	Assisted Living Services:  Adult Foster Care 

Community Review


The Community Review of Assisted Living Services:  Adult Foster Care was conducted March 22 and March 23, 2005.  The review panel included Shirley Bagley, Jim Coyle and Lucille Harrigan.
This report is divided into the following four parts:

1. Program Description

2. Review Process

3. Summary of Findings, which summarizes the reviewers’ findings about the program’s performance in each reviewed area.  This part also includes recommendations and suggestions for improvements.

4. Review Scale with Results and Comments that includes a description of the areas reviewed and the review scale and the review areas with the panel’s scoring results.

Program Description

Adult Foster Care (AFC)* provides supervised living and assistance to disabled adults ages 18 and over and frail elders in family homes or small group homes.  It also utilizes Residential Rehabilitation Program facilities.  Clients are referred because of inability to live independently in the community due to mental illness, developmental disability or physical and medical disability.  Each resident receives an individual care plan with goals to ensure safety, health and maximize self-sufficiency.  Family homes and small group homes are licensed by the State as Assisted Living.  Case managers in the Adult Foster Care unit certify and monitor 20 family homes as part of the State Project Home Program and monitor the client’s care in group homes. Case managers coordinate needed services for the clients and provide support and resources to the caregivers.  State and County subsidies are available to eligible clients based on need and availability of funds. 





From the Adult Foster Care Program Self-Assessment

*Special Note—The program will be referred to as the Adult Foster Care Program or AFC in this report.
Review Process

During the two day review of AFC, reviewers were introduced to the staff and met with case managers to discuss the site visits.  A tour of the program offices was given and the panel talked with the program’s administrative assistant.  Three assisted living homes were visited by panel members.  The program manager gave an overview of the program and prior to the review, panel members had the opportunity to meet the chief of Aging and Disability Services and the program’s senior administrator.  A variety of program materials were reviewed.
SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary 

Aspects of the Program that are Exceeding Expectations
· The Adult Foster Care Program appears to be an excellent program in Montgomery County.  The homes visited by the reviewers are exceptionally well-monitored.  The caregivers and staff exhibit caring and responsible relationships and the residents exhibit satisfaction with their living arrangements and there is congeniality among the residents. 
· Program staff are viewed as extremely competent and dedicated as shown by the many work hours devoted and the number of home visits made, response to emergencies, management of multiple administrative details and maintenance of relationships with care providers and residents.  Staff members perform the matching of resident with home characteristics in a very competent manner.

· The AFC homes are physically pleasing and appropriate for the residents with a family-like atmosphere.  
· Several of the residents maintain jobs outside of the home and thus, contribute to the community as well their self-development.  Residents also described their personal duties and responsibilities in maintaining the home, which contributes to their self-worth.  
· The caregivers and staff perform an excellent job in oversight of medical and other appointments of residents and in identifying and responding to personal problems of the residents.  AFC appears to be achieving the outcome of supervised living and assistance for adults who cannot live independently in the community.

Aspects of the Program that Need To Be Developed Further

· Program outcome measures identified by staff members include numbers of residents presiding in homes after six and twelve months and a resident’s satisfaction with placement.  Reviewers think these measures are appropriate.  However, a more detailed and quantifiable measures are desirable.  
· Maintenance of additional information on experiences or occurrences in the home that might influence a resident’s length of stay in the home would be useful.  This may perhaps lead to more quantifiable outcome measures (such as return to family even for brief periods of time).  
· Outcome measure information could be gathered from meetings of home providers regarding care and from the client satisfaction form.
· A review of literature on other foster care programs might provide additional insight in developing outcome measures.  It is conceivable that in some instances the foster care resident might return to family or be able to live independently in the community.  This, of course, is the ultimate outcome measure and should be included in the program’s outcome measures.

· There is an obvious need for a computerized database for the foster care program.  Such a database may prove useful in summarizing and describing the program, comparing it with other similar programs both locally and nationally, as well as in identifying additional outcome measures. 

· While there is not currently a waiting list for the home care program, information concerning how possible future waiting lists are to be handled would be useful. 

