Silver Spring Emergency Services Community Review

The Community Review of Silver Spring Emergency Services was conducted June 4, 6, 7 and 8, 2001.  The review panel included Dr. Jeremiah Floyd, Mr. James T. Marrinan and Ms. Janice Stanton.  This is the ninth program reviewed in FY’01.

This report is divided into the following four parts:

1. Program Description

2. Process for the Review

3. Summary of Findings that has summaries of 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 results, comments and scoring.

Program Description

The County’s Emergency Services Program alleviates or prevents primarily housing-related crisis situations for residents.  Social workers and community aides assist clients through crisis intervention methods, case management, counseling and referrals.  Emergency Services is regionalized through the County’s three main service centers located in Silver Spring, Rockville and Germantown.  Homeless families are screened for shelter services through one of the Emergency Services offices.  Initial assessments of homeless single adults are conducted at the Crisis Center.

Staff provide crisis intervention services that include emergency financial assistance and/or shelter to families or adults who are homeless or at high risk of losing their home, victims of individual or community disasters, or persons stranded from the home.  Staff identifies customers for the Welfare Avoidance Grant (WAG).  This grant is given to a customer who is technically eligible for Temporary Cash Assistance (TCA) but has an immediate crisis that is preventing them from working.  WAGs can also be used instead of TCA to handle an employment-related crisis that might otherwise result in job loss or to obtain employment.  The Employment Support Grant (ESG) is administered to clients through the program for TCA recipients in need of financial support for employment-related expenses and emergencies.

Emergency Service staff coordinate referrals and placements for homeless families and oversee services for homeless families placed in emergency shelters and motels.  Homeless adults without children are provided case management.  Supportive Housing Clinical Teams provide case management services to families in supported housing programs through the Housing Opportunities Commission, State Rental Allowance Program and emergency shelters.  Case management is also provided to the hard-to-serve TCA participants. 

Additionally, staff determine eligibility for the Maryland Energy Assistance Program (MEAP) and Electric Universal Service Program (EUSP) that provides assistance to low-income families to help with home heating and electric costs.  Staff also assist eligible clients with The Rental Assistance Program (RAP) that provides limited rent assistance to those in need.

Process for the Review

The reviewers initially met with the Chief of Crisis, Income and Victim Services (CIVS) to learn more about the three Silver Spring CIVS programs being reviewed, Emergency Services, Income Supports and MAXIMUS (a contract program that assists customers with the job search process and job placement).  The CIVS Chief discussed with panel members how the three programs are interrelated and services are integrated for efficient customer service.  At the Silver Spring Center, the Emergency Services supervisor along with the Manager and two supervisors of Income Supports oriented the reviewers to both programs.  A tour of the Silver Spring site was given, including both the Income Supports and Emergency Services offices.  

During the review, the Homeless and Shelter Services lead worker discussed the work with homeless families, the County’s family shelters and motel placements.  She also described the County’s Homeless Tracking Database that coordinates services for homeless customers.  Two seasoned social workers II explained services provided to customers, the CARES computer system and how caseloads are managed.  Reviewers observed interviews with clients by the community aides and social workers.  

The Vietnamese-speaking and Spanish-speaking community aides talked about the specific needs of clients they work with particularly those who do not speak English or may be new immigrants.  A social worker III also discussed case management services for refugees accessing the program.  The reviewers talked with the Employment Services staff members who work with hard-to-serve clients and conduct the orientation for eligible TCA clients.  A reviewer sat in on the orientation.   Reviewers observed the reception area and the front office to see the intake and screening process for the customers. 

Panel members heard from the Emergency Services Supervisor more about program needs.  The Administrator for all three Emergency Service offices gave additional background and overview information.  A Supportive Housing Continuing Services social worker explained the supported housing programs and a senior aide from the Jewish Council for the Aging explained the volunteer arrangement. 

