  ( Y p s i l a n t i ,  N o r t h v i l l e ,  C l i n t o n  V a l l e y  Cente r )  and
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th e  J u d i c i a l  System (Genesee County P roba te  C o u r t ) .  F igu res  3 to  6 

d e p i c t  the  l i n k i n g  r e l a t i o n s h i p s  and sys tem-sys tem i n t e r f a c e  between 

GCCMHS A d u l t  Se rv ices  and the  th re e  s o c i a l  systems.  Tables 1 t o  3 w i l l  

p ro v id e  the f o l l o w i n g  summaries and a rev iew  o f  the  v a r io u s  f u n c t i o n s  

and purposes o f  the t h r e e  l i a i s o n  p o s i t i o n s ,  a c t i v i t i e s  and exchanges 

engaged in .

TABLE 1

LIAISON TO GENERAL HOSPITALS/VETERANS ADMINISTRATION/
STATE HOSPITALS

1. Serves as a fo rmal l i a i s o n  to  s t a t e * ,  l o c a l  and re g io n a l  
ve te rans  a d m i n i s t r a t i o n  h o s p i t a l s .

2. F a c i l i t a t e s  th e  admiss ion  process to  h o s p i t a l s .

3. C oord ina tes  c l i n i c a l  data  exchange between GCCMHS and 
h o s p i t a l s  on t im e l y  b a s is .

4. I n te r v ie w s  c l i e n t s  a t  the  h o s p i t a l ( s ) .

5. P a r t i c i p a t e s  in  o n -go ing  t re a tm e n t  team meet ings o f  
c l i e n t s  in  h o s p i t a l s .

6. P a r t i c i p a t e s  in  the h o s p i t a l  s e t t i n g ,  p la n n in g  f o r  d i s 
charge and f o l l o w - u p  c a re ;  makes a p p r o p r i a t e  recommenda
t i o n s  f o r  f o l l o w - u p / a f t e r c a r e  s e r v i c e  p la n n in g .

7. Accompanies c l i e n t  to  recommended GCCMHS program a t  t ime 
o f  r e f e r r a l  - I n t a k e .

8. T ra n s fe r s  p e r t i n e n t  exchange o f  c l i n i c a l  case f i l e  
m a te r i a l  ( c u r r e n t  m ed ica t ion  upon d is c h a rg e )  to  ass igned  
program and ass igned p r im ary  t h e r a p i s t .

9. Re la tes  programming and a d m i n i s t r a t i v e  changes o f  GCCMHS 
to  o t h e r  o r g a n i z a t i o n s  and v ic e  versa to  A d u l t  Serv ices  
Program C h ie f .

* I n d i c a t e s  t h a t  a f o rm a l ,  c o n t r a c tu a l  and mandated r e l a t i o n s h i p  
i s  e s t a b l i s h e d  between the  two i n t e r f a c i n g  systems.



GCCMHS 
and 

JUDICIAL 
SYSTEM 

(PROBATE 
COURT) 

- 
SYSTEM 

INTERFACE
F

ig
u

r
e

 
5

o
CD O
p r-1 o  

c CD h - s  
p. m p m 
70 CD H- CO

Go
C+" c+ -

t—I 
Oo

tu
o

^  ^  o
CO

Co
CD "3" 
C+- H- a

o
o

o
o H-

P3 H-
H-



51

TABLE 2

LIAISON BETWEEN GCCMHS AND GENESEE COUNTY 
PROBATE COURT

*1. Serves as a formal l i a i s o n  to  Genesee County Probate  Cour t .

2. A t tends  Proba te  Cour t  Hear ings  and makes recommendat ions 
to  the  Cour t  as t o  recommended a l t e r n a t i v e  programming in  
the  l e a s t  r e s t r i c t i v e  env i ronm ent .

3. F a c i l i t a t e s  r e f e r r a l s  f rom the  Cour t  system to  GCCMHS 
program s.

4. M on i to rs  d ischa rged  h o s p i t a l  c l i e n t s  and Probate  Cour t  
r e f e r r a l s  o rde red  to  a t t e n d  appo in tments  w i t h  the GCCMHS 
r e f e r r e d  s e r v i c e .

5. L ia i s o n s  w i t h  the  P r o s e c u to r ' s  O f f i c e  in  p r o v i d i n g  i n f o r 
mat ion  r e l e v a n t  to  Probate Court  Hear ings and c o o rd in a te s  
e f f o r t s  w i t h  law enforcement  agenc ies .

6. Re la tes  p r o g r a m in g  and a d m i n i s t r a t i v e  changes o f  GCCMHS 
to  o t h e r  o r g a n i z a t i o n s  and v ic e  versa to  A d u l t  Se rv ices  
Program C h ie f .

* I n d i c a t e s  a fo rmal and mandatory r e l a t i o n s h i p  i s  e s t a b l i s h e d  
between the  two systems.
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TABLE 3

LIAISON BETWEEN GCCMHS AND GENESEE COUNTY JAIL

1. S e n io r  T h e r a p i s t  ass igned  to  th e  j a i l  t o  p ro v id e  mental  
h e a l t h  s e r v i c e s  f o r  the  r e s i d e n t  p o p u la t i o n  a t  the  j a i l .

2. P rov ides  p s y c h o lo g ic a l  e v a lu a t i o n s  o f  inmates .

3. P rov ides  i n d i v i d u a l  and group the rapy  w i t h  inmates .

4. Works w i t h  j a i l  pe rsonnel  in  the  d e l i v e r y  o f  t h e r a p e u t i c  
s e r v i  c e s .

5. Prov ides  c o n s u l t a t i o n  and i n s e r v i c e  t r a i n i n g  to j a i l  
p e r s o n n e l .

6. Works w i t h  p s y c h i a t r i s t  ass igned  i n  th e  e v a l u a t i o n ,  
m e d ic a t io n  and t re a tm e n t  o f  inmates.

7. Prov ides  recommendat ions t o  p s y c h i a t r i s t  in  the  e v a l u a t i o n /  
c e r t i f i c a t i o n  process f o r  inmates needing s t a t e  p s y c h i a t r i c  
hosp i  t a l i  z a t i  on.

8. Prov ides  r e f e r r a l  and case management s e r v ic e s  as needed 
w i t h  o t h e r  agencies in  Genesee County f o r  inmates.