Suggestions for Improvement

There was very little public information activity described regarding the program.  Only one brochure was made available, which was aimed at potential caregivers.  It is suggested that a public information program be considered to include a focus on availability of home care and benefits to residents and families, as well as the recruitment of additional home care providers.

SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Overview

It can be said at the outset of this review section review that AFC’s staff provides outstanding customer service to the community’s most vulnerable populations.  They perform their responsibilities with professionalism, compassion, empathy, personal commitment and sensitivity to the most difficult personal needs of the customers (clients and providers).  In fact, the absence of these factors would severely impact negatively the provision of this service. 
The visits to three care homes underscored the criticality of the staff’s commitment and performance in keeping this program available and effective.  Without this program, there is no alternative for these vulnerable citizens of the community.

In defining “customers” in the written materials, the AFC Program includes adults with disabilities and frail elders, their families, hospitals, nursing homes, shelters, etc.  The definition does not mention an equally critical “customer,” which are the care providers that house and provide daily support to the primary clients.  The effort made to support these customers is an intense and critical component of the success of this program. 

The greater Montgomery County community is not well informed about this critical program. Resources to promote the availability and success of the AFC Program are woefully inadequate. The absence of waiting lists may be directly related to this fact

Aspects of the Program that are Exceeding Expectations

· The program contains an extremely experienced, committed and competent staff who provide care for clients well beyond what would be consider acceptable.  Staff members respond quickly and effectively to client needs at both the initial in-take and during and after placement.

· Program staff maintains a close, supportive relationship with the care homes and provide continuous oversight, communication and interaction with clients.
· Placements are completed quickly with appropriate matching of clients with providers.
· The staff’s teamwork is outstanding exhibiting mutual respect and support when necessary.

· Through surveys and regular one-on-one contact, case managers are fully aware of individual client placements and client satisfaction.

.

· Written policies and procedures are clear and client friendly.
· Examples of difficulties and or disputes provided to the panel members indicate that the grievance procedure is being handled effectively.

Aspects of the Program that are Meeting Expectations

· Multi-language services are available through County and community based resources.
· Those who come into contact with the program are provided adequate access and language support.
· Annual surveys from clients and regular observations and discussions are used to gauge customer satisfaction; however, surveys have limited value given the disabilities of the clients and it does not always reflect a client’s rapport with staff and providers
Aspects of the Program that Need To Be Developed Further

· Staff resources are stretched to the limit for meeting the needs of current and future customers.
· The lack of waiting lists can be viewed positively or negatively depending on the point of view about the program and its services.
· The lack of funds and other resources for outreach to the community limits access to the program for identifying potential clients or new providers.
· The low reimbursement rates impacts the availability of placements as well as the eventual level of services.
· One provider indicated that the subsidy rates may make them leave the program because they were losing money.

Suggestions for Improvement

1. Reimbursement rates must be increased in order to keep this program viable; with expected increase in seniors and the disabled over the next 10-15 years, the program will not be able to meet the needs.
2. Given the potential risks for clients and providers in the provision of services, basic risk management policies and procedures need to be developed and implemented for both staff and customers.
3. Resources for developing new providers as well as for marketing the program to the community are needed.  This includes new staff resources and resources for interacting with the community through presentations, partnerships, community fairs, etc.  The growing multi-ethnic composition of the community requires this effort.
4. It was mentioned that some providers could not meet the architectural needs of clients thus limiting placements.  Partnerships with community organization such as Rebuilding Together could help provide the retrofits needed to qualify potential providers. 
5. Given the intense and somewhat isolated nature of provider service provision, it would serve the program better if resources could be made available to build relationships among the services providers.  Public recognition of providers would bring greater attention to the program and to these real “heroes” in the community.
6. The customer satisfaction feedback is fairly limited to the clients and the providers. Efforts should be considered to gather better feedback from families, friends and other community services providers (e.g., adult day care centers). 
SECTION III:  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Aspects of the Program that are Exceeding Expectations

· The staff of the Adult Foster Care Program is highly qualified and brings a diversity of experience and knowledge and commitment to the program. 

