Process of CASA of Maryland Community Review

The Community Review of CASA of Maryland was conducted April 11-13, 2000.  The review panel included Mr. Austin Heyman, Dr. Cristina Kirkbride and Dr. Marta Sotomayor.  CASA of Maryland was the seventh program that experienced a community review and the second contracted program to be reviewed this fiscal year. 

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 used the following definitions of the rating scale for the CASA of Maryland:

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.
The reviewers looked at the following CASA programs that have contracts with the Department of Health and Human Services (DHHS):  The Center for Employment and Training; The HIV/AIDS Education and Prevention Program; The Social Services Program; The Worker’s Rights Program of the Legal Office and the Education and Training Program.  During the review, each panel member focused on one of the three sections; Achieving Outcomes, Providing Customer Service and Building an Effective Infrastructure.  When the findings were gathered, the panel met to confer and develop the final results.  

During the three-day review, the panel visited all three of CASA’s sites located in Germantown, East Silver Spring and Takoma Park.  The panel gathered information by talking with the agency’s executive director and meeting with the directors and related staff of CASA’s social services, HIV/AIDS education and prevention program, legal services, education and training program, and employment program.  The panel met together with the director, a newly hired consultant and the County’s contract monitor for CASA’s HIV/AIDS education and prevention program to learn more about the HIV prevention services and the history of CASA.  Other staff members that the panel interviewed included the client services coordinator, business manager and volunteer coordinator.

The panel, which included two members who spoke Spanish fluently, spoke informally to day laborers waiting for employment and employers coming to the East Silver Spring site to locate workers.  One of the panel members conducted a telephone interview with a representative from Clark Construction, a company that CASA has a unique partnership with to employ CASA’s clients.  Panel members spoke and accompanied the HIV/AIDS education prevention program’s health promoters to observe how information was given to CASA’s clients.  The panel also attended two of CASA’s English classes and the employment orientation for workers.  An advisory board member was also contacted by one of the panel members.  

An interview was also conducted with a staff person who works with the senior escort transportation services CASA offers.  This service is a contracted expectation of the County that CASA provides transportation services for Hispanic residents, age 60 years and older for shopping and recreation purposes.  This contract provision also requires CASA to provide bilingual escorts to accompany these residents in visits to physicians or social services agencies.  A summary of the impressions of this program is located in the Appendix of this report.

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 three parts:  

1. The first is an overview and summaries 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.

3. The third section is an Appendix with information about CASA’s senior escort transportation services.

OVERVIEW AND SUMMARY OF FINDINGS 

OVERVIEW OF CASA OF MARYLAND COMMUNITY REVIEW

Overall, the panel members reviewing CASA were impressed with the agency’s day to day functions and services to clients.  The reviewers thought very highly of CASA’s employment program and the staff’s commitment and dedication to the clients.  The panel perceived a hard working staff that is doing the best they can given little resources to provide invaluable services to unemployed Latino immigrants and refugees and low-income Latino families living in Montgomery and Prince George’s Counties.  According to CASA’s Annual Report for Fiscal Year ‘99, CASA remarkably placed an average of 400 day laborers monthly and more than 225 permanent jobs were filled annually.  During that fiscal year, the agency served over 3000 in its social services program, giving out 588 free food bags, reaching nearly 6000 in its HIV outreach, distributing 9540 condoms and 77, 269 literature pieces on HIV/AIDS prevention.  The agency staff also closed 356 wages disputes, trained 1800 Latinos in ESOL classes and prepared 80 students to pass the INS citizenship exam.  

CASA has a clear mission and a vision statement leading the agency to year 2004 (see CASA’s Five-Year Strategic Plan) which is demonstrated in the staff’s work with clients. Additionally in CASA’s Annual Report 1998-9, each program has developed their own mission statement along with a work plan that includes outcomes, objectives, evaluation criteria and needs assessment.  The agency also has an active Board of Directors that work closely with CASA’s executive director to continually refine and develop the services CASA offers.
The programs and services that CASA offers help Latino families stabilize their lives in their new environment by gaining essential and employment skills to realize a better future.  The panel saw these programs as being important to the current population trends of Montgomery County.  CASA services offered at different sites in Montgomery County was observed as plus by the reviewers although the Takoma Park facility needs to be more accessible for clients and the Silver Spring site is too small. 