Developmental  D i s a b i l i t i e s

The c l i e n t  t h a t  Developmental  D i s a b i l i t i e s  p rov ides  s e r v i c e s  t o ,  

by d e f i n i t i o n ,  i s  d ev e lop m en ta l ly  d i s a b l e d / m e n t a l l y  r e ta rd e d .  A l though  

t h e r e  does no t  e x i s t  l i a i s o n  personne l  who f u n c t i o n  e x c l u s i v e l y  t o  l i n k  

c l i e n t s / s e r v i c e s  t o  areas in  the  env i ronm ent ,  t h e r e  i s  an a r ra y  o f  p e r 

sonnel  who per fo rm  l i a i s o n  f u n c t i o n s  t o  s p e c i f i e d  env i ronm enta l  o r g a n i z a 

t i o n s  wh ich  serve  to  l i n k  DD c l i e n t s ,  s e r v ic e s  and personne l  t o  the 

f o l l o w i n g  programs, as summarized i n  Table 4.
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TABLE 4

DD PERSONNEL AND AGENCIES LINKED

GCCMHS Personnel Agencies L inked

Program C h ie f  
S e rv ice  D i r e c t o r  
Superv i  s o r ( s ) 
T h e ra p is t s

Oakdale*  Regional  C en te r  f o r  Develop
mental  D i s a b i l i t i e s  

Depar tment  o f  Soc ia l  Se rv ices  
Genesee County A s s o c ia t i o n  f o r  

Retarded C i t i z e n s  
Genesee County Lea rn ing  Cente r  
Genesee County Care Center 
Goodwi11
P r o j e c t  L , I . F . E.
U n i ted  Cerebra l  Pa lsy 
E p i le p s y  Cente r  f o r  M ich igan 
E a s te r  Seals
A d u l t  F o s te r  Care A s s o c ia t i o n

* I n d i c a t e s  a f o r m a l , c o n t r a c tu a l  and mandated r e l a t i o n s h i p  i s  
e s t a b l i s h e d  between the  two i n t e r f a c i n g  systems.

DD s e r v i c e s  and i n t e r f a c e s  w i t h  Oakdale Regional  Cente r  f o r  

Developmental  D i s a b i l i t i e s ,  in  Lapeer,  as th e  m a jo r  s t a t e  h o s p i t a l ,  which 

s p e c i a l i z e s  in  the  t r e a tm e n t  and care  o f  the DD/MR c l i e n t  p o p u la t i o n s .  

F igu re  7 i l l u s t r a t e s  the m a jo r  a c to r s  o f  the  sys tem-system i n t e r f a c e .

C h i l d  and A do lescen t  S e r v i c e s

C h i l d  and Ad o le scen t  S e rv ices  u t i l i z e s  i t s  p o s i t i o n  o f  Se rv ice  

D i r e c t o r ,  f o r  the  de s ig n a te d  l i a i s o n  p o s i t i o n  f o r  v a r io u s  r e f e r r a l ,  on

go ing m o n i t o r i n g  and d ischa rge  a c t i v i t i e s  t o  two h o s p i t a l  systems: 

( l o c a l )  Hu r ley  Medica l  C e n te r - -C h i  1 d re r i ' s P s y c h i a t r i c  U n i t  and Y p s i l a n t i  

C h i l d r e n ' s  U n i t - -Y o rkw oods  Cen te r ,  F ig u re  8 d e p ic t s  the  i n t e r f a c i n g  and 

sys tem-systern  i n t e r f a c e .  Tab le  5 p rov id es  a summary o f  the  S e rv ice
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D i r e c t o r ' s  p r im a ry  l i a i s o n  a c t i v i t i e s  and f u n c t i o n s  wh ich  p ro v id e  f o r  

the l i n k i n g  o f  the two systems.

TABLE 5

GCCMHS LIAISON ACTIVITIES--CHILD AND ADOLESCENT 
SERVICES AND Y0RKW00DS CENTER

*1, Serves as fo rma l  l i a i s o n  to  Y p s i1 a n t i - Yorkwoods Cen te r .

2. Prov ides p s y c h o lo g ic a l  e v a l u a t i o n s  o f  c h i l d r e n  r e f e r r e d  to  
s t a t e  h o s p i t a l ;  i n d i  v i  d u a l / f a m i  l y .

3. Formulates  recommendat ions based upon e v a l u a t i o n ( s ) .

4. Makes d e c i s i o n  based on recommendat ions:

a. r e f e r r a l  to  s t a t e  h o s p i ta l - - Y o r k w o o d s  Cente r ,
b. recommend o t h e r  a p p r o p r i a t e  a l t e r n a t i v e s  t o  f a m i l y

o r  r e f e r r i n g  agency.
c. r e f e r r a l  made, as deemed nece ssa ry ,  to  o t h e r  p h y s i c ia n s ,

p s y c h i a t r i s t s , p s y c h o lo g is t s  f o r  a d d i t i o n a l  m e d ic a l ,  
e m o t i o n a l ,  p s y c h o lo g ic a l  t r e a tm e n t  needs.

5. Arrange f o r  the  p r o v i s i o n  o f  recommended s e r v i c e s :

a. f a c i l i t a t e  r e f e r r a l  process t o  Yorkwoods Cente r.
b. s e t  up appo in tments  w i t h  o t h e r  community agencies f o r

needed s e r v i c e s  as an a l t e r n a t i v e  to  s t a t e  h o s p i t a l i -  
z a t i  on.

6. A t tends  a dm iss ion ,  on -g o in g  t r e a tm e n t  and d ischa rge  p la n n in g  
meet ings a t  Yorkwoods Cente r .

7. Implements d ischa rge  p la n n in g  recommendat ions f o r  a f t e r c a r e  
s e r v i c e s ;  may recommend the  f o l l o w i n g :

a. Keep on i n d i v i d u a l  Se rv ice  D i r e c t o r ' s  case load f o r  on
go ing  t h e ra p y .

b. Ass ign c l i e n t  to  a n o th e r  t h e r a p i s t ' s  case load a t  CAS.
c.  Re fe r  to  o t h e r  community agency, as needed, in  o r d e r  to  

meet i n d i v i d u a l  c l i e n t ' s  needs.

* I n d i  ca tes  t h a t  a f o r m a l ,  c o n t r a c t u a l  and mandated r e l a t i o n s h i p  
i s  e s t a b l i s h e d  between the  two i n t e r f a c i n g  systems.
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R e h a b i l i t a t i o n  Se rv ices

R e h a b i l i t a t i o n  S e rv i c e s ,  s i m i l a r  to  DD's c l i e n t  p o p u l a t i o n ,  p ro 

v ides  day programming wh ich  i s  v o c a t i o n a l l y  o r i e n t e d  to  th e  f o l l o w i n g  

c l i e n t  p o p u la t i o n s :  d e v e lo p m e n ta l l y  d i s a b l e d / m e n t a l l y  r e ta r d e d ,

p h y s i c a l l y  hand icapped,  o rg a n ic  b r a in  damage, and m e n t a l l y  i l l .

R e h a b i l i t a t i o n  S e rv ices  has a fo rmal and w r i t t e n  c o n t r a c t u a l  

agreement to  serve  Oakdale " r e s i d e n t s "  who have been p laced  in  the  

Genesee County community.  F igu re  7 i d e n t i f i e s  those personne l  f rom  

R e h a b i l i t a t i o n  Se rv ices  and the Oakdale system to  i l l u s t r a t e  the  system- 

system i n t e r f a c e .  Tab le 6 i d e n t i f i e s  th e  personnel  and t h e i r  fo rm a l  

assignments  to  l i a i s o n  w i t h  agencies in  t h e i r  o r g a n i z a t i o n  s e t .

