	Child and Adolescent Outpatient Mental Health Services Community Review


The Community Review of Child and Adolescent Outpatient Mental Health Services was conducted May 2 through May 5, 2005.  The review panel included Mona Ellis, Melody Jackson and Alan Kraut.
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

The Child and Adolescent Outpatient Mental Health Services (CAMH) is part of Montgomery County Department of Health and Human Services’ (DHHS) Behavioral Health and Crisis Services.  It is the only remaining County funded mental health clinic for children/adolescents, and is a part of the State of Maryland Managed Health Care (Fee for Service) System.  The CAMH plays a “safety net” role in the current system by filling gaps and offering priority services to clinically “high–end” children with serious emotional challenges.

Child and Adolescent Outpatient Mental Health Services provides:
· Family-focused outpatient mental health services to children and 

adolescents and their families who are experiencing severe emotional, behavioral, substance abuse, and victimization problems;


· Coordination of treatment with other agencies involved with the client and family and
· Community-based outreach treatment services to targeted schools and neighborhoods.

From the Child and Adolescent Mental Health Services Program Self-Assessment
Review Process

The community review of the Child and Adolescent Outpatient Mental Health Services began with an introduction of the staff to the panel members.  The program manager and medical director gave an overview of CAMH.  An orientation to the clinic physical set up and meetings with staff members were also arranged.  Panel members had the opportunity to attend a weekly staff meeting and review program material including the policies and procedures and the business process.  Additionally, interviews were conducted with clients.  The last review day was spent at the program’s Rockville site, which included a tour of the site’s offices. 
SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary 

Aspects of the Program that are Exceeding Expectations
· Panel members generally saw a very committed staff working to put the most effort they could into their diverse client base in a way they believe makes a genuine outcome difference in the lives of their clients and families.  Perhaps not exactly the definition of “achieving outcomes” normally thought of in this review instrument, but one to be encouraged and applauded all the same.

· The reviewers were impressed at the number of partnerships represented by the program.  In fact, because they were so impressed by these partnerships, panel members would like to see more (see comments below).
Aspects of the Program that are Meeting Expectations

Overall (as per the ratings), outcomes are being addressed adequately.  
Aspects of the Program that Need To Be Developed Further

· Reviewers were particularly encouraged by the impact of the wrap-around services facilitated by CAMH.  As the program staff agreed, these are as important for outcomes and the reviewers would like to see more effort going into these.  

· Similarly, panel members would recommend the greater use of partnerships, not solely with other County programs, but also in the form of volunteers, mentorship programs, adding more school and after school activities, and of the much greater involvement of local colleges and universities.  This latter addition, for example, could allow CAMH to develop a way to compare itself with national trends, with other communities and to develop a better objective sense of its effectiveness, something reviewers saw as a gap in the program.  
· If possible, panel members wonder whether the program could take advantage of the county’s location to collaborate with the services research and clinical treatment programs at Substance Abuse and Mental Health Services Administration or the National Institute of Mental Health.  This may or may not feasible, but the reviewers believe it would be worth investigating.

· One serious gap in the program, which the staff already recognizes, is its inability to chart results and to track information on computers.  This flaw was evident at every turn, even at the most basic levels. (Also, see comments in the infrastructure section.)  For example, there were reports where, depending on its form, completely different numbers of clients being seen in the program were generated.  Sometimes a client caseload was 15 clients with a certain therapist; another time it was 35.  These issues need to be addressed.  

Suggestions for Improvement

· One consistent finding that ran throughout the program review, particularly relevant to outcomes, was that better measures and data collection need to be in place to improve the estimate of what the program’s impact is on community mental health.  That is, goals were clearly stated for both an individual client (e.g., improvement in symptoms, self esteem, academic success) and for the community (reduction in suicide rates; a safer community), but it is not clear on whether the program could assess some of these items or whether the measures in place are up to the task . 
· The program should be able to compare its outcomes with others at the regional and national level.
SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Aspects of the Program that are Exceeding Expectations

As the panel mentioned in the Achieving Outcomes section, they would again like to emphasize the commitment of the program staff.  They are professional, personable, dedicated and hard-working.  This has resulted in such concrete positives for the program as the waiting list being reduced from over fifty to about ten and the program being open four evenings per week.  

