Process of Bethesda Youth Services Community Review

The Community Review of Bethesda Youth Services (BYS) was conducted during the end of January and beginning of February, 2000.  The review panel included Reverend Lon Dring, 

Dr. Alan Kraut and Mr. George Walker.

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 defined the rating scale for BYS as the following:

Highly Commendable

· There is evidence of exceptional performance
Meeting Expectations

· Expectations are being met by the contract, agency’s goals or the panel’s own reasonable presumptions
· There is evidence neither showing exception 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 viewed the category as positive performance
Not Meeting Expectations

· There is evidence that performance is falling short of expectations
During the review, each panel member focused on one of the three sections; Achieving Outcomes, Providing Customer Service and Building an Effecting Infrastructure.  When the findings were gathered, the panel met to confer and develop the final results.  

The panel gathered information by observing staff meetings, interviewing staff, Parent Education and counseling volunteers, clients and an Advisory Board member.  They also reviewed the Program’s Self-Assessment, analyzed program documents and sample case files.  Interviews were done in person and by telephone.  Panel members also met with the Executive Director of the Bethesda-Chevy Chase Branch of the YMCA, to get a better understanding of BYS’ fiscal, personnel and organizational structure.

The panel observed several sessions of BYS’ Horizons Program.  One panel member observed a Drug and Alcohol Session (DAES) and Communicating Success to Children, a parenting study group for parents of young children.  The panel met with a group of elementary school students who participated in a Target Horizons Program to obtain the students’ feedback.  The panel also spoke with the guidance counselor and principal of this elementary school to discuss the impact and the results of the Horizon’s Program on the group.  Outreach material such as program brochures and flyers were presented to the panel for review. 

As a special note, the panel gleaned little information and did not observe the following program activities.  The panel feels that there is no reason to think that these activities are less than satisfactory:

-Playback Theater


-Employment

-Mentoring and Tutoring 

-Crisis Intervention and Stabilization

-Information and Referral

-Outreach

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 that is Highly Commendable

· Extraordinary staff in terms of their depth and diversity of talent, self-confidence, energy, enthusiasm, dedication and solidarity who have a clear understanding of program goals and outcomes and use them with clients and program planning.

· BYS has determined five key results (see Program Self-Assessment, page 1, item #3) that the staff incorporates thoughtfully into their work and permeates throughout the agency’s programs and activities.
· Exceptional use of volunteers—on the one hand, the readiness of staff to train and use volunteers in positions of significant authority and responsibility, e.g., teaching the Parenting Education classes; and, on the other hand, the willingness of very able and qualified volunteers to make a significant commitment of time and talent to the program.  These volunteers incorporate BYS’ goals and outcomes in their work and have close partnerships with staff and are able to consult with staff when needed. 

· Remarkable network of relationships.  BYS is active in the coalition of HHS agencies and has solid ties to cluster schools, close working relationship with churches, community organizations, and community leaders, especially in areas of greatest needs.  BYS has an “incredible reputation” in the community.

Work of the Program Meeting Expectations

· In terms of using research to achieve their key results, BYS cites Catalano and Hawkins who identify key risk indicators that portend future social/academic failure.  Program also uses Adlerian theory with the Parent Education component.  Staff has awareness of the success of Horizons studies.

Work of the Program that Needs to Be Developed Further

· Ensure that all program measures (see Program Self-Assessment, page 2, item #4) are in place in order to achieve key results.

· Follow-up and tracking of clients 

· Measuring individual outcomes for participants of the Parent Education classes long term

Recommendations/Suggestions for Improvement

· A mechanism to keep former and current participates of BYS Parenting Education classes in touch with BYS happenings and each other such as an alumni gathering or newsletter.  These suggestions could assist with client follow-up and tracking and help to measure the collective success of the program. 

SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Work of the Program that is Highly Commendable

BYS is doing an overall excellent job in providing the necessary and much needed services to the community.  This is especially true considering the limited space and office equipment available.  BYS also uses innovative activities/techniques tailored to the diverse needs of its customers.  Some of the excellent programs BYS offer are Parenting Education, Horizons and Consultations and Counseling which are very well conceived, implemented and effected.  These programs appear to be well attended and in demand.  Quotes from Parent Education participants included, one participant who is “turned to by friends as a source of wisdom on teen issues because of what she has learned in the course.”  Another participant felt that in the Parent Education group “a support mechanism developed in the group as we shared experiences.”
BYS also has committed and dedicated volunteer parent group leaders who enthusiastically share their knowledge base about Adler's teachings and their own parenting experiences with other parents.  Program has hired a Spanish-speaking counselor to serve its increasing Latino clientele.  This Latino component of the program appears to be very popular and effective.