The panel also rated CASA high in its staff’s ability, particularly the executive director, to seek and form partnerships with government and non-profit agencies and businesses.  The collaboration CASA has with Clark Construction is a model for businesses in supporting non-profits.  This past fiscal year (FY ’00), 401 day laborers received permanent employment with Clark Construction.  The executive director along with board have been very innovative in seeking grants and other fundraising sources to develop CASA’s infrastructure and programs.

The biggest challenge the reviewers felt CASA faces is assisting the day workers in acquiring the skills they need to move to permanent employment.  Also, with such a small staff and budget, it is currently difficult for CASA to meet the needs of their clients.  This is something CASA will be planning for with the expected growth of the Latino community in Montgomery County.  The Panel was also aware that the HIV/AIDS program was in transition and needed to develop a curriculum that was suitable for CASA’s clients. 

Based upon the community review of CASA, the panel has made recommendations located in the summary of each section reviewed.  Some of these recommendations have budget implications and others are recommendations for CASA’s staff to consider as they continue to grow as an agency.

SECTION I.  ACHIEVING OUTCOMES

Summary

Work of the Program that is Highly Commendable

CASA’s employment services program has made major advances in recent years by successfully placing, during the spring and summer months, 35-50 workers daily with the number of employers coming to the center increasing by 20 percent.  It has made considerable efforts to successfully organize the 200-400 people seeking daily work into a fair and systematic way, making workers aware of CASA’s other resources, which can improve the quality of their lives.  A contract with Clark Construction has enabled CASA to place approximately 400 workers, in the past fiscal year, to move toward increased self-sufficiency.  Major accomplishments in the area of legal services have been possible with the support of additional funding from the State and other sources.  Major efforts have been expanded by all of CASA’s staff to develop and maintain partnerships at all levels of County government and within the community.

Work of the Program Meeting Expectations

Through CASA’s offices in Germantown and Silver Spring, the program provides information about immigration procedures, available services, translating documents, implementing a food distribution program and providing immigration and counseling on medical coverage.

Work of the Program that Needs to Be Developed Further

The most difficult challenge which CASA faces is how to enable the day laborers to acquire the language ability, the skills, and the work ethic to move from landscaping and construction entry jobs to more permanent and skilled employment.  While English and other classes are offered by CASA, for most of the day workers, their priority is to find employment and earn money for substenance.  CASA is aware of this situation and will continue to work with scheduling and employers to make classes more accessible to workers. It is a challenge that CASA will need to further experiment with to provide incentives for these workers to acquire the ability to move up.

SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Work of the Program that is Highly Commendable

· The director of CASA’s employment program understands the issues well from both the client and employer’s point of view.  He is aware of the service barriers experienced by CASA client population.  The employment component has a lot of flexibility to create changes.

· Understanding the clients’ needs as well as the application of cultural language and social services approaches are one of the strengths and effectiveness of CASA’s programs.  Furthermore, flexibility within program activities that accommodate the perceived client’s needs is indeed a great strength of CASA.

· The staff’s commitment and dedication to CASA’s client population, their desire to meet the client’s needs and in doing so the agency’s success, is outstanding.  Many of the professional staff have been working for the program for several years.  Having the same staff provides a positive and secure environment to customers.  For Hispanics, becoming familiar with the professional staff and seeing the same person for a long time gives them some sense of security, continuity and moral support.

· Staff members have a good network of contacts and resources in related areas and they provide information and referrals to clients.

Work of the Program Meeting Expectations

· The program has been successful in providing outreach, a needs assessment, referrals, diagnostic evaluations, individual, family and group therapy to clients.  However, it is difficult to locate bilingual staff in the various DHHS support agencies and in the community, especially in the Rockville and Germantown areas.  This can limit the amount and quality of services for clients.

