Process of Community Review of Abused Persons Program

The Community Review of Abused Persons Program (APP) was conducted October 5-7, 1999.  This was the second review of FY’00. The review panel included Ms. Harriet Guttenburg, Ms. Arva Jackson and Ms. Carolyn Post.

The panel rated the program in the following areas:  

Section I--Achieving Outcomes, which includes: Developing Key Results, 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:  
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The panel members completed the review tool together and gathered information by observations, interviewing staff, reviewing the Program’s Self Assessment, analyzing documents and case files and talking with a customer by telephone about service delivery.  The panel also observed the program’s walk-in services and attended APP’s and VASAP’s Orientation Fair for DHHS staff.  Site visits were conducted by the panel to the Domestic Violence Offices in the District Court House and Circuit Court.  At the Courthouse, the panel visited a courtroom and spoke with Judge Louis Harrington about the victim assistance process.  The panel also went to the program’s shelter in Bethesda to tour the facility and meet with the shelter’s staff.  

Some of the questions asked in the review tool were not applicable to the program and have been reflected in the rating scale as N/A in the second part of this report.  

This report is divided into the following two parts:  

1. The first is a summary of the reviewers’ overall impressions about the program’s performance in each area.  This part also includes recommendations and suggestions for improvements.  

2. The second part displays the review scale with the panel’s results, comments and scoring.

INTERPRETATION OF FINAL RESULTS AND 

SUMMARY OF FINDINGS
SECTION I.  ACHIEVING OUTCOMES

Summary

Work of the Program Exceeding Expectations

The Abused Persons Program offers a service that significantly contributes to Montgomery County’s sense of a safer and healthier community.  It does this by providing both short term and long term pathways to change for those who are victims of the violence of one (or more) persons against another.  This violence usually takes place in the sanctity of home and too often, in the presence of young children.  Over time, APP has engaged the courts, police and legal arms of the Executive Branch to create a refuge for victims and their abusers.

Work of the Program Meeting Expectations

Those indicators of “ just getting the job done” are evident in the program’s constancy providing for a primary caseload (usually women clients) the mantle of temporary safety (shelter) for short term needs and working during this period to help them plan a longer-term answer for the future.  Counseling and treatment are the tools used to empower victims to continue seeking solutions for themselves and their children.  The batterers have been identified as needing comparable assistance and the Abuser Intervention Program is addressing this need.  These day-by-day responses to a need that has grown in the past decade are instrumental to community stability and comity.

Work of the Program that Needs to Be Developed Further

Much of the effort has concentrated on the self-identified victim and the abuser.  Too often, the silent victims are children who see the violence and live with the fear, anxiety and pain that comes with watching two people vital to their well-being acting in hurtful, threatening ways.  Attention to the children as “victims” is clearly an unmet need.

Recommendations

· Expansion of outreach efforts in those communities where representatives are less likely to approach any authority figure i.e. the courts, public agencies and yet, are increasingly becoming supplicants for the service APP provides, need to be placed on a priority list.
· Outreach efforts are especially pertinent for the increasing immigrant populations who are making their homes and livelihoods in the County.
SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Work of the Program Exceeding Expectations

It is evident that clients are the highest priority for the APP staff.  A Crisis Center is available when the 9-5 operation ends.  Three nights each week have been established for service at Piccard Drive center.  When an overflow occurs in intake at the shelter, alternative arrangements are made.  Respect for the person is seen as the natural relationship between service provider and every customer.  This is significant since many of the abusers are belligerent, lack self-control and are resistant to efforts to change their behavior.

Work of the Program Meeting Expectations

Expectation that every customer will be treated in the best way to meet his/her need is the result of knowledgeable, skillful and seasoned intake and counseling staff.  Victims and abusers are helped to articulate their sense of what has happened, and what the APP group can do to move them physically and mentally to safe harbor.  Diverse groups have been served by tapping basic technology and any available community resource to buttress operations. Examples of this include provision of Spanish translations of APP material, a successful application that brought in a three-year grant for an outreach effort to Hispanic clientele and scheduling evening appointments to serve working adults.

Work of the Program that Needs to Be Developed Further

· Clearly, the need to establish ways to communicate more effectively with the clients where English or increasingly even Spanish is not an option.

· Although not at the crisis stage, additional ways to reduce any costs to the most desperately low-income customer should be considered.  

· Attention to reducing any delay in service is needed.

Recommendations

Find more effective ways to expand two efforts:

1. Outreach to victims and their abusers and children.

2. Education to the community of related service providers i.e. social, health and legal; and to the lawmakers and Montgomery County’s “movers and shakers.”

SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Work of the Program Exceeding Expectations

The greatest advantage the APP has is the solidarity of a stable, resilient staff.  Much of the “understanding” and agreement for treatment modalities and organizational communication has been built over at least two decades.  This permeates the current operations structure.  It is working although; the straight lines from the “idea” to “action” for the entire staff are not always obvious.

 Work of the Program Meeting Expectations
Team building, attention to basic qualifications and subsequent appropriate staff training are in place.  It is noteworthy that the Director of the shelter, on her own, worked to receive an advanced degree in Spanish to be better prepared to relate to and work with an increased intake of Hispanic customers.

Work of the Program that Needs to Be Developed Further
Great care must be taken to build a working relationship as the programs move toward privatization, especially in the transfer of the shelter facility from Bethesda to Gaithersburg.

Recommendations 

· To increase the probability of a successful transfer of program service from the public to the private sector, there should be well-articulated guidelines for this transfer recognizing the importance of oversight, to include the requirement that service by all (public and private) agents be provided on site.

· A schedule for the contractors should be established that sets out guidelines for demonstrated capacity to sustain quality measures as a payment guarantee.  This schedule and measures should be observed during year one when the transfer becomes operational; and should be instituted when there is any future change in the contracting agency.

REVIEW SCALE WITH RESULTS AND COMMENTS

SECTION I.  ACHIEVING OUTCOMES


Score

A.  Developing Key Results
1
2
3
4
5
N/A

1. Supporting community wide outcomes 




(


2. Aware of community wide indicators



(



3. Able to describe the key result




(


4. Able to describe how key result was determined



(



5. Identifying program measures




(


6. Using research to achieve results



(



7. Clearly articulating the key result




(


8. Demonstrating that staff is clear in understanding key results




(


Frequencies



3
5


Subtotal = 37 out of a possible 40


Comments on Developing Key Results:

· Focus of program is dedicated to securing safety of children and vulnerable adults.

· Program Service Manager and lead case managers are invested in outcome achievement.  The therapists are invested in success outcome for individual clients as is appropriate.

· Clinical Coordinator has accepted the task/responsibility for key program outcome measures of Abuser Intervention Program.  Peer staff shares these data.  Other outcome measures e.g. percent of domestic violence victims who establish safer living conditions after leaving the family shelter are recorded, but follow-up of clients after the leaving the shelter is limited.

· APP Manager is a key player in a comprehensive Montgomery County DHHS accountability initiative.  The key result for APP, children and vulnerable adults are safe, is one of four priority outcomes determined by DHHS.

· Program measures have been identified as:  (1) maintain percentage of domestic violence victims who are safer after leaving family residential shelter; (2) increase the percentage of abusers referred by the courts for treatment whom complete treatment; and (3) increase the percentage of court-referred abusers who report ceasing abuse following treatment.
· Research is being used primarily as an educational tool.  Assurance that key results are being achieved is reflected in best practices that are not yet comprehensively captured in operational experience.
· Brochures, handouts, program sheets describe APP services and capture goals.  This also features desired outcome designed to appeal to prospective abuser e.g. “No One Wants To Hurt They One They Love.”
· Performance plans reflect guidelines incorporating individual staff responsibilities for work contributing to achieving key results.


Score

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

1. Working to ensure that program measures are moving in the right direction




(


2. Measuring information concerning outcomes for individuals




(


3. Gathering information concerning collective success of the program




(


4. Using information to clarify strategy





Not 

observed

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




(


Frequencies




4
1

Subtotal = 20 out a possible 20*


Possible score reduced from 25 to 20 because item 4 was not observed.

Comments:

· Staff is alert to requisite synergy between alignment of program measures and trends e.g. increase in clients seeking services at the District Court site.  This signals a need to maintain education/outreach to judges as increased referrals from court can be anticipated.

· Individuals are the natural priority for the APP staff i.e. the social work culture and it is clear that increased safety for victims and their children is an APP universal outcome.

· Much of the effort for gathering information concerning the collective success of the program has been quantitative rather than qualitative.  Nonetheless, the effort is impressive.  There is a clear acceptance of the need to delve more deeply into quality measures.

· It is recognized that much of the information gathered used to clarify the strategy to achieve program goals is the result of/reaction to incomplete, general information combined with staff case experience.  There are staff and technical constraints that slow more sophisticated efforts to refine strategy.

· Funding sources routinely require program reports.  County reports, Violence Against Women Act dollars and grant programs have criteria for granting monies that calls for measurements of results.  Currently, the DHR grant ($40K) does not have this requirement, but has announced that such a requirement will required in the next funding cycle. 