Work of the Program Meeting Expectations

In terms of providing customer services, BYS is meeting the expectations of the Director and his staff.  More expert staff, individual computer equipment and possibly, the ability to increase salaries would give the program room to bring in more customers.  There are many potential clients in the community who are not reached.

Work of the Program that Needs to Be Developed Further

There is room for further development of services now being provided.

Suggestions for Improvement

· Hire an expert to seek more funding from County, State and Federal sources and also, private foundations

· Some type of follow-up on client services should be done

Other Comments and Recommendations

Program should make the community more aware of the excellent programs BYS offers (e.g., publications are not printed in Spanish and Asian languages even though they are rapidly becoming the largest minority groups in the County).  Also, program should ensure that all staff is knowledgeable about providing services to clients with special needs.
SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

Work of the Program that is Highly Commendable

The panel found the staff – their dedication, commitment, professionalism and sensitivity – to be the most impressive part of BYS.  Further, since ninety-five percent of the BYS budget supports personnel; the panel thought a great deal of BYS overall.  The staff appreciates program goals, are committed to attaining those goals, and supportive of each other and the organization in moving toward their goals.  Talk about your good guys.  Here they are!

 Work of the Program Meeting Expectations

From an infrastructure perspective, the panel found that all of the BYS programs reviewed, either through paper, interviewing clients and participants, or through direct observation, are certainly meeting expectations.  Staff are appropriately distributed among BYS programs, and support from the participating agency (e.g., school, community center) is quite reasonable.  Reporting relationships among staff and between BYS and the outreach agencies/communities it serves and between BYS and the larger YMCA seem very appropriate.  The budget development process is a reasonable one, as is the monitoring of the budget.

Work of the Program that Needs to Be Developed Further
Technology could well be incorporated into BYS.  Even common place technology like voicemail is not present.  The result is that professional staff members are spending administrative time in ways that office workers did five to ten years ago.  But more than that, BYS is an organization that has not had an opportunity to consider what technology could accomplish.  The panel listed just a few examples in Section III, Part C, page 20 of this report.  Also, for technology to be best used there would need to be technical expertise in-house.

A regular examination of BYS infrastructure and support systems might result in some proactive measures that could allow staff to work more efficiently.  For example, the current administrative position is relatively new and was put in place only after the Director and his staff members were stretched too thin between service and administrative functions.  Recognizing this need earlier may have allowed for more efficient planning to support the service programs of BYS.  Still, it should be emphasized that BYS appropriately sees itself as an organization whose mission is to provide community service.  Panel members certainly understand the constant push to expand services first and administrative infrastructure second.  The panel is simply pointing out that a regular examination of support needs could lead to even more services.

Suggestions for Improvement 

· Program needs fundraising support—currently, BYS depends on the larger YMCA for fundraising support, and that fundraising is counted on for about 55 percent of BYS’ budget.  The YMCA’s fundraising events have been constant for several years (although the money taken from them has been increasing).  Additional fundraising could significantly add to BYS’ budget, but this effort would require additional staff or support.
· Program needs another Spanish-speaking counselor to work with the Latino Community
· Program needs additional staff to work in the school system
· Program needs additional, adequate space for programs.  Space constraints exist in some of the facilities BYS uses.  For example, BYS is now in the basement of the Norwood Building, but there is a larger 3rd floor apartment that would allow for additional counseling to be done.  The panel encourages making that 3rd Floor space available for BYS.
Other Comments and Recommendations

BYS is an organization with incredible potential.  It could serve many more individuals with its current programming (and perhaps, develop new programs to serve even more) with additional resources.

In summary, the panel viewed BYS’ staff and use of volunteers as the program’s major asset. The reviewers could not imagine a more dedicated and cohesive group who were a pleasure to observe.

REVIEW SCALE WITH RESULTS AND COMMENTS

SECTION I.  ACHIEVING OUTCOMES

*Special note:  The panel member who took the lead in this section expressed a reluctance to award a grade of 5, on the presumption there must always be room for improvement.


Score

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

1. Supporting community wide outcomes 



(



2. Aware of community wide indicators


3.5




3. Able to describe the key result



4.5



4. Able to describe how key result was determined



4.5



5. Identifying program measures


3.5




6. Using research to achieve results


(




7. Clearly articulating the key result



(



8. Demonstrating that staff is clear in understanding key results



4.5



Frequencies


3
5



Subtotal = 31.5 out of a possible 40


Comments on Developing Key Results:

· Staff members support community wide outcomes through specific needs and requests often given by school guidance counselors.  These requests include how to make friend, risk management, truancy, academic problems and self-esteem issues.  The program cites the research of Catalano and Hawkins who identify the key risk indicators that portend future social/academic failure.  Catalano and Hawkins also indicate responses that have proven to be remedial.