· The educational and training program needs are so great and multifaceted that to attempt to do it on a volunteer basis may not be as productive.  Staff is aware of this and has made changes to move to paid teachers rather than volunteers.

· Program should seek materials in Braille and large print for clients with special eyesight needs.

Work of the Program that Needs to Be Developed Further

· Train lay persons (promotores) and teachers on different approaches to reach the population group.  Skill development and on-going supervision should improve the quality of services provided by this group of workers.
Suggestions for Improvement

· Considering that most of clients who come to CASA looking for jobs, have low levels of education or are illiterate, a suggestion would be to have a training video in Spanish or other multimedia presentation would be more effective and cost effective.  CASA could also provide some simple but pertinent material, such as pictures or a short video presentation to complement the orientation session.  In addition, seasoned clients who have gone through the process could share their experiences during the orientation sessions.  Adults learn better by seeing, listening, and by repetition; thus, having a video that could be used several times such as once a month or after a training is completed would be helpful with this client population. 

· Because of their cultural background and low levels of education, many of CASA’s clients feel uncomfortable suggesting changes or evaluating programs.  A suggestion would be for staff to do informal interviews with some regularity, such as once a month or after a training is completed.  Rather than using a written questionnaire, staff could use some real case examples and ask clients how they could solve presented problems or what they think about such problems.
· More staff training on non-traditional approaches to reach the targeted population group.
· Agency needs to develop different materials for special population such as Mayan immigrants and those who are illiterate.
Other Comments and Recommendations 

· CASA will need to look into ways to provide services for the new wave of Mayan immigrants who present their own unique problems.

SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Work of the Program that is Highly Commendable

· CASA is quite good in raising enough monies from different sources to supplement the County’s budget for building a strong and competent infrastructure.  The current budget consists of government funds, some foundation support and donations.  There seems to be strong support from local churches and even individuals.  A yearly audit is conducted.

· A financial system is in place with appropriate outside audits and board involvement that reviews for sound financial procedures and policies.  The board requests regular reports on the financial aspects of the organization to assure appropriate accountability.

· The Board of Directors seems to take an active role in fundraising, advocacy and in establishing strong community relationships and linkages.

· Administration has taken special care in developing job descriptions and salary ranges, which indicates understanding of division of labor and accountability.  The personnel manual is clear about employee rights, responsibilities, and in solving employee problems.

· All the staff is bilingual and even bicultural which is a strong element in the success of CASA’s programs.  The organization is well accepted by the Latino community in Montgomery and Prince George’s Counties.  CASA will probably continue to grow due to its success in meeting the unique needs of their clientele.

· The legal component is quite excellent and the employment program is a model for other areas.  Both of these departments are creative and innovative.  They need to be highlighted as excellent examples of a community that helps itself.

· There seems to be considerable internal communication despite the fact that there are several satellite offices.  Staff meetings are held regularly and staff communicates frequently both formally through meetings and informally to keep each other up-to-date and informed about programs.
 Work of the Program Meeting Expectations

· Staff meetings provide an opportunity to communicate within the organization and promote joint problem solving.  Administration needs to be more consistent about individual employee evaluation and training. This could be the result of limited funds, the size and nature of staff member’s caseloads that limits the time away from actual provision of services.  The nature of clients’ problems often requires staff to respond quickly.

· The facilities are well located and accessible to those in need of public transportation.  It is evident that the growing number of Latinos in the County will outgrow the facilities.  The fact that they cannot find services through other agencies (primarily because of lack of bilingual/bicultural personnel) indicates that they will continue to come to CASA for help.

Work of the Program that Needs to Be Developed Further

· The organization has had to rely on volunteers because of the demand for services and CASA’s small staff.  These volunteers supplement paid staff.  Because of limited bilingual/ bicultural staff, volunteers will probably continue to be a key component of the organization.  These volunteers need training and screening to ensure that the methods used are leading to the desired program outcomes.