TABLE 6

GCCMHS PERSONNEL/REHABILITATION SERVICES 
AND ITS LINKING AGENCIES

R e h a b i l i t a t i o n  Se rv ices  Personnel

Program C h ie f  
Se rv ice  D i r e c t o r  
R e h a b i l i t a t i o n  Counselors 
E v a lu a to r

Oakdale
Department o f  Soc ia l  Se rv ices  
Se rv ice  Cente r  f o r  V i s u a l l y  

Impai red 
Department o f  C o r re c t io n s  
McLaren H o s p i ta l  
S o c ia l  S e c u r i t y  A d m i n i s t r a t i o n  
T r i p l e  A
Soc ia l  Serv ices  f o r  Hear ing 

Impai red 
Mich igan School f o r  the Deaf 
Mich igan School f o r  the B l i n d  
Deaf Consor t ium 
M ich igan  S ta te  U n i v e r s i t y  
Genesee County School D i s t r i c t s  
M ich igan Academy o f  D e n t i s t r y  

f o r  the  Handicapped 
Department o f  Mental Hea l th
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Management and Maintenance Systems

Many o f  th e  a d m i n i s t r a t i v e  and management personne l  i n  GCCMHS 

conduct  r e g u l a r  t r a n s a c t i o n s  w i t h  d i f f e r i n g  o r g a n i z a t i o n s  in  i t s  o r g a n i 

z a t io n  s e t .  Many personnel  i n  th e  management and maintenance systems 

f u n c t i o n  to  l i n k  and c o o r d in a te  s e r v i c e s / p r o g r a m s , p rocurement  o f  

needed i n p u t s / r e s o u r c e s ,  d i s c h a r g in g  o f  o u tp u ts  and f o r  th e  genera l  

n e g o t i a t i n g  f u n c t i o n s ,  to  m a in t a i n  and p r o t e c t  the  o r g a n i z a t i o n ' s bes t  

i n t e r e s t s .  Th is  b a r g a in in g  occurs  f o r  f i n a n c e s ,  b a r g a in in g  p o s i t i o n s  

w i t h  o t h e r  human s e r v i c e  o r g a n i z a t i o n s ,  s u p p l i e r s  and p o t e n t i a l  users 

o f  s e r v i c e s ;  and to  v a r io u s  l e g i t i m a t i n g  and r e p o r t i n g  agenc ies w i t h i n  

i t s  o r g a n i z a t i o n  s e t .  Tab le  7 summarizes the  personnel  i n  the  manage

ment and maintenance system and t h e i r  m a jo r  l i n k i n g  r e l a t i o n s h i p s .
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TABLE 7

MANAGEMENT AND MAINTENANCE PERSONNEL 
AND THEIR LINKING SYSTEMS

GCCMHS Personnel  

Board o f  D i r e c t o r s  

Execu t ive  D i r e c t o r

R e c ip ie n t  R ig h t s /  
Community R e la t io n s

Budget and Fi nance 
O f f i  ce r

L i n k in g  System

Genesee County Community

DMH, Genesee County Commissioners and a l l  
o t h e r  Depar tments ,  S ta te  o f  M ic h ig a n ,  
L e g i s l a t u r e ,  o t h e r  Community Mental  Hea l th  
S e rv i c e  Boards and D i r e c t o r s ,  Un i ted  Way, 
a l l  o t h e r  Genesee County agencies

DMH, O f f i c e  o f  R e c ip i e n t  R ig h t s ,  Un i ted  Way, 
V o lu n ta r y  A c t io n  C en te r ,  a l l  Genesee County 
l o c a l  agenc ies  and o t h e r  s e r v i c e  i n s t i t u t i o n s

DMH, Genesee County C o m p t ro l l e r s  O f f i c e ,  
U n i te d  Way, A u d i t o r s ,  S u p p l ie r s  and Vendors,  
o t h e r  F e d e r a l / S t a t e  and Local  Government 
O f f i  cers

Ad m i n i s t r a t i v e  Suppor t  
Serv i  ces

Personnel

Purchasing

T r a n s p o r t a t i  on/  
Mai ntenance

F l i n t / D e t r o i t  newspapers,  M ich igan c o l le g e s  
and u n i v e r s i t i e s ,  v a r io u s  Employment r e g u la 
to ry  agenc ies (DOL, MESC, EEOC, C i v i l  
Ri g h ts )

Vendors,  Genesee County Departments

Mass T r a n s p o r t a t i o n  A u t h o r i t y ,  Area Car 
D e a le rs ,  Genesee County Departments — Motor 
Poo l /County  Garage
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State Hospitals:
Ypsilanti
Clinton Valley Center 
Oakdale
Regional Veterans Administration 

Psychiatric Inpatient Hospitals:
Mercywood 
Hurley

Local and Community Hospitals:
Hurley 
McLaren 
S t . Joe's 
F.O.H.

Department of Social Services: 
General Assistance 
Medical Assistance 
Food Stamps
Emergency Needs Program 
Adult Foster Care 
Protective Services 
Adult Services

Community Physicians, 
Psychiatrists, and 
i’sychologi st s

All Genesee County, townships, 
City of Flint Police Department

Genesee County Sheriff's Dept. 
Area Rescue Squad and Emergency 

Medical Teams 
Area Ambulance Services
Genesee County Fire Departments

Famili es

UAW Crisis Center for the 
Unemployed

Genesee County Probate Court 
Genesee County Prosecutors Office 
Genesee County Mental Intake Unit 

Catholic Social Services
Family Service Agency

Catholic Outreach
Holy Angels Convent 

Rescue Mission

Voluntary Action Center
Lo v e , Inc.
Warm-Li n e 
Safehouse-
New Women

YWCA
;' s Shelter

Intake, Assessment and 
Referral Center 
(I ARC )

Goodwill

Salvation Army

Adult Services 
F . R . E . S .



State Hospitals:
Yp silanti
Clinton Valley Center 
Regional Veterans Administration

Local and Community Hospitals: 
Hurley 
McLaren 
S t . Joe's 
F.O.H.

Department of Social Services: 
General Assistance 
Medical Assistance 
Food Stamps
Emergency Needs Program 
Adult Foster Care 
Protective Services 
Adult Services

F a m i l i e s

Community Physicians, Psychiatrists 
and Psychologists

Genesee County Probate Court 
Genesee County Prosecutors Office 
Genesee County Mental Intake Unit

Area Adult Foster Care
Facilities and Providers

Area Room and Board Facilities
Genesee County Community Living 

Facilities

Michigan Rehabilitation Services
Mott Adult High School

Genesee County Health Department 
Red Cross

Opportunities Industrial Center 
ME SC

Intake, Assessment and 
Referral Center

YMCA
Mott Community College

Social Security Administration 
(Legal Aid) Legal Services of Eastern Michigan

Rescue Mission Salvation Army
Holy Angels Convent 

G oodwill

Adult Services 
Day Treatment



State Hospitals:
Ypsilanti
Clinton Valley Center 
Regional Veterans Administration

Local and Community Hospitals: 
Hurley 
M cLaren 
St. Joe's 
F.O.H.