A volunteer from Ministries United for Silver Spring and Takoma Park (MUSST), which has an office in the Silver Spring facility, described how MUSST partners with Income Supports and Emergency Services to serve clients.  The team leader for the Silver Spring Care Coordination Team discussed how referrals from Income Supports and Emergency Services are brought to the team.  Reviewers also met with the Customer and Building Services Coordinator about the upkeep of the Silver Spring facility.

To assist the reviewers with their findings they reviewed the following documents:

· Program Self-Assessment

· Program Brochure

· Program Measure Information

· Staff list 

· Request for Hearing Form and Administrative Review Request

· Job Descriptions

· June 2001 Approved Staff Training and Leave Calendar

· Information and Application for the Rental Assistance Program

· MUSST Referral Forms

· Request for Emergency Assistance

· Bethesda Cares Intake Forms

· Care Coordination Team Referral 

· Information given out at the TCA Orientation including information on child care and employment resources

· A Family Self-Sufficiency Checklist

· Lists of Financial Assistance Available From Emergency Services

· Records of Motel Placements from January 2001-May 2001

· Emergency Services Shelter Application

· Staff Schedules

· Copies of Staff business cards

· Daily Log In Sheet of New Applicants

· Information on the Front-end Fraud program

· Copy of an Agreement of Responsibilities and Policies of DHHS Hotel/Motel Customers

· Autobiography outline used with customers

· Petty Cash Voucher form 

· Client Inquiry and Request Form

· Referrals to the Crisis Center and Addictions Services Coordination

· Emergency Services and Income Supports Booklet

.

SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary

Aspects of the Program that are Highly Commendable

· Program has a highly qualified, experienced and dedicated staff.  Social workers have master’s degrees and are state licensed.
· Program accesses the Care Coordination Team for complex cases.
Ways in Which the Program is Meeting Expectations

· Program is providing services to those in obvious need.

Aspects of the Program that Need To Be Developed Further

· Develop a means to measure program success not only for community-wide purposes but also for individual cases.

Suggestions for Improvement

· Research is needed to determine the degree of the long-term positive impact of emergency services.

Other Comments and Recommendations

It is clear that a major low-income housing crisis exists in the County.  A comprehensive public/private strategic plan is needed (if one does not already exist) to address this obvious need.  A strategic plan should set in motion the effort needed to build or renovate housing to meet this crisis.  The County Executive, County Council, MD-National Capital Park and Planning Commission, Department of Health and Human Services (DHHS) administration, state officials, community advocates and others should be involved with this strategic plan.  Additionally, the general public is not aware of this looming crisis.  A public awareness campaign would be helpful to inform the public about the extent of this issue.

Through the review of documents and questioning of interviewees, the panel searched for numerical evidence that could show the program’s success or lack thereof.   While the panel fully accepts the premise that progress is achieved through measurement, they were careful not to become myopically focused on numbers and not to overlook the positive consequences of effective action and activities.

SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Aspects of the Program that are Highly Commendable

· The quality of education, experience and dedication of the staff leading to excellent customer service is commendable.  
· The respect and courtesy shown to the customer is professional and caring.   The program is customer oriented.
· The Silver Spring Care Coordination Team is a best practice effort serving both Emergency Services and Income Supports especially with hard-to-serve families.  
· The integration of Emergency Services and Income Supports is a positive step for better and more efficient customer service.
· Program is located in a well-maintained facility.


Ways in which the Program is Meeting Expectations

· The on site availability of staff speaking Spanish, French, African and Vietnamese languages is a great service for the diverse population coming into the Silver Spring center.  Apparently, many customers are illiterate in their own language and speak no English.  
· Customer expectations may not be immediately met and some do not qualify for the benefits they thought they would, but observed staff seemed skilled and caring in providing the best possible benefits to a particular customer or family.  
· As quick service as possible is provided customers about to be evicted or already evicted, with staff sometimes doing weekend duty.
Aspects of the Program that Need To Be Developed Further

· Further oversight of lobby educational materials and available videos is a need.