· Based on the site visits and interviews with staff, it appears the program can rely on high quality facilities that are safe, clean and well-managed by caring management and staff.  Even more importantly, the facilities appear to offer a high level of personal attention that contributes to the psychological as well as physical well-being of the residents.

Aspects of the Program that are Meeting Expectations
· The staff do the best they can, given their fairly heavy case loads and budget constraints.  
· From site visits and staff interviews, it appears the homes are well monitored to ensure the well-being of the clients.

Aspects of the Program that Need To Be Developed Further

· The County’s new automatic record-keeping system will make it possible to capture and analyze important data about the characteristics of the client population vis-à-vis the characteristics of the County’s population with respect to age, type of disability, etc. 

· There is no waiting list for the program.  Apparently clients are simply not referred to Adult Foster Care when there are no facilities available.  Given the inevitable very large growth in the senior population and the changing demographics of the County, it is inconceivable that the need for these services is not increasing.  At the present time, there appears to be no way for the County to anticipate these needs and make policy decisions about the appropriate allocation of services. 

Suggestions for improvement

· While the cubicles allocated to staff are probably adequate in size, some of them are located in high traffic areas that make it impossible to carry on a confidential telephone conversation with a client.  Since much of the work of the staff is done by phone, consideration should be given to moving their cubicles to areas screened from pass-through-traffic.

· The case managers spend a lot of time at sites and in travel.  They are using their own cell phones to remain accessible and for ordinary necessary business communication.  The “emergency only” rule for County cell phones should be reconsidered for these staff members.
· The new automated record-keeping system will substantially increase the workload of the administrative assistant.  At the present time, case managers seem to be using their time for routine scheduling matters, and it appears that the administrative assistant will have even less time to provide them with support.  It should be considered whether this is the most effective use of highly trained personnel.

Additional Comments and Recommendations

Many of the programs offered by the County, including AFC, do not begin to serve all of the residents who are eligible and in need.  Very often a program is rationed by failing to publicize it, or by restricting referrals in one way or another.  Given the limited resources available, this may seem pragmatic.  However, this practice makes it impossible for policy makers to allocate the County’s limited resources to the areas of greatest need.

Adult Foster Care, as well as other programs, ought to consider how best to assess the changing need for this type of placement.  What is happening to those who are eligible but do not have access?  Are they in more expensive placements?

If there is indeed a growing need for this kind of placement, the program will need to recruit new providers and develop marketing techniques that ensure that those with the greatest need have access to the program.  This will require additional staff as well as the development of partnerships with community organizations and the non-profit community.

Useful Trends/Information for other DHHS Programs and Contractors

Staff members suggest some of the placements of chronically mentally ill clients are not ideal.  Beds for mental health treatment are unavailable and Adult Foster Care is simply the best available option. 

REVIEW SCALE WITH RESULTS AND COMMENTS

Areas for Review and Rating Scale

The panel rated the program in the following areas:  

Section I—Achieving Outcomes, which includes Developing Outcomes, Charting Results and Creating and Nurturing Partnerships.

Section II—Providing Customer Service, which includes Identifying, Responding to and Anticipating and Evaluating the Needs of Customers.

Section III—Building an Effective Infrastructure, which includes Supporting Outcomes through Personnel, Budget and Technology and Training.

The panel used the Community Review tool to guide their findings, which consisted of the following five point Likert scale:  

Not Meeting


    Meeting


              Exceeding

     
Expectations


  Expectations

        
Expectations



   1

       2


3

      4

        5

The panel used the following definitions of the rating scale for the Adult Foster Care Community Review:
Far Exceeding Expectations (5)
· There is evidence of highly exceptional performance.
Above Expectations (4)

· Program is doing above the department’s/agency’s expectation.
Meeting Expectations (3)