Department of Social Services 
General Assistance 
Medical Assistance 
Food Stamps
Emergency Needs Program 
Adult Foster Care 
Protective Services 
Adult Services

Famili es
ocal Community Physicians,
Psychiatrists, and 
Psychologi sts

Intake, Assessment and 
Referral Center
Genesee County Probate Court 
^Genesee County Prosecutors Office 
enesee County Mental Intake Unit

Social Security Administration 
(Legal Aid) Legal Services of

Area Adult Foster Care
Facilities and Providers

Area Room and Board Facilities
Genesee County Community Living 

Faciliti es
Michigan Rehabilitation Services 
Genesee County Food Bank 
Federation of the Blind 
Senior Citizens Society 
Genesee County Health Department 
Red Cross
National Council of Churches 

Genesee County Library 
Flint Public Library 
Mott Community College 
Mott Adult High School 
Vocational Rehabilitation 
Opportunities Industrial Center 
MESC
Warm-Line 
Safehouse 
Project L.I.F.E.
Big Brothers

Flint Medical and Surgical Supply 
Flint City Police Department 
Genesee County Sheriff's Dept.

Eastern Michigan
Rescue Mission Salvation Army 

Holy Angels Convent
Goodwill

Adult Services 
Sustaining and Integrative Services



State Hospitals:
Ypsilanti
Clinton Valley Center 
Regional Veterans Administration

Local and Community Hospitals: 
Hurley 
McLaren 
St. Joe's 
F.O.H.

Department of Social Services: 
General Assistance 
Medical Assistance 
Food Stamps
Emergency Needs Program 
Adult Foster Care 
Protective Services 
Adult Services

mmunity Physicians,
Psychiatrists and 
Psychologi sts

nesee County Probate Court 
nesee County Prosecutors 
Offi ce
Genesee County Mental Intake 
Uni t

lenesee County Probation Office
Social Security Administration

Area Nursing Homes 
Area Room and Board Facilities

(Legal Aid) Legal Services of Eastern Michigan

Genesee County Food Bank 
Catholic Outreach 
L o v e ,  I n c .
Vocational Rehabilitation 
Opportunities Industrial Relations 
Veterans Administration 
MTA
Mott Community Consumer Education 

Job Club
Genesee County School System

Urban League
Big Sisters of Flint
International Institute
Michigan State Extension

Genesee County Department of 
Public Health

CePly!e Guardianship-

Rescue Mission Salvation Army Goodwill

Holy Angels Convent
Families/Guardians/Representative Payees

Landlords of various apartments in 
couimuni ty

Adult Services 
Resi dential



State Hospitals:
Ypsilanti
Clinton Valley Center 
Regional Veterans Administration

Local and Community Hospitals
Hurley 
McLaren 
St. Joe's 
F.O.H.

Department of Social Services:
General Assistance 
Medical Assistance 
Food Stamps
Emergency Needs Program 
Adult Foster Care __
Protective Services 
Adult Services

ommunity Physicians,
Psychiatrists and 
Psychologi sts
enesee County Probate Court 
lenpsee County Prosecutors 
Offi ce

Genesee County Mental Intake Unit 
Genesee County Jail

Catholic Outreach 
Department of Education: 

Vocational Rehabilitation!
Detroit Rehabilitation 

In sti tute

Area Ministers, Clergy 
National Council of Churches
Area Nursing Homes

General Motors:
AC, Buick, Chevrolet 
Employee Assistance Program

Famili es
Genesee County Department of Public Health 

Social Security Administration
(Legal Aid) Legal Services of Eastern Michigan

Rescue Mission Salvation Army G oodwill
Holy Angels Convent

Adult Services 
Outpatient Services



State Hospitals:
Oakdale
other institutions serving 

DD/MI

Local and Community Hospitals: 
Hurley 
McLaren 
S t . Joe's
F.O.H.

Department of Social Services: 
Medical Assistance 
Adult Services 
Adult Foster Care 
Child Foster Care 
Protective Services

Social Security Administration
Families, Parents/Guardians, 
and Representative Payees 

,enesee County Association 
for Retarded Citizens 

r o o d w i l l

Ihild and Family Services 
latholic Social Services 
>amily Services Association 
tester Seals 
Social Services for Hearing 

Impaired 
Salvation Army
^Rescue Mission

Area Adult Foster Care Facilitie 
and Providers

Area Room and Board Facilities
Genesee County Community Living 

Facili ti es
Mott Childrens Health Center

Area Nursing Homes

(Legal Aid) Legal Services of 
Eastern Michigan

Adult Foster Care Association 
Epilepsy Center for Michigan
Project L.I.F.E.
Genesee Care Center

Genesee County Learning Center
Center For Disease ControlGenesee County Probate Court 

Genesee County Department of Public Health 
Genesee County School Districts 

Michigan School for the Deaf
Michigan School for the Blind Child Abuse Consortium

Area Legislators
Area Ministers

Developmental Disabilities



State Hospital:
Ypsilanti- Yorkwoods Center

Local and Community Hospitals: 
yk Hurley, Childrens Psychiatric

/  McLaren
/  S t . J o e 1 s

/  F.O.H.

Department of Social Services:
Child Foster Care
Aids to Families with Dependent Children 
General Assistance 
Protective Services 
Delinquincy Services

Family Services 
Catholic Social Services

Area Childrens Foster Care 
Facilities and Providers

Child Abuse Consortium

Mi chi gan

Regional Detention Center

Families/Parents/Guardians/ /  \
Friend of the Court/Foster / \
Parents / \

Genesee County Probate Court\ /

i Genesee County School D i s t r i c t s ^ -----

\ Community Physicians, Psychiatrists 
\ and Psychologists

\ Social Security Administration
\  (Legal Aid) Legal Services of Eastern

Unit

Mott Childrens Health 
Center

Genesee County Intermediate 
School District

Child and Adolescent Services



State Institution: 
Oakdale

Local and Community Hospitals: 
Hurley 
McLaren 
St. Joe's 
F.O.H.

Department of Social Services 
Adult Foster Care 
Protective Services 
General Assistance 
Food Stamps

Community Physicians,
Psychiatrists and 
Psychologi sts

Commission on Accreditation 
of Rehabilitation Facilities 

Department of Labor 
OSHA 
MIOSHA
City of Flint Fire Inspectors 
Internal Revenue 
Insurance Inspectors
Other Tri-County Area Workshops: 

Growth and Opportunity (Lapeer) 
New Horizons (Pontiac)
Bay County Rehabilitation 
Washtenaw CMH 
Pine RestFamilies/Guardians/and 

Representative Payees
ichigan Rehabilitation 
Servi ce s
ewish Vocational Services 
enesee County Learning Cente 
ichigan Academy of Dentistry 
iverfront Medical Center 
Social Security Administration 
Genesee County School System
^Triple A

Michigan School for the Deaf 
lepartment of Corrections

Social Services for Hearing Impaired 
Service Center for Visually Impaired
Mott Community College 
Mott Adult High School

Michigan Protection and Advocacy 
American Personnel Guidance Association 
Goodwill

Easter Seals
Opportunities Industrial Center

Michigan State University- Dept, of 
Education: Rehabilitation 

Counselor Program

United Way of Flint 
AC Spark P l u g :

Purchasing, Material Handling, 
General Supervisor, Plant 
Managers, Consignment,
Accounts Payable, Industrial 
Engineers

Bui ck
Chevrolet 
Cummings
Gordons Food Service •
Evens Food Service

Kuntz Tool and Dye 
Kasper Tool and Dye 
G i l l - R o y 's
Hubbard's Industrial

Rehabilitation Services



Genesee County Board of 
C omm i ssi oners

Mayor of Grand Blanc General Motor

Superintendent of Flint 
Township

\City of Flint- Office 
and Handicapped

G ene se

G e n o s e e County Road 
C omrn i s s i on

County School Principal

Community at L a r y e 
R e p r e s e n t a t i v e s

Board of P i run;to r1



Michigan Department of Mental 
Health

Institutions
Oakdale 
Ypsilanti. 