· Community wide indicators of goals (see Program Self-Assessment, page 1, item #2) identified by staff members are concrete.  However, achievement of goals is not immediately evident.  Program goals are often of a kind where immediate achievement is difficult to see and measure.

· Evidence of staff being able to describe the key results of the program (see Program Self-Assessment, page 1, item #3) was demonstrated through program planning with guidance counselors, a staff discussion abut the mentoring program with the Rotary club and staff planning for the Parent Education training.

· Program has an assortment of flexible resources and skills available such as Horizons, Parent Education groups, Playback Theater and counseling which they are able to apply to identified needs.  Staff is able to clarify needs and goals in conversations with guidance counselors and each other.

· Program staff does regular group planning and has a knowledge of each other’s position.  Staff could fill in for each other on a moment’s notice.  There is a lot of cross training and consultation going on among BYS staff members.

· Success of specific results is often clearly achieved and is documented in program reports.  Guidance counselors, teachers and principals report success of goals such as making friends and improving grades anecdotally to staff members.  The success of the program is also seen in the reputation BYS has in the community and among schools.

· Some impediments exist when measuring BYS success with key results.  It is difficult to measure and quantify areas such as self-esteem and friendships.  Confidentiality is an issue after clients/participants leave the program, which can make long-term tracking difficult.  Staff members are also somewhat reluctant to give up program and counseling time to do follow-up and evaluation.

· Program cites Catalano and Hawkins and uses Adlerian Theory in Parent Education training and classes to achieve results.  Staff has an awareness of Horizons studies.

· Program brochures clearly articulate BYS key results in an appealing concrete way.  In using the principals of Adler, BYS is able to share a common language.

· During the panel’s observation of a staff meeting, a thoughtful discussion about a mentoring program occurred where the staff clearly demonstrated their understanding of BYS’ key results by determining if this mentoring program would lead to successful community outcomes.


Score

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

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



4.5



2. Measuring information concerning outcomes for individuals



(



3. Gathering information concerning collective success of the program


3.5




4. Using information to clarify strategy



(



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



4.5



Frequencies


1
4



Subtotal = 20.5 out a possible 25


Comments:

· Staff ensures that program measures (see Program Self-Assessment, page 2, item #4) are moving in the right direction by working with guidance counselors on requested needs and goals.

· Guidance counselors together with BYS counselors and Horizons staff measure outcomes for individuals.  However, it is difficult to measure individual outcomes for participants of the Parent Education classes long term.

· Program does evaluations of the Parent Education trainings and classes but lacks long-term follow-up especially in parent education.

· Staff meets with guidance counselors and each other regularly to review information and clarify strategies (see Program Self-Assessment, page 2, item #6).

· Director and staff include BYS’ key results in their grants and statewide reports.


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:

Partnership is the modus operandi of BYS and community building is a fundamental goal.  It is not surprising, that BYS is strong in this area.

BYS has honored and enduring relationships with key institutions in their service area.  Especially significant are their partnerships with the schools.  Also, meaningful are BYS relationships with churches, community organizations and businesses.

It is important and revealing that their partnerships cross ethnic, income and racial difference.  Solid community ties are essential to BYS operation.  From these relationships come customers, advice on goal setting, program evaluation, needed volunteers and even financial support.  While BYS is very dependent on these ties, the staff demonstrates respect for the goals, standards and values they bring to these partnerships.  It appears that their integrity and wisdom won through experience are reasons for BYS’ very good reputation in the community.

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

2
1
5
2


Subtotal = 37 out a possible 50


Comments:

· Staff is generally aware of how customers are referred to the program but occasionally are surprised about how clients come into the program.
· Staff carefully interviews clients and guides them through the intake process.
· Evidence of pre and post questionnaire, which provides and extra measure of inquiry.  Staff reviews these questionnaires thoughtfully.

· Staff is aware of each other’s clients and consult on cases.  Staff meets regularly to discuss work and cases.

· Director is aware of staff’s clients and work that is being done with each client.
· Program staff and Director do an excellent job of seeking out grants and other resources to further serve their clients.

· Program uses evaluation forms to get feedback from clients.


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


3.5




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

1
4
1
3


Subtotal =  33.5 out of a possible 45


Comments:

· Program is accessible by phone however, at times, callers may get the program’s answering machine, if no one is available to answer the main line.  Each staff person should have his or her own voice mail.

· Program is in process of making flyers and brochures in Spanish but do not currently have these in Spanish. Pertinent Flyers and brochures should be translated into Spanish.
· Program does not have a TTY Machine and needs an easier access to one.
· Staff works well together in teams to provide services to clients.

· Program encourages and provides funds for professional development to enable staff and volunteers to deliver the highest level of services to clients.

