	Child Care Subsidy Programs Community Review


The Community Review of the Child Care Subsidy Programs was conducted May 25-27, 2004.  The review panel included Doris Brott, Austin Heyman and Arva Jackson.
This report is divided into the following four parts:

1. Program Description

2. Overview/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 Care Subsidy Programs include both the federal/State funded Purchase of Care Child Care Program (POC) and the County funded Working Parents Assistance Program (WPA).  Both programs provide assistance to eligible Montgomery County families by subsidizing the cost of child care while both parents are in a work, training or school activity.






From the Child Care Subsidy Programs’ Self Assessment
Overview/Review Process
A three day on-site community review of the Child Care Subsidy Programs, two of Montgomery County's child care services, began on Tuesday, May 25, 2004.  The review team met on Tuesday, May 18, 2004, for an orientation that included a protocol update for reviewing the programs and to become familiar with the self-assessment submitted by the staff of the programs to be reviewed.  The Child Care Subsidy Programs which includes, POC, a state administered program "to provide financial assistance with child care costs to eligible working families through each local department of social services" and WPA, a Montgomery County funded and administered program designed to subsidize child care for working parents.  Similarities (e.g., both programs require teen parent head of household to be in an activity) and differences (e.g., in the WPA children are eligible up to 14  years and if disabled, up to 19 years; while in POC, children are eligible up to 13 years and if disabled, up to 18 years) exist within the programs.
Key managers for each program prepared materials to enable the reviewers to more quickly become immersed in the major operational emphases for both POC and WPA.  Documents were highlighted and made available with information for providers and service recipients.  The first review day began with a program overviews followed by a "meet the staff" session that gave both reviewers and staff confidence that the three day process would be noted for transparency and forthrightness.  On-going functions of the screening process, case management and the payment differentials between POC and WPA were examined. 
Client assistance specialists were interviewed to learn the best practices of those responsible for ensuring the process that was as seamless, as possible for clients in either program.  A worker/client interview was witnessed and clients who agreed to participate were interviewed individually.  The support staff described their roles (e.g., receptionist) and helped the reviewers better understand the pivotal function they performed to facilitate a rewarding experience for clients.  A separate meeting with the Chair of the Commission on Child Care was scheduled to make note of the role commission members play in supporting both vital public services.

The following documents were reviewed by panel members:

· Organizational Charts 
· Process Manuals

· Fee Schedules
· Outreach Materials Produced in Vietnamese, Spanish, Chinese and English
· Information LinkLine scripts
· State Mission
· DHHS Vision and Goal Statements 
· POC Program Policy Guidance
· Executive Regulations for Montgomery County

· Program Applications

· Invoice Forms
· Training Bulletins 
· Voluntary Survey Forms
· Monthly Child Care Subsidy Reports
Also reviewed were documents containing the following information:

· The cost of vouchers paid each month

· Monthly cost per child (WPA)
· POC active cases and children vouchered
· WPA closed And reopened cases
Additionally, a color-coded layout of each office and staff occupant was distributed.  The 2002-2003 Annual Report of the Commission on Child Care and a copy of the Self-Sufficiency Standard for Montgomery County, MD for 2002-2003 was available for each reviewer.
Over the past four years, the Community Review Program has become an established process with three basic areas of inquiry i.e., Achieving Outcomes, Providing Customer Service and Building an Effective Infrastructure.  Each member accepted responsibility for the preparation of the first draft of one of the basic areas.  Electronic sharing, either directly or through the facilitation of the community review coordinator produced a first draft of the summary and combining of the basic areas.  The review scale accompanied the narrative portion for each area.  A final report was conferred on and discussed by the reviewers to prepare for submission to DHHS’ Office of the Director.
SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary 
Preface