· Better communication through foreign language brochures, forms and signage would be useful.

· Cleaner, more pleasant interview rooms would assist the program.

· Affordable housing availability is a crisis need in view of most of the staff and management

· Ensure that an analysis of the feedback from the completed Emergency Service DHHS Report Cards reaches the staff.

Suggestions for Improvement 

· Better communication to staff from the Emergency Services’ Rockville headquarters office regarding any change in policies is needed.  A uniform system of e-mail or hard copy to all employees could be used so that they may better do their jobs.  This would assist in staff receiving information in a more timely way to alert customers to any changes.

· Follow up on customer evictions at six months and one year should be done.
Additional Comments and Recommendations

More outreach in a variety of languages selected based on solid research to inform people in need of the location and services of the Silver Spring center.  Outreach can be made throughout the community to community organizations, police departments, post offices and churches, etc.

The overall impression of the facility and staff regarding customer service is one of respect, professionalism and courtesy to the people served.  The staff interviewed and observed seem dedicated, like the customers and try to make certain they understand the often complicated procedures and requests.  Staff members genuinely want to make a "success" of their cases.  A number of staff members speak more than one language.
Informational brochures on parenting, nutrition, depression and other topics would enhance the time spent by customers waiting in the lobby to be served.  The panel pointed out that a better use of the lobby TV would be for educational purposes to the captive audience.  This was done during the week of the review.  The Customer and Building Services Coordinator also immediately arranged for suggested brochures on mental health issues.  Some brochures are currently there and waiting customers were seen reading them.

The method the office has implemented for intake, moving customers through the lobby and screening customers seems to work smoothly for the most part.  However, the wait can still vary from a few minutes to three hours when the board is full.  All clients who walk in with an emergency are seen the same day.  If the wait will be long, the customer is told.  Clients are screened and then scheduled to see a staff person to be interviewed and assessed.  On Wednesdays, during staff paperwork day, any client with an emergency will still be seen.  A client that is homeless and needs services after business hours or during weekends can go to the Crisis Center.  Efforts are made by staff to ensure that all clients who have emergencies are safe.

Paperwork is rampant with long forms, small print, many only in English and some reproduced to unreadability.  Informational brochures produced by the County seem to be largely in English only.  The diversity of languages in the County supports more foreign language materials.   Computerized methods of capturing demographic data would enable an accurate analysis of exactly which languages are most frequently used. 

The usual lack in government of enough resources such as staff, space and up-to-date equipment was an impediment to better customer service.  Computers were down at least once during our visit as well as e-mail on another day.  Apparently the fax machines are slow.  Emergency Services has not had a staff increase in ten years despite more customer needs and more complicated cases.  Staff still provided customer service with professionalism and calmness.

SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Aspects of the Program that are Highly Commendable

Program has 16.5 full-time and three part-time staff members employed in this area.  They are deployed in four distinct work units. Over half of them are social workers and two of these persons function in a lead worker capacity.  One supervisor oversees the functions at the Silver Spring office.  Of necessity, staff members have some overlap in functions.  However, this does not seem to impede their delivery of services.
Ways in which the Program Is Meeting Expectations

The Emergency Services intake operation was observed.  The intake system seems somewhat antiquated but appears to works well. Central to its functioning is the logging in of cases on the “boards.”  These “boards” are kept open between 9:00 a.m. and 3:00 p.m.  All customers that walk-in with an emergency are seen the same day even if the board is filled.  Personnel performing the intake function and social workers and community service aids observed were highly professional in performing these duties with distinction and compassion.