· Expectations are being met by the contract, agency’s mission or the panel’s own reasonable presumptions.
· There is evidence neither showing exceptional performance nor evidence showing failure to perform.
· If panel finds a mix of evidence showing both excellence and poor aspects of performance, they might place a program in this category.
· The panel views the category as positive performance.
Below Expectations (2)

· There is evidence of minimal effort.
· A program may be rated a two if they are attempting to meet the expectation in this area but do not have all the resources necessary.  In this case, it is not a negative rating and will highlight a program’s need.
Not Meeting Expectations (1)
· There is evidence that performance is falling short of expectations.
SECTION I.  ACHIEVING OUTCOMES

	
	Score

	A.  Developing Outcomes
	1
	2
	3
	4
	5
	N/A

	1.  Able to describe the program’s mission
	
	
	
	(
	
	

	2.  Clear about community-wide outcomes
	
	
	
	(
	
	

	3.  Able to describe the specific impact of 

     the program 
	
	
	
	
	(
	

	4.  Have outcome measures in place to 

     measure results
	
	
	(
	
	
	

	5.  Able to indicate how the program’s

    outcome measures address client’s 

  well-being
	
	
	(
	
	
	

	  6.  Able to indicate how the outcome measures are linked to the program’s mission
	
	
	
	(
	
	

	7.  Using research on “what works” to achieve the program’s mission and improve the outcome measures
	
	
	(
	
	
	

	8.  Applying research to develop and/or change strategies.
	
	(
	
	
	
	

	9.  Clearly articulating the key result in program descriptions and publications 
	
	
	(
	
	
	

	Frequencies
	
	1
	4
	3
	5
	

	Subtotal =  31 out of a possible 45
	


	
	Score

	B. Charting Results
	1
	2
	3
	4
	5
	N/A

	1. Using a standardized assessment tool to measure success
	
	(
	
	
	
	

	2. Using a computer to collect and track program outcome data.
	
	(
	
	
	
	

	3. Identifying/setting targets for outcome measures
	
	
	(
	
	
	

	4. Incorporating information about progress toward program key results in reports outside DHHS
	
	
	
	(
	
	

	5. Comparing the program/results trends with other communities, the state or the nation
	
	(
	
	
	
	

	Frequencies
	
	3
	1
	1
	
	

	Subtotal =  13 out of a possible 25
	


	
	Score

	C. Creating and Nurturing

      Partnerships
	1
	2
	3
	4
	5
	N/A

	1. Able to clearly identify what County system of services the program is under?
	
	
	
	(
	
	

	2. Establishing relationships (other parts of DHHS)
	
	
	
	
	(
	

	3. Establishing relationships (other parts of county government)
	
	
	
	(
	
	

	4. Establishing relationships (other agencies outside of government)
	
	
	(
	
	
	

	5. Identifying additional partnerships
	
	
	(
	
	
	

	Frequencies
	
	
	2
	2
	1
	

	Subtotal =  19 out of a possible 25
	


SECTION II.   PROVIDING CUSTOMER SERVICE

	
	Score

	A. Identifying the Needs of Customers
	1
	2
	3
	4
	5
	N/A

	1. Identifying primary and secondary customers
	
	
	
	(
	
	

	2. Aware of how customers come into the program
	
	
	
	(
	
	

	3. Using explanations of eligibility criteria that are clear 
	
	
	
	
	(
	

	4. Maintaining information in a variety of formats and languages
	
	
	(
	
	
	

	5. Using translation services, such as the AT&T language line, the Language Bank, etc.
	
	
	(
	
	
	

	6. Delivering services in a sensitive manner in terms of cultural diversity
	
	
	
	
	(
	

	7. Knowledgeable about how to provide materials for customers with specific needs
	
	
	(
	
	
	

	8. Identifying needs of customers on an individual basis
	
	
	
	
	(
	

	9. Employing a positive tone
	
	
	
	
	(
	

	10.  Ensuring that customers understand      

       access and intake process
	
	
	(
	
	
	

	11.  Encouraging staff to make a 

       concentrated effort to please

       customers
	
	
	
	(
	
	