Every staff member in the Child Care Subsidy Programs the panel met with evidenced commitment to the administration of federal/State/County funds to provide financial assistance to eligible Montgomery County families in subsidizing child care costs for their children.  To this end, outcome measures are limited to quantifiable results (i.e., how many families are served and at what level of subsidy).  This is consistent with the Maryland Department of Human Resources’ performance measures i.e., how many child care slots are subsidized (actual, estimated and projected) and the percent of current child support paid (actual, estimated and projected).
Essentially, this mission relegates measures of outcomes that would document quality of child care to a vacuum without definition. Consequently, questions related to the specific impact on the families served the possibility (and hope) that the money is effectively used to contribute to the safety of children and the enablement of their families served to “achieve the maximum level of self sufficiency” is not documented.  Without the capacity to secure documentation of the quality of child care provisions purchased or wise use of dollars freed for alternate investments by qualifying for the child care subsidy, it is difficult to document any direct cause and effect relationship between these dollars and quality measures of safety and self-sufficiency.
This reflects a systems failure cascading through every level of public authority and responsibility.  Therefore, for purposes of this review, it is understood that the goal for the Child Care Subsidy Programs is to deliver financial assistance to working parents who have not achieved self-sufficiency and require help.  The latter is available through County resources, under the aegis of the Working Parents Assistance Program.  Each program operates under the authority of a separate funding source.

Aspects of the Programs that are Exceeding Expectations 
Deployment of staff to participate in relevant community activities takes advantage of opportunities to inform those who may not have communication links about the Child Care Subsidy Programs.  On the spot, individuals learn specific information about the programs and how they can meet quality criteria for service.  Such deployment is a resourceful way to use points of access to those who might not find their way, without this “lucky” circumstance.  Staff participation is often “off the clock” taking place on weekends.  Describing this addition to their workload, none of the staff expressed any sense of burden.  Rather, there were expressions of satisfaction at taking on aspects of a client assistance specialist.
Aspects of the Programs that Need To Be Developed Further
As of January 1, 2003, the Maryland Child Care Administration imposed a waiting list on the Purchase of Care Program.  At the end of April 2004, there were 1557 families for 2,408 children on this waiting list.  As of October 27, 2003, the Working Parents Assistance Program mandated a waiting list.  By the end of April 2004, 179 families for 268 children were waiting.  Referrals have been made to other funding sources, but without follow up there is no measure how these families have fared.
Suggestions for Improvement
1. During periods of continued impositions of waiting lists, keep providers and the public informed about the status of waiting lists and when appropriate, protocols that will be in place when the imposition of the waiting lists are lifted.
2. When waiting lists are lifted, expedite processing of initial and re-certification by continuing any cross-training of the staff to ensure accuracy and quality control, as well as alacrity.
3. In the meantime, effort should be made to embed outcomes for quality of child care in the measurability criteria.
Additional Comments and Recommendations

1. Consider sponsoring a forum for information exchange among peer DHHS programs, as well as related organizations, where linkages with families receiving assistance for child care are likely to have been known prior to application to POC/WPA e.g., SSI; Food Stamps; HOC; Medical Assistance; Child Support; as well as with those organizations/programs to whom referrals are made by POC/WPA at any time during a family’s contact with the Child Care Subsidy Programs.  The goal would be to imagine and set down a continuum of service for these families build upon a data system that would allow greater transparency as they move through this continuum measuring their progression, so as to better document the impact of dollars for child care on the safety and self-sufficiency of the families served.
2. If there is no legal prohibition, prepare a packet of the various training resources available to child care providers at the time of client certification.  Consider giving the packet to the client to give to the selected child care provider.
3. If not being done, consider inviting representatives of the Commission on Child Care to a general staff meeting to describe their current and future plans as an organized advocate for child care in Montgomery County.
4. Consider seeking a volunteer (summer intern/graduate student or a retiree with a skills set including social research) to prepare a series of trend notes citing source, author and applications highlighting research in child care subsidization and related studies to be given to POC/WPA staff as part of “resource kit” to supplement staff development.
Special Note
The recommendations of the Working Parents Assistance Program Final Community Review Report from August 2000, under Work of the Program that Needs to be Further Developed, mentions the following:

1. The measuring of the long-term effects for those clients who receive a subsidy.  This should include dropouts, as well as “graduates” of the program.