Aspects of the Program that Need to Be Developed Further

The Family Shelter Program that struggles in a competent manner, to current and emerging needs and demands, suffers from impositions of the society that seems intractable.  Waiting lists are much too long.  A high percentage of needy clients have poor credit records that impede timely placements.  The overflow of families that are homeless who are housed in motels is reaching a crisis portion.  The staff is managing as best they can but unless relief is found, a catastrophe looms ahead.
Suggestions for Improvement

The panel was informed that changes in local, state and federal policy that affect the functioning of individual programs are not communicated to all Emergency Services offices in a consistent, timely and uniform manner.  This may cause problems in the even administration of eligibility and other standards in the programs.  It is recommended that an e-mail communication system be implemented and used to disseminate information in a uniform and timely manner.

Additional Comments and Recommendations

Reviewers were immediately awestruck by the complexity of the Emergency Service and Income Support Programs.  The panel saw that the variety of emergency, and also routine services, handled by professional and support personnel for individuals and families in need are immense. The volume of regulations and rules that apply to the administration of these programs are, for all practical purposes, incomprehensible to the general citizenry the panel represents.  Yet, the people employed in DHHS to deliver and manage these programs exhibited the flexibility and dexterity that a rapidly changing society demands. Viewing it first-hand, one can only admire the staff’s tenacity and forbearance.

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 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:  

Not Meeting


    Meeting


                 Highly 

     
Expectations


  Expectations

        
Commendable


   1

       2


3

      4

        5

The panel used the following definitions of the rating scale for the Silver Spring Emergency Services review:

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 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 Key Results
1
2
3
4
5
N/A

1. Supporting community wide outcomes 



(



2. Able to describe the key result



(



3. Able to describe how key result was determined



(



4. Using research to achieve results



(



5. Clearly articulating the key result in program descriptions and publications 



(



Frequencies



5



Subtotal = 20 out of a possible 25


Comments:
· According to the Program Self-Assessment, the community-wide outcome the program supports is “assisting citizens to resolve various emergencies, primarily housing related.”  The key result of “ensuring that citizens received the help and/or referrals they need to resolve their emergencies.”  Program should break down its key result into measurable components by indicating the major types of emergencies the program handles.

· Staff should be aware that the program community-wide outcome it supports in Measuring Progress outcome is self-sufficiency.

· Research is too general.  Program could do more with keeping up with research if additional resources were available.

· Program publication that includes the program’s key result needs to be translated into additional languages.




Score

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

1. Identify program/outcome measures



(



2. Identifying measures of client well-being


(




3. Ensuring that program measures are moving in the right direction



(



4. Measuring information concerning outcomes for individuals


(




5. Using a standardized assessment tool to measure success
(






6. Gathering information concerning collective success of the program


(




7. Using information about progress toward key results to clarify strategy in reports





(

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

(





9. Identifying targets for all program measures

(





10. Comparing the program/results trends with other communities, the state or the nation


(




Frequencies
1
2
4
2

1

Subtotal =    25 out of a possible 45


*Possible score reduced to 45 from 50 because item#7 was not observed. 


Comments on Charting Results:
· Program should be measuring other emergency services in addition to housing for the homeless and eviction prevention.  Eventually, the program will need to report beyond these services they provide.  Program needs additional measures.

· The program measure of moving out of emergency housing within 60 days is unrealistic due to lack of housing in the County.

· A well-being measure is in place for the Eviction and Prevention Grants that measures the percentage of households remaining housed twelve months after receiving County-funded emergency service grants to prevent evictions.  

· Staff has no extra time for measuring individual outcomes.

· The program does not have a standardized instrument to measure success.

· The system is not in place to measure and collect the success of the program.  Program is in need of a management information system to collect data.

· For targets for program measures, see targets for Homeless Services and Eviction Prevention Grants in the Family of Measures sheets attached at the end of this report.  Program needs additional targets for other services it provides. 




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
4


Subtotal =  19 out of a possible 20


Comments:

· Program needs to identify additional partners to discuss the affordable housing crisis.

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




(


6. Maintaining information about the program via translation services


(




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
3
1
6


Subtotal =  45 out of a possible 55 


Comments:

· Ensure that the customers fully understand the intake process.