· The nature of CASA clients’ issues such as illiteracy, lack of knowledge of the English language and marketable skills, rural orientation, societal dysfunction in the country of origin, limited economic security, etc., are matters that require long-term services and a staff with unique and special skills to assist them. Using more non-traditional approaches to reaching this population group would be more effective.  Thus, administration needs to explore different teaching methods and follow-up procedures.

· At the same time, staff members need to closely review materials already available in Spanish on specific topics to ensure that it meets the needs of the population they serve.  Even if the material is in Spanish, it does not mean that it is appropriate to situations presented by CASA client groups.

· While the use of the promotores has great potential, particularly in situations where the professional staff is so limited and the proved effectiveness of peers helping each other, they do need a great deal of training and supervision.  The promotores need to be paid at least a minimum wage.  The panel member who wrote this section, is not convinced that the concept of “volunteering” as it is understood in this country, applies to this population group.  Not only does this population want to work; their need and priority is to work.  Thus, it is no surprise that the attrition rate for the promotores is so large.  
· The HIV/AIDS education program is in transition and its needs to develop a curriculum that works.  The support and consultation provided by County staff is excellent and a newly hired consultant seems to have a more realistic perception of what the HIV program should be and how to get it functioning as planned.  This is the one program that seems to be in need of improvement.

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


5
1
1
1

Subtotal = 25 out of a possible 35*


*Possible score was reduced from 40 to 35 because was not observed.

Comments:

· CASA’s mission seeks to improve the quality of life and social and economic well being of the Latino community in Montgomery County and throughout Maryland.

· The access of Latinos to employment, language, health education and social services are indicators of the success of their efforts.

· CASA seeks to increase access to HIV prevention services, provide day and ultimately, full-time jobs, promote literacy and vocational educational activities.  CASA represents low-income Latinos and educates them about their rights in the workplace.

· CASA attempts to systematically collect data and track results of its programs.

· Among the measure it has identified are numbers of workers registered for employment and trained, workers hired, legal rights cases and referrals, worker attending education classes and interventions health promoters.

· Goals are clearly set forth in CASA’s brochures, flyers, annual report and other materials.

· In all of its documents including its strategic plan, CASA demonstrates an understanding of their key results and the outcome of facilitating the self-directed, organizing and mobilizing of the Latino community to achieve full participation in Montgomery County.


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



(



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


(




Frequencies


3
2



Subtotal = 17 out of a possible 25


Comments:

· Staff is constantly and thoughtfully reviewing CASA programs to ensure their effectiveness.

· Given the transient nature of some of CASA’s client population served, it is difficult to measure individual outcomes e.g. tracking day jobs is easier than results of HIV prevention efforts.

· Gathering information on the success of the program has been a challenge for CASA.  While some data is available e.g., numbers of participants, workers placements, etc., evaluations by clients has proved to be a major difficulty, especially of the English training classes, given the educational level of the participants.

· Each program develops a service action plan, which takes into account evaluations and prior year’s experience.  A very thoughtful program evaluation of the HIV prevention program in 1999 led to some modifications in both staffing and approach.  CASA staff has developed with its Board a five-year strategic plan for 1999-2004.

· CASA’s recent grant application to the Maryland Legal Services reflects considerable information on prior experience.  There are regular reports to funders.


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 on Creating and Nurturing Partnerships:

· Within DHHS, CASA works with Community Action, DHHS’ Office of Health Promotion’s Minority HIV Prevention and the Multicultural Program.  CASA’s satellite office in Germantown is located in a County facility, which promotes coordination of services for clients. 

· CASA interacts with the County’s Department of Housing and Community Affairs concerning the Community Development Block Grant, Department of Human Resources, the Office of the County Executive, the County Counsel and the Long Branch initiative.

· CASA’s staff, and particularly its executive director, seeks out partnerships with corporations, foundations, congregations and the unions.

· The list of businesses that CASA has in its database is about 3000. Most of those businesses are small to medium companies. Clarke Construction Company, Inc. is the largest business and it has a partnership arrangement with CASA by providing funds to hire CASA’s clients. In addition to hiring day laborers, Clark Construction also has hired permanent employees, many of whom started as day laborers.

