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Daaxr Dr. Dnglish:

The Ge «cal Accounting Offica has examined into certain asvects of tha
dninistration of matarnity and infant care (M&I) projects and childran and
youth {C&Y} projects in rha Statas of New York and Ohio., A report on the ro-
aults of our examination was issuad to the Secretary of Health, Education,
and Walfara (HEW) on Novembar 13, 1969, and a copy of that raport was fure

nlshad to you. This latter deals with a siruation which we noted during
riiac a@xamination relating to C&Y projact 603 awarded to tha Naw York Uni-
yersity Madical Tantar.

Tha major objactive of CSY projects is to provida comprahensive haanith
sare ard services to school and praschool children in low-income families.
Fodaral furds ara available for up te 75 percent of project costs; tha bal-
anca ia providad by tha grantea, Until September 17, 1989, the Chief, Chil-
dvan's Bureau {CB) in the Social and Rehabilitation Sexvica, HEW, had primary
responsibility for the administration of C&Y projects. Since than, the Hezith
Sarvicas and Hental Health Adminiscration (HSHHA) has bean dalagited vesoonsi-
bilizy for thesa orojacts,

Tha £°¥ project proposal which rasulted in tha aw rd of projsct 603 sro-
sosed savearal components which, taken together, provided for a comprahensivae
nedical zare projact. The components included (1) laboratory satvicas, (2)
con ultativa sarvices, {3) dental cars, {4) bearing and speech tlinics, (5)
sancal hygilene, and {6) occupational and physical therapy, The proposal
szatad that, t™-sugh theasa components the services avallabla to tha approxi.

actaily 86,0, c¢hildran vesiding in tha arsa to be served by the projact would
re rearranged and improved.

p
Tha yroposal of tha University also included an innovative fizture of
wesical managsment, r.onely, fo retriave, collate, and consolidata the avail~
_ble madical information and history of encn patient served by the project
v .rough the usa of a computerized medleal records retcieval cantar which
woa1d bw davaloped and imolemented with projsct funds., The asipeiata projzct
director advised us that comprznsnsive medical care csuld be provided mora
affactlvaly 1% the medical history of the patisnt-~which in the arme serwad
by tha projact was ofian scattevad throughout several different madical
Tarilitiss——nould ba mads availabla ts the madical st:¥f. Bha ulso advizad
s thal, by having this information, tesha ard analyeces praviowsly parformed
for the patisnks would rol havs o ba dunilicalad,
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The first grant »ariod for project 603 extended frow Jume 1, 1968, to
~.y2h 31, 1967. Since than the project has besn extended for 12-month pariods
anding March 31 of each yasaxr, Shown below ara the amounts grantad during tha
projact pariods,

Project periods Amount of srant
June 1965 - March 1867 81,589,738
April 1967 - March 1968 1,800,000
April 1968 - March 1969 1,713,000
April 1989 -~ Marech 1970 1,585,000
Total $6,687,738

CB guidalines and tha projact application form used for C5Y grant proposals
called for tha grantea’s cost astimatas for tha immediata grant pariod and the
four succaeding grant periods, Whan the initial proposal for projact 603 was
submittad to CB in 1966, total cost astimates for tha five grent parlods wara
sutlinad and costs of spacific componenis ware enumerated for tha imnmediata
grant period for which application was baing mada, In the initial proposal,
£ost estimates for tha medical racords ratrisval center amounted to about
3213,000, The proposal stataed that this amount would be adequate to cover only
tha initial phasa of activity, During sach of the next two grant periocds about
$427,000 was allocated for the madical records wairiaval centar’s operatlon; for
tha grant period ending March 31, 1970, about $453,000 has bean allocataed for
ghis purposa, Thus, from June 1, 1966, through March 31, 1970, a total of ap
sroximataly 81.5 million was mada available for this feafura of tha projact
sropoaal,

During cur rveview, wa found that as of January 1968--20 months aftar the
project began--only 1,200 patients? nadical records had bean computerized, For
tte mosk part, howevayr, these records were incomplete, We balieva that this
ralativaly low achievement leval can bs directly attributed to inadequaka
planning on tae part of tha grantae and OB officials and tha absance of a faa-
8ibility study to asaist in the planning activities, Wa also notsd that in tha
lattar part of 1968 tha Univarsity angagad a management consulting organization
to reviaw tha health carve projsct, 1In the resultant report issuved in Septamber
1969, several rscommendalions and suggestions wera mnde to projact officials
ralating to the medical records retrieval centar. These included (1) tha estabe
lishmant of a comprehensiva and detailled plan for implementation of tha cantar,