Score

C. Creating and Nurturing Partnerships
1
2
3
4
5
N/A

1. Establishing relationships (other parts of DHHS)




(


2. Establishing relationships (other parts of county government)




(


3. Establishing relationships (other agencies outside of government)




(


4. Using relationships to support the development of key results




(


5. Using relationships to achieve community-wide outcomes




(


6. Identifying additional partnerships



(



Frequencies



1
5


Subtotal = 29 out of a possible 30


Comments:

· APP has worked to create and sustain such relationships with the Crisis Center, the Crisis Intervention and Emergency Assistance.  For the past two years, APP has sponsored a fair inviting other DHHS staff to attend an orientation featuring APP and VASAP.

· Long time efforts with the Sheriff, police, State’s Attorney Office and Judicial Courts and particularly the Judges at District Court and now the Circuit Court have yielded mutual support and respect.

· APP works with the Commission for Women yielding a local policy on “Stopping Domestic Violence in the Workplace.”  Attempts to work with Montgomery County Public Schools have not resulted in such tangible results, but they continue.

· Working with the Judicial System supports broader outcomes that secure legal relief for victims i.e. refrain from abuse orders, temporary custody of minor children.

· APP is anxious to form closer partnership with Child Welfare Services. 

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. Attempting to identify the needs of customers on an individual basis




(


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




(


7. Employing a positive tone




(


8. Ensuring that customers understand access and intake process




(


9. Encouraging staff to make a concentrated effort to please customers




(


10. Able to demonstrate an awareness of whether customers are pleased




(


Frequencies




10


Subtotal = 50 out of a possible 50


Comments on Identifying the Needs of the Customer :

· APP has clear vision of their customers.  The primary clients are victims and perpetrators of domestic abuse who reside in Montgomery County.  The secondary clients are the children of the families who reside in the shelter.

· Victim Assistance Service FY’95-99 displays graphically how new clients come into the program.  Client location is in all parts of the County.  Batterers not residing in Montgomery County have a County order to take Batterer’s counseling at APP. 

· Eligibility criteria are clearly written in program description materials.  Staff augments this information by telephone and responses to walk-in clients.

· Home links with ATT Translations Service for emergency translation in any language; sign language interpreters are made available for hearing-impaired clients; some APP Spanish materials are available; outreach Hispanic Victim Assistance Service has been in place for three years.

· Staff is proud of their method of operation that results in service for every client even when APP program is not immediately available.  Stopgap measures are called into effect i.e. motel room for a client until a shelter slot is open.

· Observations at intake desk report a staff that is comfortable with and helpful to the customers seeking information/service.  This calls for a high level of acceptance.

· It is becoming more challenging to ensure that clients understand how to access services and the intake process as more immigrants find their way to APP.  Communication is less fluid since cultural barriers play a nuanced role in a full understanding of how the process works. 

· There is palpably high level of identification with APP clients that staff (for the most part) seems to have internalized.  Mutual reinforcement of this principle is evident.

· Much of this sense of customer satisfaction rests on simple evaluation forms and more significantly direct feedback from service users.  An attempt to use 4 x 6 DHHS Report Cards to get quick feedback has not been successful.


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, TTY, etc.



(



4. Maintaining a waiting list




(


5. Attempting to meet the needs of customers on the waiting list



(



6. Referring customers on the waiting list to appropriate resources in the community



(



7. Delivering services in comfortable facilities



(



8. Delivering services in a sensitive manner in terms of cultural diversity




(


9. Demonstrating that staff work well together to serve customers




(


Frequencies



5
4


Subtotal =  40 out of a possible 45


Comments on Responding to the Needs of the Customer:

· Services are “mature” and are responses to need.  Program goals reflect service components designed to meet these needs.

· Retaining Spanish-speaking counseling services on a daily basis has been challenging as these counselors relocate and are not easily replaced.  Those seeking individual counseling may be assigned to an education group for victims until a counselor is available.

· With the exception of a TTY telephone at the shelter site, other services augmenting accessibility are in place in APP’s four sites.  The current shelter facility does not have an elevator available.  However, a bedroom is available on the first level that is accessible.  A new facility had been under construction to replace the operating shelter that will have reasonable accommodations for all clients.  Currently, the opening has been delayed until the spring of 2000.

· Facilities used by APP vary in amenities from the most recently occupied site at the DHHS Piccard Drive facility to the shelter in Bethesda.  Even the shelter shows evidence of attention to cleanliness and homey touches (e.g. children’s artwork on the walls, an attractive balcony where youngsters who accompany parents may be engaged in physical activity while the parents are served).

· This staff has worked to put the client first, scheduling three evenings a week to meet the need of working adults.

· Many of the staff members have worked in APP for several years, some coming on after a stint as a volunteer or a student.  This has created working bonds that foster a collegial and generally cooperative environment.  When the anticipated increases in privatization come on line, the core staff will be challenged to expand their community to accommodate a possible transient workforce that may not share common service principles that make it easier to put the customer first.