Y orkwood Center

State Legislators 
Political Representatives

United Way of Flint

Local Hospital- 
H u r l e y  M e d i c a l  C e n t e r  
(i npa ti ent units)

All Genesee County Departments 
E s p e c i a l l y :
Controllers Office
County Board of Commissioners
Probate Court
Sheriffs
County Jail

GLS Mental Health Committee

I i  c h i  g a n  A s s o c i a t i o n  o f  C o m m u n i t y  
Mental Health Boards

Michigan Association of Community 
Mental Health Directors

Community at Large

E x e c u t i v e :  D i r e c t o r
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Applicant:; tor Employment at 

GCCMHG
R e c r u i t m e n t : 

"Flint Journal 
Detroit Free Press 
Detroit Newn

Genesee County Personnel 
MESC

Colleges and Universities: 
MSU 
UM
Wayne State 
Oakland 
Farri s 
Kastern 
Central 
UM-Flint 
Western 
Shaw 
A i m a 
At bion 
Bakers 
MCC

Genesee County Affirmative 
Action Office

G e r i e s e e  C o u n t y  H e a l t h

D e partment

Michigan Civil Rights
EEOC
Department of Labor 
()i:0 of Flint
Genesee County Corporation Council 
L octal Attorneys

AFGMF 
I e a in s t e r s

Riverfront Medical Center 
Individual Employee Physicians a 

Area Dentists

^Other Community Agencies:
Michigan Rehabilitation 
Servi ces
Genesee County Indian Center 
Kverywornans Center 
Goodwi11 
Salvation Army 
^Substance Abuse Comm i s :; i () n 
^Department of Social Services

Service Center for Visually impaired 
Gocial Servi oos for Hearing 1 in pa i red 
G LSF - Dm pi oy m e n t and Training Cunsortium 

Flint Board of Education 
Spanish Speaking Ln forma ti on Center 

Urban League 
National Organ i za ti on W om en-K 1 in t

lue Cross/Blue Shield-Detroit 
and Flint

II MO
Aren Genesee County Hospital

other insurance Companies
Department of Social Service:;- 

Li c e n s i n g Childreris 
Foster Care

Other Community Mental 
II eai tit Boards
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0 1 Ly o f  E 1 i. n t
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be r son n e J 
A dm i n i. s t ra t i v e Support Servicer



Michigan Department of Mental 
Health :

Data Processing Department 
Finance Division

United Way of Flint Genesee County C o n t r o11 e rs 0 f f i c e

National Institute of Mental 
Heal tli

Biometrics

M a n a jT e m e n t S ervic e s



A r e a  V e n d o r 1:' a n d  S u p p l i e r ;

American Alarm Syr 
American P sy ch i. a t r i c 

Beecher Peck and Lewi:: 
Rennet Communications Sys 

Best Products 
Burroughs Corportat'ion 

Carlton 1s 
'City of Clio 

'"dark's Store Fixtures 
/Consultant Pharmacy 
Consumers Power Company 

ixecutone Communications System:: 
(Flint Lumber Company 
Flint Medical and Surgical Supply 
Genesee Food Bank 
Genesee County Association 
Retarded Citizens 
Genesee County Departments 
C o n t r o l l e r s  
Purchasing 
Treasurer

.Gill-Roy Hardware 
IHamady, Inc.
\Highland Appliance 
[erlich Dr up Store 
iHester Evaluation System 
\Hurley Medical Center 
I.B.M. Corporation 
Kearsley Ele c1 1*i c 
,Koerts Glass and Print Company 
Draus Fire and Safety

Martin Business Machine
Oliver Paint Man u fa c L u r i n g 
Oti s Elevator
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Genesee County Departments : 
P a y r o 11 
Controllers 
C r e d i t  U n i o n  
Data Processing 
D efer r e d G o ni pen sat ion

Social Security Office- 
Flint

Health Care Insurance Companies 
PC/BS Flint, Detroit 
H MO Flint

Confederation Life

P a y r  (> 1 J

Administrative Support Services



Shelton Shell 
Discount Ti res 
County Garage

Mass Transit Authority (MTA)

Peterson Inc. Ford Dealer 
Cliinonoi s
Genesee County Association For 
Retarded Citizens 

Auto P. Graft 
Genesee County Motor Pool

1' r a n sportati o n / M a i n t enance 

fianagerii t;n t urvi c e s



CHAPTER IV 

ANALYSIS AND DISCUSSION

A n a ly s i s

GCCMHS, as a p u b l i c  s e c t o r  community mental  h e a l t h  o r g a n i z a t i o n ,  

i s  an open system which i n t e r a c t s  w i t h  and is  dependent on i t s  e n v i r o n 

ment f o r  i t s  i n p u t  and o u t p u t  a c t i v i t i e s  and f u n c t i o n s .

Th is  case s tu d y  f i n d s  t h a t  i n  a d e s c r i p t i v e  o r  e x p l o r a t o r y  

exam ina t ion  o f  GCCMHS' o r g a n i z a t i o n  s e t  and boundary spanning u n i t s ,  

r e l a t i o n s  o f  both  a fo rmal and in fo rm a l  n a tu re  can be observed between 

GCCMHS and o t h e r  community h e a l th  and s o c i a l  w e l f a r e  agencies i n  i t s  

env i  ronm en t .

Through the  i n i t i a l  e xam ina t ion  o f  GCCMHS1 in p u t  and o u t p u t  

a c t i v i t i e s ,  i t  i s  found t h a t  GCCMHS is  ove rwhe lm ing ly  dependent on i t s  

env i ronm ent  f o r  the enactment  o f  i t s  i d e n t i f i e d  bus iness t r a n s a c t i o n s  

and exchange r e l a t i o n s .  GCCMHS, as a d i s c r e t e  open system,  i n t e r a c t s  

w i t h  and engages i n  exchange r e l a t i o n s  w i t h  a more d e f i n i t i v e  and 

s p e c i f i e d  s e t  o f  o r g a n i z a t i o n s  w i t h i n  t h i s  genera l  h e a l t h  and s o c i a l  

w e l f a r e  o r g a n i z a t i o n a l  network in  Genesee County.