Aspects of the Program that are Meeting Expectations

Most of the Providing Customer Service items scored were in this category.

Aspects of the Program that Need To Be Developed Further
· The client base for the program has not included those who are sight or hearing-impaired.  The result is that the staff may not be as knowledgeable as they should on the Americans with Disabilities Act (ADA) relevant issues.  For instance, there was some question among staff about whether they have access to clients via the Maryland Relay.  

· The program brochure and any outreach efforts should better describe the diverse population that actually is being served.  

· Although the program is accessible by fax, reviewers were concerned the fax was not secure in the Rockville office and e-mail was not being used because of security issues the reviewers believed could be addressed.
Suggestions for Improvement

· Panel members observed or heard from others about a number of physical plant concerns, particularly at the Silver Spring location.  These ranged from more general aspects of building maintenance and how snow and ice was handled to issues of storing medication in a refrigerator with other food in an unlocked room.  

· One additional suggestion is to explore the possibility of CAMH putting itself on various community donation lists or ‘wish’ lists that are available in the county and in DC.  This could result in donated furniture, toys, books, magazines, etc., and even in volunteers offering to paint, clean and generally improve the facilities.
SECTION III:  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Aspects of the Program that are Exceeding Expectations

· Noted below are some of the infrastructure needs of this program.  However, even given these needs, the staff members seem to find a way to serve their clients well.  
· The stability of the staff and their length of service in a setting notoriously noted for turnover and burnout is just another mark of their professionalism.

Aspects of the Program that Need To Be Developed Further
Some of these comments echo what was commented on in the outcomes section, since resources and outcomes are linked. 

· This generally is a program with fewer resources than it needs.  As one example, the staff to client ratio has recently moved from 1–20 to 1–40, and this with clients who are severely in need of services.  However, there are staff diversity needs apparent even beyond these numbers.  For instance, 30-40 percent of clients are African American, but no African American therapist is on staff.  
· Reviewers want to emphasize the sensitive way they saw the program serve its majority Hispanic population and the excellent provision of services for Spanish-speaking clients.  The panel thinks that to the extent the program can demonstrate additional diversity sensitivity (if not in staff, perhaps through diversity training in cultural difference communication, cultural specific treatments, etc.) clients from other ethnic groups in equal need of services would come to the program.  
· Improved administrative support for the program such as a case manager and technology support is encouraged. 

· Technology needs are mentioned in outcomes summary section.  These technology needs were most apparent in infrastructure, too and even when technology was present, it sometimes was not working.  It is noted that even if technology were better, there would be a tremendous need for staff training to make it work.  

Suggestions for improvement 
One final comment that also has been weaved elsewhere throughout this report is to emphasize making wrap-around services more available.  There is no doubt that such an emphasis on, for example; PHP, preventive services, case management and more will not only serve clients well, but will ultimately reduce health care costs of the County.  

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 Child and Adolescent Outpatient Mental Health Services 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
	
	
	27
	
	
	

	Subtotal =  27 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
	1
	2
	2
	
	
	

	Subtotal =  11 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
	
	
	5
	
	
	

	Subtotal =  15 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
	
	1
	6
	3
	1
	

	Subtotal =  37 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
	
	1
	6
	2
	
	

	Subtotal =  28 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
	2
	
	
	1

	Subtotal =  8 out of a possible 15*
	

	*Possible total score reduced from 20 to 15 because item#4 was not observed.
	


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
	
	2
	6
	
	
	1

	Subtotal =  22 out of a possible 40*
	

	*Possible total score reduced from 45 to 40 because item#9 was not observed.
	


	
	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
	
	2
	2
	
	
	

	Subtotal =  10 out of a possible 25 
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