· Staff welcomes support from all of its partnerships and contacts with the County and others.

· CASA utilizes their partnerships to achieve its community-wide outcome of improving the quality of life and social and economic well being of the Latino community in Maryland.

· During the review, staff welcomed any suggestions from the reviewers for additional contacts and support.

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

4
4


Subtotal = 40 out of a possible 50


Comments on Identifying the Needs of Customers :

· CASA’s primary customers are low-income Latino immigrants, refugees and families who are unemployed and live in Montgomery and Prince George’s Counties.  Many speak no English.  In the last two years, some African immigrants have also received assistance.   The agency’s secondary customers are local businesses that need day laborers, such as construction companies, landscaping, gardening, cleaning, and recycling companies.  Other secondary customers include community members and civic associations, congregations, and Montgomery and Prince George's Counties local governments.

· Outreach activities such as radio and brochures are means to inform the community about the CASA program. However, staff has identified word-of-mouth, clients referring others, as the primary approach to advertise programs.  Friends and family as well as informal gatherings are the most common ways for clients to find out about CASA's services.  CASA serves between 6,000 and 7,000 clients per year.

· About 90% of clients come to CASA without calling prior and hear about services through word-of-mouth.

· In addition to looking for jobs, clients who do call before visiting CASA ask questions about immigration, legal, and domestic violence issues. 

· All staff are bilingual and for the majority, Spanish is their native language.  

· During CASA’s orientation, clients are informed about the program's services and availability of other programs.  In addition, the various training classes as well as informal gatherings are opportunities to further explore those issues.

· Program has some information in brochure and pamphlet formats that are in English and Spanish.  CASA has strong “informal” methods of information sharing.  
· CASA has a plan in place, Policies and Procedures for Implementing the Americans with Disabilities Act of 1992, which lists TTY access, interpreter referral services and Braille resources for customers. However, CASA does not have the ability to provide these resources to customers except for referrals.  According to the staff, there have been non-hearing customers that have used the program.  Often when a client ask about services for the deaf, he or she is referred to the Multicultural Program whose staff assists with locating Spanish interpreters.

· Staff members are very pleasant and professional.  It is apparent that they are dedicated to working with CASA’s client population.

· During the orientation, there are volunteers helping clients fill out the necessary forms.  Staff also does the intake forms together with clients to ensure the clients understand the process.  Friendly interaction was observed between staff and the clients during the orientation where clients have plenty of time for asking questions and concerns.

· CASA promotes community input and satisfies client expectations through evaluations, meetings, and training.  Frequently, there are formal and informal gatherings to learn more about the client's expectations.


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

1
2

6


Subtotal =  38 out of a possible 45


Comments on Responding to the Needs of Customers:

· CASA serves Hispanic immigrants many of whom are unemployed and have low levels of education.  Having a bilingual staff, as well as using flexible and cultural approaches are indicators that the program is offering services consistent with CASA's goals.  One of those goals is to educate that population about their rights in the workplace and to help them find jobs. Complementary to that, there are other services such as ESOL classes, literacy classes, computer and vocational training, and HIV prevention.

· Having a place for day laborers to come and wait for the employers is a great service that CASA offers.  Finding jobs is the main reason that clients come to CASA.  There are clients with specific skills, such as carpentry or dry wall experience and when an employer asks for someone with those skills, it is easy to match them.  For those who have no skills, CASA offers vocational training.  Every client is encouraged to take those training classes.

· Customers have access to CASA by telephone.  All directors of programs have voicemail; there is an answering machine at CASA’s main office in Takoma Park and the Germantown office also has voicemail.  The agency has no TTY access.  In the East Silver Spring office, the parking lot has handicapped parking spaces and accessible ramps to the building.  The Germantown site is also accessible to those with disabilities; however, the Takoma Park office is not.  CASA’s written plan to implement the Americans with Disabilities Act (ADA) gives timelines indicating how each CASA facility will become ADA compliant.