23 tba davelopment of a uniform set of documentation standards, (3) tha axar-
cisa of continuing control of computar staff afforts, (4) tha establishment of
& sy-tem of indapandant svaluation of tha project!s complianca with plans and
standarda, ard (3) ths estadblishment of an vrganization plan,

Wa wara advised by OB offliclals that a study of the fsaalbility of applying
eomputar tachnology o this spezial faakurs of tha proovsal had ravar bean ru-
guastad of the grantas. Tha OB procadurss callad for datalled reviaws of grant
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applications and related plans and budgets prior to grant approval {initial -nd
vanawals)., 1In making such reviews, CB staff are permitted to seek additional
information and clarification and to obtain professional advica and opinions
£rom spacialists, including thoss outside the HEW organization, Ye wars advisad
by CB officials that they did not requast such counsel from gpacialiasts or con
sultants for any part of project 803,

In our opirlon, a feasibility study of the medical records retrieval cen-
tar would have bean appropriate prior §o tha eward of funds for thils purposa.
A wall-conducted fansibility study would have servad as a useful management
2ool and would have facilitated dacisjionmaking for offieials at tha Univarsity
and in ©B, 1In our opinion a well-conducted feasibility study would include, as
2 nminimum (1) a critical vraview of the established projact goals, {2) ths dee
valopment of an idaal system or master plan for attalning thess goals, (3} &
study of how a computay would be used to achieve tha spacified goals, (4) a
tachnieal study of the charactarisiics and potential of the equipman necassapy
to mast tha nseds of the project, {5) a realistic ssamination of the cost of
such aquipmant whan related to ths yssulfs to be obtainad, and {8) written rec.
emmandations to managemant as §p the gourss of action to ba taken, With the {in=
formaiion genarataed §rom such a pzudy, offycials at the Univaersity apd U5 would
have bean abla to manags the madical yacords ratriaval cgniar mora sffectively
and afficiantly.

%3 beliave that the racommendations nf tha managemeng consulting organizae-
tion--published 40 months after tha project prograa bepanw-ralata to requiresmanis
which aga hasic to any opsration and, in our opinion, tha problems of the centay
pointad ouk by this raport could have bean avarted or al least minimized 4f tha
B had requasted that such a study be conductad prior to the incaption of tha
program,

Wa balieva that thera is a nead for HSMHA 2o vevisa the guidslinas and
proceduras—-as usad by CB--applicabla to C&Y projacts to ansure that adequata
planning takea placa far all projacts and especially for thosa which i{ncluda
innovaktive featurass such a3 tha medical records retrieval cantar undsr proj-
2ct 603, FPlanning shoyld includa considarations of hoth short venga and long
vanga goals, problams, and costs, In this connaciion we balieve thal the most
afiactive way to ansursg that sdequata planning takes placa in components which
{iwolva ths usa of major gomputer applicacinps 1a through zha corduct of fas.
albility atudiss,

Recommandation ! }

Accordingly, %9 rsaommend that HSHHA revise C&Y projaet guldelinas and prow
eaduras o raquirs Tha? g Ffoaz3ibility study ba nade for apy comoonenk whieh daals
wizh a sajo> appiizagion of compuier Zachnology,

w N o g e
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We appraciata ths cooparation and courtasies extendsd to our rapraesenta-
tives during our reviaw, and should you desire, we shall be pleacad to discuss
our findings in greater detail with you or members of your staff, Copies of
this raport ars being sent o tha Assistant Sacratary, Comptvollar, HEW, tha
adainistrator, Social and Rahabilitation Servica, and to tha Chiaf, C3,

Sincaraly vyours,
Johry D. Heller

0{ Fradarick X, Rabal
Asalstant Diresvtor

Dr. Josaph T. English, Administralor
fdealth Servicas and Mantal
Haalth Administration
Pudlie Health Sarvica
Dapariment of Health, Edueatlon,
and Welfara
Hashington, D, €. 20014
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