The d i a g r a m a t i c  scheme o f  the o r g a n i z a t i o n  s e t  i d e n t i f i e s  and 

p r e s e n ts ,  p a r t i c u l a r  to  each c l i n i c a l  area and management depar tment  o f  

GCCMHS, the  s p e c i f i c  i n d i v i d u a l s / s e r v i c e s  and o r g a n i z a t i o n s  w i t h  whom 

the program o r  depar tment  i n t e r a c t s  w i t h .  S t r i k i n g l y ,  exam ina t ion  o f  the

58
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c l i n i c a l  p rogram 's  o r g a n i z a t i o n  s e ts  and manager ia l  d ep a r tm en t 's  o r g a n i 

z a t io n  se ts  f i n d s  t h a t  exchange r e l a t i o n s  are  e s t a b l i s h e d  w i t h  the 

env i ronment  f o r  t h re e  t r a n s a c t i o n a l  and f u n c t i o n a l  reasons.  GCCMHS 

c l i n i c a l  p rog ram 's  and management de p a r tm e n t 's  exchange r e l a t i o n s  a re  

e s t a b l i s h e d  w i t h  i t s  o r g a n i z a t i o n  s e t  t o  f a c i l i t a t e  th e :  1) exchange(s)

o f  goods and s e r v i c e s ;  2) exchange o f  i n f o r m a t i o n ;  and 3) enhancement o f  

GCCMHS' p o s i t i o n  w i t h i n  th e  env i ronm en ta l  sys tem,  f o r  s t r a t e g i c  reasons - -  

f o r  g r e a t e r  community accep tance ;  resource  a c q u i s i t i o n  and d i s p o s a l  

f u n c t i o n s ;  and to  m a in ta in  r e c o g n i t i o n  as a v i a b l e  and p u rpo s e fu l  com

m un i ty  mental  h e a l t h  resource  f a c i l i t y .

There e x i s t s  a commonal i ty  o f  o r g a n i z a t i o n s  u t i l i z e d  by a l l  

c l i n i c a l  programs which r e f l e c t  the  a d ju n c t  s e r v ic e s /p ro g ra m s  and o r g a n i 

z a t io n s  wh ich are  c o n c u r r e n t l y  u t i l i z e d  by many o f  the c l i n i c a l  program 

areas .  Agencies such as the  Department o f  Soc ia l  S e rv i c e s ,  Y p s i l a n t i  

Regional  S ta te  H o s p i t a l ,  Oakdale Regional  Center  f o r  Developmental  D i s 

a b i l i t i e s ,  The Rescue M is s io n ,  S a lv a t io n  Army, G o o d w i l l ,  S oc ia l  S e c u r i t y  

A d m i n i s t r a t i o n ,  and the  lo c a l  h o s p i t a l s  ( H u r le y ,  McLaren) p ro v id e  s e r v i c e s  

wh ich are supp lementa l  to  the  d e l i v e r y  o f  mental  h e a l t h  s e r v i c e s .  These 

agenc ies re p re s e n t  p r im ary  s o c i a l  w e l f a r e  and h e a l t h  agencies i n  the  

Genesee County i n t e r o r g a n i z a t i o n a l  network  wh ich o f f e r  f i n a n c i a l / m e d i c a l  

a s s i s ta n c e  type programs (M ed ica id ,  M ed ic a re ) ;  va r io u s  forms o f  f i n a n c i a l  

a s s i s ta n c e  programs (General  A s s is ta n c e ,  A id  to  Dependent C h i l d r e n ,  Soc ia l  

S e c u r i t y  Insu rance) ;  s upe rv is e d  housing and r e s i d e n t i a l  p lacements in  

A d u l t  F o s te r  Care Homes o r  s p e c i a l i z e d  c o n t r a c t  homes f o r  the m e n ta l l y  

i l l / r e t a r d e d  and aged; i n s t i t u t i o n a l i z e d  t r e a t m e n t / f a c i l i t i e s  and s e rv i c e s  

which a re  more i n t e n s i v e ,  s t r u c t u r e d ,  s u p e rv is e d  and c o n f in e d  f o r  those
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who can no lo n g e r  be p s y c h i a t r i c a l l y  m a in ta in e d  w i t h i n  the  community 

( Y p s i l a n t i ,  Oakdale and lo c a l  h o s p i t a l  p s y c h i a t r i c  u n i t s - - H u r l e y ) ;  and 

agenc ies  wh ich p r o v id e  f o r  th e  emergency fo o d ,  s h e l t e r  o r  c l o t h i n g  needs 

(Rescue M is s io n ,  S a l v a t i o n  Army, G o o d w i l l ,  Holy Angels Convent and lo c a l  

room and board f a c i l i t i e s ) .

In o r d e r  f o r  GCCMHS to  adapt  t o  and s u r v i v e  in  i t s  h e a l t h  and 

s o c i a l  w e l f a r e  i n t e r o r g a n i z a t i o n a l  ne tw o rk ,  r a t i o n a l  and s y s te m a t i c  

a t tem pts  are  made to  assess and accommodate GCCMHS o r g a n i z a t i o n a l  needs. 

GCCMHS, i n  i t s  o r g a n i z a t i o n a l  s t r u c t u r e  and d e s ig n ,  p rov ides  personnel  

who a re  d e s igna ted  to  serve  as th e  l i n k i n g  mechanisms which r e l a t e  GCCMHS 

to  o t h e r  s e r v i c e s / i n d i v i d u a l s  and o r g a n i z a t i o n s  i n  i t s  o r g a n i z a t i o n  s e t .  

Th is  case s tudy  f i n d s  c o n s i s t e n t  u t i l i z a t i o n  o f  GCCMHS boundary personnel  

in  i t s  c l i n i c a l  program areas and i t s  management depar tments .  The 

boundary personne l  have ass igned to  them c e r t a i n  o r g a n i z a t i o n a l  and 

env i ro nm en ta l  l i n k i n g  tasks and a c t i v i t i e s  which are  found in  Tables 1 

to  7 and F igures  3 to  8.

I t  i s  summarized t h a t  GCCMHS l i a i s o n s  p ro v id e  the  f o l l o w i n g  

o r g a n i z a t i o n a l  a da p t i v e  f u n c t i o n s :

1. r e p r e s e n t in g  the  o r g a n i z a t i o n  to  i t s  e x te r n a l  c o n s t i t u e n t s  
o r  members o f  i t s  o r g a n i z a t i o n  s e t ;

2. scann ing  and m o n i t o r in g  env i ronm en ta l  even ts  as r e le v a n t  to  
the  o r g a n i z a t i o n ;

3. i n f o r m a t i o n  p rocess ing  o f  changes w i t h i n  the  o r g a n i z a t i o n  
s e t ;  changes in  GCCMHS;

4. t r a n s a c t i n g  and s e c u r in g  o r g a n i z a t i o n a l  in p u ts  and ou tpu ts  
f o r  o r g a n i z a t i o n a l  usage;

5. l i n k i n g  and c o o r d i n a t i n g  c l i e n t  s e r v i c e  d e l i v e r y ;  e n a c t i n g  
c o n t i n u i t y  o f  care p r i n c i p a l s  in  s e r v i c e  d e l i v e r y  as the 
c l i e n t s  moves from one s o c ia l  system to  an o th e r .
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D is c u s s i  on

The e x p l o r a t o r y  i n v e s t i g a t i o n  o f  GCCMHS o r g a n i z a t i o n  s e t  and 

boundary spann ing  u n i t s  f i n d s  s u p p o r t  o f  the  m a jo r  research  re g a rd in g  

o r g a n i z a t i o n a l  a d a p ta t i o n  to  i t s  env i ronm ent  as a m a t t e r  o f  s t r a t e g i c  

choi  ce.