· Although the low-income Latino community is traditionally very transitory, CASA’s programs are frequently full.  Educational activities, including courses and trainings, maintain waiting lists for eligible students.  For the day laborers, CASA has instituted a lottery system where each laborer picks up a lottery number and is chosen by employers depending upon their number and the type of work needed.  CASA’s lottery system seems to be efficient, although some clients complained that the lottery system is not fair.  With the lottery system, social and managerial problems such as having clients sleep on CASA’s lot overnight to wait for jobs and having family members or friends wait in line for other workers were eliminated.  From March to June, the peak of the construction jobs, about 70% of day labors that come to CASA get jobs.
· Clients, who are interested in finding work, attend CASA’s employment orientation and fill out an application form, which is used to provide a CASA identification card.  This card shows that a client is officially registered with CASA and identifies workers for businesses.  It is also seen as a valid I.D. and has helped clients when cashing checks or getting their driver’s license.  As many laborers said during the interviews, the I.D. “provides them with a sense of being part of an organization.”  Daily, some workers who are not registered with CASA also come to be picked up by employers.  Clients that do not get jobs usually stay around on the parking lot.  This is a way for many new immigrants to socialize.  

· When possible, staff members provide referrals to clients according to their specific needs or requests.  Staff members often made calls on behalf of clients to referral sources.

· The facilities for the workers are not adequate.  A shelter is needed for those who wait outside.
· The perceived needs and cultural issues of the clients are taken into consideration by staff, and this is one of the strategies contributing to the program's effectiveness.  


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


2
2

1

Subtotal = 10 out of a possible 20


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

Comments:

· Most of the English and vocational training it is difficult to evaluate because not all clients come to all the classes and finding a job is their priority.  Also, people with low-level of education do not always do or know how to do evaluations.  This is indeed a big challenge for the program.  For the HIV program, the pre and post evaluations are too long and the language was not at the level for the client population.  Staff are aware of that and are currently looking for alternative solutions.

· Some clients that find work do not come back to CASA.  This could be seen as a success because CASA’s goal is to improve economic self-sufficiency.  On the other hand, there are no records or tracking of these clients to indicate this goal is being met after clients leave.

· Staff are using lessons learned to improve the programs.

· CASA has a policy for discrimination complaints and grievance procedures in place.

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

2
3
1
4


Subtotal =  37 out of a possible 50


Comments for Supporting Outcomes Through Personnel:

· The needs of CASA’s client population group are too great and too complex, too urgent and critical to be met by the small number of staff presently on board.  Administration is aware of this situation and has attempted to meet needs through getting more resources to hire staff and recruitment of volunteers.

· The administration seeks training opportunities and has attempted to develop of cadre of lay workers (promotores) and volunteers to meet program goals.  There has been a special effort to replace volunteers in the educational program with paid staff—in fact the small amount CASA makes through the classes is applied to salaries.

· Staff seems extremely committed and constantly seeks ways to improve performance.  Low salaries and the small pool of Hispanic professionals to meet the great need of the work limits what they can do.  Legal and social services departments have a strong staff.  The administrative staff is also strong.  The panel member who completed this section was particularly impressed with the director of the employment program and CASA’s executive director.

· CASA has a very committed, highly motivated staff.  In the past and in the present, the organization has been able to recruit volunteers to assist then in providing services.  Administration is aware that in addition to commitment, expertise and skills are needed to succeed.

· Job descriptions are available for each position—all are complete in terms of responsibilities and area of expertise.  The job descriptions are adequate and describe individual staff person’s responsibilities and expectations well.

· CASA’s personnel manual describes the process for evaluations.

· The administration needs to work more on the area of having employee’s evaluations based on program goals.  Staff conferences appear to take the place of individual evaluations.  Each staff person seems to be quite aware of their responsibilities, strengths and weaknesses.  All staff are extremely committed and motivated to respond to the needs of this community.

· Staff understands the nature, complexity and urgency of the need of this community and would like to expand the staff, both at the administrative and programmatic levels.  What seems to be lacking, rather than understanding goals, is the resources to pay for additional competent staff and also for staff with the skills to address these very difficult problems.