· Staff and director communicate well together regularly about clients and BYS programs/activities.


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


(




4. Handling complaints/disputes through a clear process


(




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





(

Frequencies


3


2

Subtotal = 12 out a possible *20


*Possible score was reduced from 25 to 20 because item #5 was not observed.

Comments:

· Program is doing some gathering of information about customer satisfaction through evaluation forms, staff retreats and meetings with school guidance counselors.  

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


3.5




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


3
3
4


Subtotal =  41.5 out a possible 50


Comments for Supporting Outcomes Through Personnel:

· Panel was impressed with the quality, professionalism, dedication and enthusiasm of the BYS staff.

· Panel observed many sound management techniques and their results in action such as regularly scheduled staff meetings, each specific to certain issues (outreach efforts, administrative functions, internal group process); staff support of other staff; teams of staff at work; staff models for training other staff and volunteers; supervision of interns; the effective use of part-time staff, etc.  One special outcome of all this was the sense that each staff person, if need be, could fill in for the job of many others.
· Panel had a sense of an exceptionally well-qualified staff.  For example, not only were many staff members professionally trained as counselors (e.g., MSWs), but those involved in the recreational therapy component also have a physical education background.
· Not only was there staff support of program goals, but, in certain programs (e.g., Horizons), goals were first discussed with a referring school counselor to make sure that the school had the same goals in mind.

· Performance evaluations are conducted yearly for all staff, using a YMCA performance review instrument.  New staff members are given additional feedback in the first few months of their employment.

· BYS staff members multiply their community impact by actively recruiting and training volunteers, including giving them opportunities for continuing education and training.  For example, most Parent Education classes are conducted by teams that include at least one volunteer, and several of those volunteers have participated in professional workshops to enhance their skills.  On occasion, BYS has hired volunteers, and is now considering how they might somehow ‘pay’ volunteers to continue to help.  Many volunteers have professional credentials.  For example, one volunteer, who was professionally certified and experienced, became part of a team that filled in for the BYS Clinical Director when that position was vacant for a time.

· There is a regular debriefing of volunteers to clear up any concerns that arise once a volunteer is involved in leading a program (after training).  
· Staff is becoming increasingly burdened with the regular monthly reporting requirements to the Department.


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 = 14 out a possible 20


Comments:

· Budget supports program goals--ninety-five percent of the BYS budget is for personnel.  This represents a wonderful use of resources.  However, additional monies available for improved technology might multiply the effectiveness of the staff.

· In terms of incorporating other program needs outside the budget, BYS’ use of volunteers significantly increases service to the community.  BYS also is an approved placement for social work interns and usually has two at any given time.  
· Panel saw the budget as one that was efficiently and effectively used to meet the needs of the program.  However, a larger Budget also would be wisely and appropriately used.  Please see suggestions about this in the infrastructure summary section (see page 6).


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


3.5




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

2.5





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

(





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

4
1
1



Subtotal = 16 out of a possible 30


Comments on Supporting Outcomes through Technology:

· Staff and volunteers are encouraged and supported in receiving additional training.

· Program’s technology side needs some support (see below).

The panel observed a dedicated and talented staff-driven and staff-run organization, but with almost no modern office technology (one computer linked to the Internet).  What was missing was E-mail, voicemail, easy access to electronic journals, libraries, databases, etc.  Having access to these services would open up new worlds on how to best serve the community.  For example, one item under discussion at BYS is how to continue to link participants in Parent Education groups between sessions.  A parent may learn a technique at a session, try to use it with a child in the few days after the session, but wonder exactly how to mold the technique to a particular situation, or want to ask something of other parents in similar situations.  Setting up a simple listserv of techniques as a part of the Parent Education groups would address these and other ‘contact’ issues.  Many other examples exist, in that this kind of an approach can have an impact on many BYS programs.

The staff already appreciates that BYS needs to upgrade its technology, but they see the issue more as computerizing their current programs to help in report writing, in tabulating information about who they serve, in tracking individuals served in multiple BYS programs, in evaluation efforts, etc.   The panel agrees that these examples represent a range of useful ways to combine data and technology.  

Reviewers also see that modernization could have an impact on the very substance of what BYS does.  There could be ‘virtual’ rock climbs to help teach climbing techniques.  Team building exercises on a computer could add interest to a task.  Resources in Spanish might be easier to find.  Searches of research literature could more easily survey current trends in peer counseling, or new models of parent education, or a new questionnaire to assess some personality characteristic that a BYS program is intended to change.  The possibilities are endless.  In fairness, much of this is a problem beyond BYS.  The umbrella YMCA is even less technologically advanced.   The panel wants to emphasize that they cannot imagine a staff doing more with its current resources than BYS.  The point is to imagine what BYS could do with 21st century support!
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