GCCMHS a d m i n i s t r a t o r s  are  c o n s t r a in e d  to  a degree by t h e  unce r 

t a i n t y  and the  r a p i d i t y  o f  changes wh ich  eminate f rom the members o f  i t s  

o r g a n i z a t i o n  s e t .  GCCMHS i s  found to be dependent ,  f o r  i t s  growth and 

main tenance,  on th e  s p e c i f i c  env i ronm ent  which has re levance  to  GCCMHS1 

o v e r a l l  f u n c t i o n i n g  and o p e ra t i o n s .

For reasons o f  o r g a n i z a t i o n  a d a p ta t i o n  and s u r v i v a l ,  GCCMHS 

t h e r e f o r e  expends e n e rg ie s ,  i t s  personnel  res o u rc e s ,  to  manage and 

c o n t r o l  i t s  bus iness t r a n s a c t i o n s  and exchange i n t e r a c t i o n s  w i t h  i t s  

o r g a n i z a t i o n  s e t  members.

The e x te n s i v e  u t i l i z a t i o n  o f  l i a i s o n  personnel  w i t h i n  GCCMHS 

r e f l e c t s  t h e  d i v e r s e  and vas t  a r ra y  o f  s e r v i c e  te c h n o lo g ie s  f rom i n t e n s i v e  

to  s u p p o r t i v e ,  and o r g a n i z a t i o n a l  domain areas o f  GCCMHS as found in  the 

i n p u t  and o u tp u t  a n a ly s i s  diagrams.

I t  i s  e s s e n t i a l  f o r  GCCMHS to  m a in ta in  p o s i t i v e  wo rk ing  r e l a t i o n 

sh ips  w i t h i n  i t s  general  h e a l t h  and s o c i a l  w e l f a r e  i n t e r o r g a n i z a t i o n a l  

ne two rk .  Very e v i d e n t  t o  the casual o b se rve r  i s  GCCMHS1 c o l l a b o r a t i v e  

e f f o r t s  t h a t  are e s t a b l i s h e d  and m a in ta ined  w i t h  i t s  v a r iou s  o r g a n i z a t i o n  

s e t  members. There a l s o  e x i s t s  a general  c o l l a b o r a t i v e  e f f o r t  w i t h i n  

t h i s  genera l  h e a l t h  and s o c i a l  w e l f a r e  i n t e r o r g a n i z a t i o n a l  ne tw o rk ,  

which has as i t s  p r im ary  g o a l ,  the  p r o v i s i o n  o f  c o n t i n u i t y  o f  ca re  f o r  

those i n d i v i d u a l s  e n t e r i n g  the general  h e a l t h  and s o c i a l  w e l f a r e  ne two rk ,
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o f  which GCCMHS f i n d s  i t s e l f  an i n t e g r a l  p a r t  o f .

The impor tance  o f  the  sys tem-sys tem i n t e r f a c e  ne two rk  i s  r e a l i z e d  

in  t h i s  i n q u i r y  as i t  serves t o  l i n k  o t h e r  m a jo r  s o c i a l  systems to  the 

community mental  h e a l t h  system o f  care  and s e r v i c e  d e l i v e r y .  I t s  im p o r t  

i s  ev idenced i n  the v a r io u s  l i n k a g e s  GCCMHS has e s t a b l i s h e d  th rough i t s  

f o r m a l i z e d  and c o n t r a c t u a l  r e l a t i o n s h i p s  w i t h  the  s t a t e  h o s p i t a l  s y s te m (s ) .  

These r e l a t i o n s h i p s  have as t h e i r  p r im a ry  g o a l ,  t o  p ro v id e  c l e a r  and 

conc ise  mechanisms f o r  each p a r t y ,  pe r  w r i t t e n  c o n t r a c t ,  f o r  assurances 

t h a t  c l i e n t s  do no t  f a l l  "between the  c ra c k s "  o f  the  two systems o f  

mental  h e a l t h  ca re :  the  community system and the  s t a t e  h o s p i t a l  system.

For the  most p a r t ,  GCCMHS r e l i e s  on i t s  i n d i v i d u a l  boundary 

spanning p e rs o n n e l ,  pe r  program or  management a re a ,  t o  i n f o r m a l l y  

e s t a b l i s h  and m a in ta in  recogn ized  and r e c i p r o c a l  v o l u n t a r y  l i n k a g e s  

between m a jo r  programs and depar tments  o f  GCCMHS and i t s  o r g a n i z a t i o n  

s e t  members. Th is  re p re s e n ts  a consc ious and planned d e c i s io n  by GCCMHS 

a d m in i s t r a t o r s  t o  p ro v id e  f o r  a c o l l a b o r a t i v e  mental  h e a l t h  as w e l l  as a 

genera l  h e a l t h  and s o c i a l  w e l f a r e  i n t e r o r g a n i z a t i o n a l  ne two rk .  I t  i s  

suggested t h a t  t h i s  w i l l  p ro v id e  and e s t a b l i s h  the  p r a c t i c e  o f  c o n t i n u i t y  

o f  care f o r  an i n d i v i d u a l  e n t e r i n g  the mental  h e a l t h  as w e l l  as the  

genera l  h e a l t h  and s o c i a l  w e l f a r e  human s e r v i c e s  system o r  ne twork .

The und e rs tan d ing  o f  the general  and s p e c i f i c  env i ronment  in  

which one community mental  h e a l t h  o r g a n i z a t i o n  i s  s i t u a t e d  and opera tes  

i s  e s s e n t i a l  i n  both t h e o ry  and p r a c t i c e  and i s  addressed i n  t h i s  

e x p l o r a t o r y  i n v e s t i g a t i o n  o f  a community mental  h e a l t h  o r g a n i z a t i o n  and 

i t s  env i ronm en ta l  r e l a t i o n s h i p s  and l i n k a g e s .
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T h e o r e t i c a l l y ,  the  m a jo r  res e a rc h  sugg es ts ,  in  a n o rm a t ive  

approach,  how an open system, a human s e r v i c e  community mental  h e a l t h  

o r g a n i z a t i o n ,  shou ld  be o p e r a t i n g  i n  i t s  env i ronm ent .  T h e o r e t i c a l l y , 

the  open systems p e r s p e c t i v e  emphasizes t h a t  the  e f f e c t i v e n e s s  and 

s u r v i v a l  o f  an o r g a n i z a t i o n ,  such as GCCMHS, i s  dependent upon i t s  

a b i l i t y  t o  f u n c t i o n  as an "open system" and t h e r e f o r e  must maximize i t s  

i n t e r a c t i o n  p a t t e r n s  w i t h  i t s  env i ronm ent .  Th is  is  done by an o r g a n i z a 

t i o n  in  o r d e r  to  secure i t s  i n p u t  and o u tp u t  a c t i v i t i e s  and f o r  s t r a t e g i c  

reasons ,  to  enable  opt imum and r a t i o n a l  d e c is io n -m a k in g  under c o n d i t i o n s  

o f  u n c e r t a i n t y .  Th is  would , as research  sugges ts ,  enable  d e c i s i o n 

making to  oc c u r  on a p r o a c t i v e  r a t h e r  than r e a c t i v e  b a s is .

