SAE Behavioral Health Evaluation Use Case: Leveraging Data-Driven Evaluation for Scalable Growth in Community Behavioral Healthcare

Executive Summary  
Over a five-year partnership between SAE and the Interborough Developmental and Consultation Center (IDCC), program evaluation became a strategic lever for growth, sustainability, and transformation of care. Across three SAMHSA-funded initiatives, SAE integrated evaluation processes in a partnership with IDCC to:
· Increase client engagement and reassessment rates to 100%
· Exceed enrollment targets by nearly 280%
· Reduce ER visits by up to 100% among youth
· Integrate care pathways and EHR enhancements that aligned clinical decisions with real-time client data
This case study illustrates how a comprehensive and strategically responsive behavioral health agency utilized multidisciplinary evaluation to achieve measurable improvements in client outcomes, staff performance, and system infrastructure. SAE’s role extended beyond reporting; it helped to foster an approach of continuous improvement, positioning IDCC as a model of integrated and measurement-based care in New York’s behavioral health landscape.

Introduction
Behavioral health systems face increasing pressure to scale services equitably, efficiently, and with measurable results. For organizations like IDCC, evaluation is no longer merely a compliance activity but an operational imperative. With support from SAE’s Behavioral Health Services Evaluation Learning Collaborative, IDCC embedded data workflows and real-time decision-making systems across three major federal grants. What began as foundational capacity building has matured into a sophisticated infrastructure for measurement-based care and rapid adaptation. This case demonstrates the evolution of evaluation as a tool for leadership, transformation, and sustainability.

About IDCC and the Grants Evaluated
IDCC is a Brooklyn-based, community-focused provider serving diverse populations across racial, ethnic, and linguistic lines. Its services include outpatient mental health care, substance use treatment, psychiatric support, crisis response, school-based programs, and care coordination.
Three major SAMHSA grants formed the foundation for this longitudinal evaluation partnership:
· CCBHC-PDI (2020–2022) – Certified Community Behavioral Health Clinic: Planning, Development, and Implementation
· CMHC (2021–2023) – Community Mental Health Centers COVID Recovery Initiative
· CCBHC-IA (2022–2026) – Certified Community Behavioral Health Clinic: Improvement and Advancement
Each initiative enhanced IDCC’s ability for data-informed planning, quality assurance, and sustainable care delivery.

Phase 1: Building the Foundation with CCBHC-PDI (2020–2022)
SAE collaborated with IDCC to establish the foundational systems necessary for integrated care. Evaluation revealed areas of strength, including a 194% youth enrollment rate and strong engagement of Hispanic/Latino populations, while also identifying structural issues in data collection and EHR operability. Through collaborative problem-solving, IDCC and SAE:
· Developed customized forms and EHR workflows to support data fidelity
· Integrated trauma assessment data directly into service planning pathways
· Reduced ER visits by 83.3% for adults and 100% for youth
· Achieved significant reductions in psychological distress, substance use, and physical health risk factors
When the program’s ability to retrieve and utilize client data became a barrier, IDCC and SAE collaborated in the modification of data collection, tracking and extraction strategies to improve data workflows, including the integration of peer advocates to support data collection and client engagement efforts, leading to improved completion rates and a reduced staff burden. This early phase illustrated how adaptive workflows, backed by evaluation, could result in measurable impact.

Phase 2: Recovering and Reinforcing Capacity with CMHC (2021–2023)
The CMHC grant addressed the behavioral health crisis exacerbated by COVID-19. SAE assisted IDCC in evaluating clinical and operational recovery, prioritizing staff wellbeing and client stabilization. Results included:
· Reassessment rates over 90%
· Statistically significant improvements in depression, anxiety, and PTSD
· Expanded access for multilingual clients, LGBTQ+ individuals, and those experiencing housing instability
· High staff participation in compassion fatigue and burnout mitigation strategies
· Improvements to data tracking strategies
When SAMHSA’s SPARS data collection and reporting system changes disrupted National Outcome Measures (NOMS) data collection, SAE implemented an internal tracking and coding system that maintained data integrity and analytical continuity. SAE also collaborated with leadership to develop clinician-specific analyses, enhancing supervision, feedback loops, and morale.
This phase importantly introduced standardized fidelity tracking for EBPs, deeper integration of trauma services, and refinements to EHR data extraction, setting the stage for system-wide performance benchmarking.

Phase 3: Scaling Strategically with CCBHC-IA (2022–2026, ongoing)
Now in its second year, the CCBHC-IA grant signifies the culmination of IDCC’s evaluation development. Key outcomes so far include:
· 279.6% enrollment target achievement, reflecting optimal access to care
· 100% reassessment rate, demonstrating strong client engagement
· Significant symptom reductions in hopelessness and depression
· Care pathways and triage systems customized to client acuity and risk
Weekly multidisciplinary meetings, which included the Director of IT, Director of Operations, and Director of Development and Strategy, have led to significant improvements in EHR operability and workflow, including:
· Automated demographic and screening score integration
· Integration of DocuSign tools to enhance intake accuracy
· Real-time reporting across quality indicators like depression remission and Social Determinants of Health (SDOH) screening
SAE also developed a cross-staff feedback survey that helped guide strategic improvements to client access, staff training, and workflow design. As measurement-based care is expanded across departments, IDCC is positioning itself as a replicable model of data-enabled service delivery.

Cross-Project Insights and Outcomes
Across all three projects, several themes emerged:
· Outcome Improvement: Clients consistently demonstrated gains in mental health, social functioning, housing stability, and overall well-being. Cross-project analysis revealed mismatches in trauma services, which supported the creation of targeted care pathways.
· Organizational Learning: SAE-supported insights transformed into system changes—from EHR architecture to peer workforce integration—demonstrating an evolving learning organization.
· Equity in Practice: Program evaluation confirmed the success of IDCC’s outreach to BIPOC, LGBTQ+, and multilingual populations, contributing to tailored strategies for hard-to-engage communities.
· Sustainability Infrastructure: SAE’s evaluation support led to successful new grant applications, provided justification for increased staffing, and established new performance management systems that enhanced funder accountability and community trust.

Conclusion: SAE’s Role in Transformational Evaluation
Through deep partnerships, agile evaluation design, and real-time systems thinking, SAE has supported IDCC in the agency’s evolution from a community-based provider to a performance-driven, strategically responsive leader in integrated behavioral healthcare. Each grant cycle builds upon the previous one, enhancing service expansion, organizational sophistication, data utilization, and workforce development.
Evaluation at IDCC evolved from a compliance task into a strategic asset. With SAE’s guidance, program evaluation influenced decision-making, uncovered potential areas of growths, optimized interventions, and established a sustainable foundation for measurement-based care.
Do you want to replicate this success in your organization?  
SAE specializes in transforming data into actionable insights. Whether you are scaling services, aligning with changing federal priorities, or optimizing clinical workflows, we can provide the tools, expertise, and partnerships that deliver real results.