· The pool of Latino qualified (bilingual and bicultural with helping skills) staff is limited and salaries are much too low to attract other highly skilled personnel.

· The size of the caseload also requires more staff and the agency’s budget is barely enough to provide for the current staff.  Administration and staff are aware of this problem.  Given the expected growth of this community, CASA will be swamped in the near future.


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
1

1


Subtotal = 12 out of a possible 20


Comments on Supporting Outcomes through Budget :

· CASA’s budget is very limited to meet its large caseload, over 6,000 clients per year, on demand. 

· The overall budget is too small to meet the needs of this community and reach community planned outcomes.  While referrals to other agencies are always possible, CASA’s staff is too small to follow-up and determine if indeed services are provided through other community agencies.

· The size of the caseload requires larger facilities.  There is barely any space for staff in CASA’s Silver Spring and Takoma Park offices.  The satellite office in Germantown, which is housed in a County building, seems more adequate in terms of space.  The Takoma Park office needs more light, ventilation and accessibility to the disabled and the elderly.

· Administration and board members are constantly looking for other sources of support and considering all barriers in raising funds, they seem to do quite well.  Administration also seeks collaborative relationships and partnerships and appears quite successful in doing so.  CASA has strong support from local churches.  Strong advocacy is evident on the part of the executive director and the board.

· There is a special effort to get feedback and/or recommendations for improvement of services from customers.  CASA’s educational component has an evaluation form requesting client’s recommendations.  Staff acknowledges that most of the clients are not accustomed to giving critical feedback in writing.  However, CASA’s clients do seem to be quite appreciative of the services.

· Some customers were eager to express dissatisfaction with some aspect of the program, which was corrected by staff—the lottery approach to filling jobs was instituted as a response to complaints.

· The funds CASA receives through the County contracts are extremely low and the panel believes that the program is doing as much as they can given the available resources.  A more realistic budget is needed to hire an appropriate number of workers and to pay better, equitable salaries.  In addition, staff members need more closer supervision, evaluations and better facilities.  Despite all of CASA’s needs and their small budget, the staff does an incredible job and they should be commended.

· CASA is a new organization that was formed on its own with relatively little assistance from established organizations and agencies.  CASA has done wonders in terms of developing an infrastructure with all the required checks and balances.  With all of this, CASA is able to deliver quality services to many clients.


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”

(





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
1



Subtotal = 16 out of a possible 30


*For clarification, the rankings in this section reflect the budget and County expectations

  rather than negligent or unconcerned staff/administration.

Comments:

· The daily demand for services is so great that staff training seems to take a secondary role.  The administration seems to be trying to find training opportunities available through the County’s Office of Human Resources and have already attended a session, which was found to be quite helpful.  The Executive Director appreciated having access to the County trainings.  The agency has identified the following training needed for staff members: supervision, screening of clients, record keeping and ways to use data to effectively serve clientele and request additional resources.

· Individual supervision on a consistent basis is difficult when there is barely time to meet the needs of so many people in need.

· The administration has identified training opportunities through the County government.  CASA was successful in obtaining a one time only grant from DHHS to upgrade their computers.  The accounting office has an up-to-date accounting program and administration has access to the Internet.  The education department is looking forward to the development of databases to track clients.

· More can be done with technology and resources available to staff.  It is recommended that CASA along with DHHS plan for CASA’s future needs in terms of training and technology.

· The administration is aware of the need for more technology and is taking steps to computerize the organization.  Although the technology is not completely sufficient at present, the staff has been able to do as much as they can in view of their large caseloads and the nature of the clients’ needs.

· Staff is moving in the direction of improving the use of technology by everyone in the organization.  The employment director shared with the panel a well-done activity report with a series of charts indicating percentages, etc.  Recently acquired computers are being used to teach a computer class (which is very popular).  Administration and staff need to think more about increasing computer literacy.

· CASA’s work would be facilitated with additional use of computer technology and having computers updated.  Better use of and access to the Internet and E-mail is a need for staff.
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