Score

C. Anticipating and Evaluating the Needs of the Customer
1
2
3
4
5
N/A

1. Gathering information about customer 

Satisfaction


(




2. Using Information to Improve customer service


(




3. Using Information to assess impact of services





Cannot be determined

4. Handling complaints/disputes through a clear process



(



5. Making a change in the program because of the dispute process


(




Frequencies


3
1



Subtotal =  13 out of 20*


*Possible total score reduced to 20 from 25 because item 3, assessment of service impact, cannot be demonstrated to be related to empirical information collection.
Comments:

· Each APP program element has not established the same customer satisfaction information gathering mechanism.  Customer Evaluation forms are used for APP’s Victim Assistance and the Abuse Intervention Project.

· Empirical efforts are not yet in place to use information to improve customer satisfaction.  Improvements have evolved from perceived need e.g. batterer’s counseling.

· A client grievance procedure is in place.  First level of review is the responsibility of the team leader.  A final disposition is made by the program manager.  This procedure is not posted and becomes operative when a complaint is lodged.

· It was reported that the few instances where complaints have been made have been used as a learning experience for the program.

SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE


Score

A. Supporting Outcomes through

Personnel
1
2
3
4
5
N/A

1. Program has staff resources that are sufficient 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 job descriptions that reflect the individual’s role in achieving program goals




(


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




(



8. Program has performance evaluations based on employee’s contribution toward meeting program goals 




(


9. Program utilizes any other sources of personnel support such as volunteers and consultants




(


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




(


Frequencies

1

1
8


Subtotal =  46 out of 50


Comments for Supporting Outcomes Through Personnel

· The priority need for APP is time for program management to develop expansion of counseling treatment and staff technological mastery.

· Program managers convene task teams to brainstorm client assignments/progress.  Orientation is a cross-training session.

· Staff skill and knowledge are impressive.  It is noteworthy that volunteers (currently 25) are managed at a level of professionalism that mirrors the paid staff.

· A change has taken place within the Victim Assistant staff who have responded to the introduction of program goals by addressing a range of supportive and safety services.  This is a complement to the judicial system support that had traditionally been offered to victims. Such broadening has not followed this specific model in every program, however, the necessity to realize program goals has strengthened.  Staff resolve to meet service needs in “do-able” ways e.g. developing more short-term educational, group and intake procedures to sustain a high level of customer service.

· Personnel files, job descriptions and performance evaluations are in order for all staff, as DHHS requires.

· Volunteers are integral part of the APP team.  They are carefully recruited, screened and introduced to program operations by modeling successful practitioners.


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
1
1
1

1


Subtotal =  10 out of a possible 20


Comments:

· Program goals provide the incentive for seeking funds and documentation of need is rationale for program expansion e.g. Abuser Intervention Service from 4 groups to 12 groups per week.

· Unmet needs include:  computers at Piccard, training time for staff in EXCEL and ACCESS databases; acquiring a Community Education Specialist to coordinate/provide domestic violence services; intake worker; and a victim assistant position.

· Aside from program reduction other possibilities have not been carefully drawn to address program needs in the budget in other ways.  These include the possibility of re-packaging local/State/Federal grant funds for community education/intake services; or engaging corporate partners in supporting a publicity campaign.

· A process of including recommendations from customers and advocates is done on an ad hoc basis.  Currently, customers are telling staff that childcare services would be helpful to have at APP sites to improve their attention on the service.  At present, parents are responsible for children who accompany them to any facility.


Score

C. Supporting Outcomes through 

Technology
1
2
3
4
5
N/A

1. Program identifies training resources needed




(


2. Program has resources that are easy to access

(





3. Program has appropriate and sufficient technology to support its work

(





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





Not

Observed

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




(


6. Program is exploring ways to use technology to make its work more effective

(





Frequencies

3


2


Subtotal = 16 of a possible 25*


*Possible score reduced from 30 to 25 because Item 4 was not observed.

Comments:

· Training needs are clearly stated i.e. automation training for data entry and analysis, statistic collection, community education group training with emphasis on service delivery for a diverse population and psychosocial assessment reviews.

· Availability of technology and training resources is not a given.  The quality of these is good when accessible.

· In an environment where the need for technical sufficiency is growing, the APP staff is scrambling to catch up.

· The availability of technology available for work in the field is mixed and directly related to the site e.g. new quarters at the Circuit Court are equipped with computers and telephones in each work area.  This is less evident at Piccard Drive and is sparse at the shelter site although this will change when the new shelter opens.

· Staff can articulate their needs and appear willing to immerse themselves in those training efforts that will be required to give them necessary skills when equipment is available.

· There is no equipment upgrade plan at hand describing specific design and utilization.  It is recognized that more productivity would be possible with appropriate additional technology.












11/29/99
1
19