2. Use partnerships/relationships with other agencies and organizations for outreach and needs assessment rather than using WPA staff.
SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Aspects of the Programs that are Exceeding Expectations
· The prospective client is introduced to the program in many positive ways such as flyers, outreach programs, child link programs, etc.  A client interviewed said,” information is everywhere you turn.”
· The bilingual staff is available at all times to help translate and do screenings, which enables the program to reach anyone in the county who is interested in the information. 
· Case workers have developed excellent working partnerships with clients.
· After speaking with case workers and clients, it seems evident that the program exceeds expectations because the strong processes of the management work hand in hand with deep caring commitment.
· The program is accessible to the client whether it be on the telephone or by walk-in.
· The prospective client enters a friendly, clean, orderly and efficient atmosphere; which sets the tone for a positive meeting.
Ways in which the Programs are Meeting Expectations
· When a client is given forms, the caseworker or the receptionist provide help whether it be clarifying questions or a needed language translation.
· The case workers emphasize referral programs for assistance more strongly due to the waiting list.
· The programs are using feedback from evaluations given to the parents and evaluations given to the providers to meet the needs of the clients.
· The staff is working diligently to install the automated system.  This will certainly help the programs.
· The staff has a common goal:  to work as a unit for the good of the client.
· There is a spirit of caring and cohesiveness in the Child Care Subsidy Programs.
· The programs are meeting the customers’ expectations in promoting access to case managers and management supervisors.
· Many clients need more time to understand the forms and regulations.  This service is provided by telephone or in person.
Aspects of the Programs that Need To Be Developed Further
A form of counseling woven into the programs that would address the underlying causes and ramifications of single motherhood would be helpful.  If guidelines for counseling could be introduced, many clients and their children would benefit.  If a possible partnership could be developed with a social service agency to do counseling for single mothers, a great need would be served.  A group meeting could also be held one or two hours a month.  This would help clients with setting future goals for themselves and their children.
Suggestions for Improvement
· A suggestion was made by a client that evaluation of cases should be a shorter period.  This example was in connection with child support.  A more accurate assessment could be achieved if the assessment was not of that duration.
· Funding the program is a necessity so that the waiting list can be lifted and the dedicated case workers could then serve more people.

· If two or more case workers are hired in July, this could lessen the number of cases for the existing staff.

Additional Comments and Recommendations
· A review of the client evaluations indicated that a few clients would like a quicker return on their vouchers.  This system could be remedied with the new automated system.  Additionally, some clients mentioned that their telephone calls were not answered as quickly as they would have liked.  After the panel spoke with many case workers, it seems that the case workers make every effort to return calls as soon as possible.

· A comment that was on one of the evaluations should be put up on the bulletin board.  The client said,” I am so glad to go to work.”  This demonstrates a job well done by the programs’ staff members.
· The declaration of a mother of three who has received a financial subsidy over an extended period of years (with time out of the system and later recertification, when warranted) captures the high standard for access she experienced when she said,” Its impossible not to know about this program.  There are posters everywhere and in several languages.”
· Another recipient was unequivocal in her testimony to her caseworker’s diligence and responsiveness.  She said,” I can always count on her to do the best by me.”   Staff’s diligence in the assistance for certification and recertification was iterated in over 90% of client evaluations.
SECTION III:  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Aspects of the Programs that are Exceeding Expectations
· The Child Care Subsidy Programs have a strong experienced staff of 31 merit employees who are highly dedicated to its mission. 
· The staff’s bilingual strength enables it to effectively respond to the County’s diverse community, as well as carry on extensive outreach activities to publicize the program.  
· With the advent of the office integration of the WPA and POC programs, management has successfully cross-trained the staff.  This makes it possible for clients, who may move from one program to the other, to retain the same case manager.

· It was very clear to the review team that the office has strong management skills, is extremely well-organized, sensitive to the needs of clients and staff members are highly experienced.  The combination of this effective management and the excellent staff results in an exceptionally well-run program benefiting the clients.  In addition to the panel’s own observations, the evaluations reviewed and several conversations with clients as well as a provider, support this conclusion. 