Th is  case s tudy  p rov id es  a p r a c t i c a l  a p p l i c a t i o n  o f  the  manner 

in  wh ich one open system,  the community mental  h e a l t h  o r g a n i z a t i o n ,  

appears to  ope ra te  and f u n c t i o n  w i t h i n  i t s  env i ronm enta l  s e t t i n g .

The f i n d i n g s  o f  t h i s  case s tudy  conclude t h a t  GCCMHS is  s i t u a t e d  

and dependent on i t s  o r g a n i z a t i o n  s e t  members f o r  a t o t a l i t y  o f  i t s  

r e s o u rc e s ,  s u p p l i e s ,  a c t i v i t i e s  and d ischarge  f u n c t i o n s .  Th is  case 

s tudy  a l s o  f i n d s  t h a t  q u a l i t a t i v e l y ,  th e re  e x i s t s  a complex and i n t e r 

dependent s e t  o f  r e l a t i o n s h i p s  and exchanges which c h a r a c t e r i z e  the  

range and p a t t e r n  o f  GCCMHS r e l a t i o n s  w i t h  i t s  s p e c i f i c  env i ronm ent  o r  

o r g a n i z a t i o n  s e t .

As th e o ry  p o s i t s  and case s tudy  f i n d i n g s  conc lude ,  the mental  

h e a l t h  a d m i n i s t r a t o r , u n l i k e  general  h e a l t h  care  a d m i n i s t r a t o r s ,  must 

reckon w i t h  m u l t i t u d e s  o f  in te rde pende n t  se rv ic e s /p ro g ra m s  and o r g a n i 

z a t io n s  which p ro v id e  piecemeal s e r v ic e s  ( i . e . ,  GCCMHS--mental h e a l th  

s e r v i c e s  in  a d d i t i o n  to  DSS f o r  f o s t e r  care p lacement ,  f o r  Med ica id
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a s s is ta n c e  and f o r  General A s s is ta n c e )  t o  i n d i v i d u a l s  who e x i s t  w i t h i n  

the  genera l  h e a l t h  and s o c i a l  w e l f a r e  i n t e r o r g a n i z a t i o n a l  ne twork .

GCCMHS o p e r a t i o n a l l y  r e q u i r e s  a c o o r d in a te d  method o f  i n t e g r a t i n g  

i t s  v a s t  a r r a y  o f  s e r v i c e  domains and te c h n o lo g ie s  to  those who a re  

r e q u i r i n g  o r  r e q u e s t i n g  s e r v i c e s .  GCCMHS a l s o  must f i n d  ways and 

e s t a b l i s h  mechanisms to  i n t e g r a t e  i t s  mental  h e a l t h  s e r v i c e s  i n t o  the 

genera l  i n t e r o r g a n i z a t i o n a l  ne twork  i n  a respon s ive  and e f f i c i e n t  manner. 

GCCMHS and i t s  r e l a t i o n s h i p s  w i t h  th e  o t h e r  m a jo r  s o c i a l  systems; 

j u d i c i a l ,  c r im in a l  j u s t i c e  and genera l  and s t a t e  h o s p i t a l s  i n d i c a t e  

t h i s  system-systern i n t e r f a c e  t re n d  and i t s  genera l  c o l l a b o r a t i v e  tone.

Systems research  i s  im p o r ta n t  due to  i t s  general  usage o f  

env i ronm enta l  d e s c r i p t o r s  which can be i l l u s t r a t i v e  o f  genera l  system 

t rends  and i n t e r a c t i o n s .  Th is  case s tudy  i s  no t  w i t h o u t  i t s  l i m i t a t i o n s  

however examined. As c i t e d  e a r l i e r ,  t h i s  i s  an e x p lo r a t o r y  i n v e s t i g a 

t i o n  o f  one fo c a l  o r g a n i z a t i o n  as s i t u a t e d  w i t h i n  i t s  i n t e r o r g a n i z a t i o n a l  

ne twork .  The e x p l o r a t o r y  i n v e s t i g a t i o n  and case s tudy  methodology 

r e a l i z e s  i t s  q u a l i t a t i v e  d e f i c i e n c i e s  and approaches as a p p l i c a b le  to  

i t s  g e n e r a l l y  s t a te d  f i n d i n g s  and suggested outcomes. Th is  r e s u l t s  in  

s u b j e c t i v e ,  r a t h e r  than o b j e c t i v e  o r  q u a n t i f i a b l e  da ta .  Th is  weakness i s  

a p r a c t i c a l  l i m i t a t i o n  o f  t h i s  s tudy  and t h e r e f o r e  t h i s  s tudy  focuses on 

the  no rm a t ive  model o f  i n t e r p r e t i n g  t h e o r y  e x p e c ta t io n  to  pe rce ived  

appearance o f  o r g a n i z a t i o n a l  o p e ra t io n s  and i t s  genera l  env i ronm enta l  

r e l a t i o n s h i p s  as c u r r e n t l y  found to  be engaged in  by the fo c a l  o r g a n iz a -  

t i  o n .

Systems resea rch ,  as advanced from t h i s  s tudy  in  t h i s  p a r t i c u l a r  

a rea ,  can have p r a c t i c a l  usage i n  f u t u r e  a p p l i c a t i o n s  f o r  mental h e a l t h
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a d m i n i s t r a t o r s  f o r  v a r io u s  p la n n in g  f u n c t i o n s  and f o r  e v a lu a t i o n  models 

and p rocesses .  Systems research  a l lo w s  f o r  model c o n s t r u c t i o n  and 

e x p e r im e n ta t i o n .  T h is  would p r o v id e  v a lu a b le  i n f o r m a t i o n ,  i f  so d e s i r e d ,  

f o r  a p a r t i c u l a r  o r g a n i z a t i o n ,  such as th e  comnun ity  mental  h e a l t h  

o rgan i  z a t i o n .

The impor tance  o f  community mental  h e a l t h ' s  p la n n in g  and e v a lu a 

t i o n  f u n c t i o n s  are  becoming more im p o r ta n t  f o r  o r g a n i z a t i o n a l  a d a p ta t io n  

and s u r v i v a l  i n  th e  1980 's .  The 1980 's are  r e c o g n iz in g  an aus te re  

resource  s c a r c i t y ,  wh ich r e q u i r e s  a d m i n i s t r a t i v e  f l e x i b i l i t y  and a h igh  

degree o f  t e c h n i c a l  management competencies to  meet these changing 

env i ronm en ta l  demands o f  the  1 9 8 0 's.

As p u b l i c  s e c t o r  o r g a n i z a t i o n s ,  community mental  h e a l t h  o r g a n i 

z a t io n s  must be knowledgeable o f  and s e n s i t i v e  to  bo th  m ic ro  and macro 

p a t t e rn s  o f  i n t e r a c t i o n s  and exchanges which e x i s t  in  the o v e r a l l  

env i ronm en ta l  system. Unders tand ing  resource  dependencies and the  

i d e n t i f i c a t i o n  o f  members o f  the  o r g a n i z a t i o n  s e t  is  o n ly  a b e g in n in g ,  

which i s  the  i n t e n t  o f  t h i s  i n q u i r y .
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