	Frequencies
	
	
	4
	3
	4
	

	Subtotal =  44 out of a possible 55 
	


	
	Score

	B. Responding to the Needs of 

     Customers
	1
	2
	3
	4
	5
	N/A

	1. Offering services consistent with goals 
	
	
	
	
	(
	

	2. Offering services that are readily available
	
	
	
	
	(
	

	3. Easily accessible by phone, fax, e-mail
	
	
	(
	
	
	

	4. Accessible by TTY, use of the Maryland Relay Service and other assistive devices
	
	
	(
	
	
	

	5. Delivering services in comfortable facilities that are accessible to people with disabilities
	
	
	
	(
	
	

	6. Maintaining a waiting list 
	(
	
	
	
	
	

	7. Attempting to meet the needs of customers on the waiting list
	(
	
	
	
	
	

	8. Referring customers to appropriate services if the program cannot provide the requested service
	
	
	(
	
	
	

	9. Demonstrating that staff work well together to serve customers
	
	
	
	
	(
	

	Frequencies
	2
	
	3
	1
	3
	

	Subtotal =  30 out of a possible 45
	


	
	Score

	C. Anticipating and Evaluating the

     Needs of the Customer
	1
	2
	3
	4
	5
	N/A

	1. Able to demonstrate and document an awareness of customer satisfaction
	
	
	(
	
	
	

	2. Using Information to Improve customer service
	
	
	
	(
	
	

	3. Handling complaints/disputes through a clear written process
	
	
	
	(
	
	

	4. Offering a formal mechanism to make changes in the program based on lessons learned through the dispute process
	
	
	
	(
	
	

	Frequencies
	
	
	1
	3
	
	

	Subtotal =  15 out of a possible 20
	


SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

	
	Score

	A. Supporting Outcomes through

Personnel
	1
	2
	3
	4
	5
	N/A

	1. Program has staff and appropriate resources to support program goals
	
	
	(
	
	
	

	2. Program utilizes management techniques to ensure that staff are effectively working to meet goals
	
	
	
	(
	
	

	3. Program has staff that is well-matched to program needs
	
	
	
	(
	
	

	4. Program has staff and others that see their jobs in terms of supporting program goals
	
	
	
	(
	
	

	5. Program has job descriptions and evaluations for each staff person.
	
	
	
	(
	
	

	6. Program has performance evaluations that are conducted on a regular basis
	
	
	(
	
	
	

	7. Program has job descriptions and evaluations that reflect the individual’s role in achieving the program’s mission
	
	
	
	(
	
	

	8. Program utilizes volunteers, consultants or has training opportunities for students
	
	(
	
	
	
	

	9. Program ensures that volunteers and consultants have an understanding of their role in supporting program goals
	
	
	(
	
	
	

	Frequencies
	
	1
	3
	5
	
	

	Subtotal =  31 out of a possible 45
	


	
	Score

	B. Supporting Outcomes through 

      Budget
	1
	2
	3
	4
	5
	N/A

	1. Budget reflects and supports program goals
	
	
	(
	
	
	

	2. Budget addresses all of the significant needs of the program 
	
	(
	
	
	
	

	3. Budget incorporates a process so that program needs not reflected in the budget are addressed in other ways
	
	(
	
	
	
	

	4. Budget incorporates a process that includes a recommendation from customers/advocates of the  program 
	
	
	(
	
	
	

	Frequencies
	
	2
	2
	
	
	

	Subtotal =  10 out of a possible 20
	


	
	Score

	C. Supporting Outcomes through 

Technology and Training
	1
	2
	3
	4
	5
	N/A

	1. Program has appropriate and sufficient technology to support its work 
	
	(
	
	
	
	

	2. Program has technology available for work “in the field”
	
	
	(
	
	
	

	3. Program has staff that understand how technology can help them achieve goals
	
	
	(
	
	
	

	4. Program identifies training resources needed
	
	
	
	(
	
	

	5. Program makes use of County or other training resources
	
	
	(
	
	
	

	Frequencies
	
	1
	3
	1
	
	

	Subtotal =  15 out of a possible 25 
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