Ways in which the Program are Meeting Expectations
· The staff is engaged in two major tasks:  one is to assist clients in seeking a subsidy for their child care needs and counseling them as appropriate; and the other is managing the fiscal aspects of the program, tracking, processing and checking final documents; which enable providers to receive their funding in a timely manner. 
· Staff members respond to clients, process applications and provide appropriate documentation to ensure that the needs of the clients and providers are met. 
· The staff has developed effective partnerships with a number of other County programs, which enables the staff to offer outreach to publicize the program, as well as when appropriate, train providers

Aspects of the Program that Need to Be Developed Further
· While the staff is adequate in size to meet current demands for their service when the waiting lists are unfrozen (which could occur as early as July 1, 2004), the two vacant case worker positions need to be filled.  Each case worker currently handles approximately 130 cases.  All of the cases on the current waiting list would have to be reviewed and updated.

· Given that the Child Care Subsidy Programs work closely with the child support program staff, additional integration of these staff within the Department should be examined in order to streamline further customer service. 

Suggestions for Improvement

The staff currently utilizes technology effectively in tracking clients, processing fiscal documents and communicating with providers.  However, additional efficiencies have been identified and the staff is currently involved in helping to design a new automated system for POC.  The managers are also seeking to move the WPA automated system to the new platform of the Applied Integration Finance.  The program would benefit if the County gives a priority attention to this effort.

Additional Comments and Recommendations
The reduction in state funding of the POC program by $1,780,000 from FY03 to FY04, combined with the reduction in the amount of the subsidy and increase in parental co-payment,  has resulted in the growing unmet need for child care subsidy in Montgomery County.  The waiting list for POC, which began in January, 2003, of 1557 families and 2400 children, together with the WPA waiting list of 179 families and 268 children, understates the extent of the need for these services in Montgomery County.  No doubt many who might seek help may not even try to apply, given the size of the current waiting lists.  
While additional funds would be helpful, the first step is for the State to allow the current members of the waiting list to join the program.  Given the existing guidelines, the County is not able to even utilize current state funds.  The additional $125,000 for FY05 in County funds for the WPA program will permit removing only 30 from the current waiting list.  The review team noted the compelling need for additional funding for the Child Care Subsidy Programs, given the critical role it plays in allowing families to remain intact and for mothers to work and raise their children to avoid joining the ranks of the homeless.

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 Care Subsidy Programs Community Review:
Exceeding Expectations
· 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 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 viewed the category as positive performance.
Not Meeting Expectations

· 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
	
	
	2
	
	2
	5

	Subtotal =  16 out of a possible 20*
	

	*Possible score reduced from 45 to 20 because the program is measuring quantity outcomes and items #5-8 that are scored n/a refer to quality measures.  Please see the first and second paragraph of the Preface for the Achieving Outcomes Summary on page 6 for more information.
	


	
	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
	
	
	4
	
	
	1

	Subtotal =   12 out of a possible 20*
	

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


	
	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. Identifying additional partnerships
	
	
	
	
	(
	

	Frequencies
	
	
	1
	2
	1
	1

	Subtotal =   16 out of a possible 20
	


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
	
	
	2
	4
	5
	

	Subtotal =  47 out of a possible 55  
	


	
	Score

	B. Responding to the Needs of 

     Customers
	1
	2
	3
	4
	5
	N/A

	1. Offering services consistent with goals 
	
	
	
	
	(
	

	2. Offering services that are readily available
	
	
	
	
	(
	

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

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

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

	6. Maintaining a waiting list 
	
	
	(
	
	
	

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

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

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

	Frequencies
	
	
	2
	2
	5
	

	Subtotal =  39 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
	
	
	2
	2
	
	

	Subtotal =  14 out of a possible 20
	


SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

	
	Score

	A. Supporting Outcomes through

Personnel
	1
	2
	3
	4
	5
	N/A

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

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

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

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

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

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

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

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

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

	Frequencies
	
	2
	4
	
	3
	

	Subtotal =  31 out of a possible 45
	


	
	Score

	B. Supporting Outcomes through 

      Budget
	1
	2
	3
	4
	5
	N/A

	1. Budget reflects and supports program goals
	
	
	(
	
	
	

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

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

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

	Frequencies
	
	1
	3
	
	
	

	Subtotal =  11 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
	
	
	5
	
	
	

	Subtotal =  15 out of a possible 25 
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