· Calling the clients “customers” adds professionalism in serving those who are requesting services.


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. Documenting the need for services even if there is no waiting list


(




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




(


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



(



10. Demonstrating that staff work well together to serve customers




(


Frequencies


3
3
4


Subtotal =  41 out of a possible 50 


Comments on Responding to the Needs of Customers:

· Program has access to a TTY machine in Income Supports area.

· Not enough parking is available on-site for customers.  Metered parking is available around the center.  Program is accessible by bus and is not to far from the Silver Spring metro station.  Staff can park in a nearby church lot to provide more room for customers in the parking lot.

· The lobby facilities are pleasant with easy access to public restrooms with baby changing tables in both men and women's.  The building looks to be ADA compliant.  A pay telephone is available and under cover. 

· A children's corner is provided and twice weekly, Family Works comes to the center to provide child care and do activities with the children on site while parents are filling out paperwork in the lobby.  Family Works also gives information to parents on parenting skills and other resources if needed.  The agency will bring books and games for the children to use while they are waiting with their parents.

· The Emergency Services’ interview rooms are in need of paint and a more respectful environment for staff and customer.  Space is apparently an issue so that file cabinets are in these rooms with files spilling out.  Staff members sometimes need to interrupt interviews to retrieve files.  

· Long distance calls cannot be made out of the interview rooms to expedite service or gather information.  

· Currently, Emergency Services families are put in motels for two or three times as long as the former 30-day average.  A waiting list of 30 exists for the shelters.


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. Using Information to assess impact of services

(





4. Handling complaints/disputes through a clear written process


(




5. Offering a formal mechanism to make changes in the program based on lessons learned through the dispute process





(

Frequencies

1
3


1

Subtotal =  11 out of a possible 20*


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


Comments:

· Program uses DHHS Report Cards for client feedback.
· Program has a process in place for any clients who disagree with action taken on their case. The client can discuss any disagreements with the supervisor.  A Request for Hearing form can be used if necessary and an appeal form is also 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 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 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 volunteers, consultants or has training opportunities for students?

(





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

(





Frequencies

2
2
4
2


Subtotal = 36 out of a possible 50


Comments on Supporting Outcomes through Personnel:

· Professional and support personnel of diverse backgrounds were well represented in the program. The panel interviewed both professional and support staff members.  All seem to provide able and exemplary services to the highly diverse clientele.

· The caseloads are high and additional caseworkers would enable the unit to expand its services and, at the same time, minimize processing errors. 
· The panel was provided with job descriptions and performance evaluation instruments that are used.  From the process reviewed, it appears that the evaluation program is a comprehensive one. 

· Selected performance evaluation documents, with private data excised, were provided to and reviewed by the panel. This systematic program is up-to-date and being used effectively in the assessment of personnel job performance.

· Reviewers met with the only volunteer for the program, a senior aide through the Jewish Council for the Aging who works 20 hours a week.  More direction is needed in the arrangement with the Jewish Council for the Aging for senior aides.  

· The effective use of undergraduate and graduate students from local colleges and universities would be a large benefit to this program if the factor of limited space could be ameliorated.


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


3


1

Subtotal = 9 out of a possible 15*


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


Comments:

· The panel was informed that the FY ‘01 budget contained approximately $300,000 for this program.  Documents provided data on outcome measures.  However, from the data and the interviews, it is difficult to ascertain the level of budgetary sufficiency, thus it could only be assumed that most, if not all, of the significant needs were being addressed to some degree. 

· No data was available that reflects client recommendations are being incorporated in the budgetary process.


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 is exploring ways to use technology to make its work more effective 



(



5. Program identifies training resources needed



(



6. Program makes use of County or other training resources



(



Frequencies

1
2
3



Subtotal =  20 out of a possible 30 


Comments:

· FAX machines are slow and antiquated.  Technical assistance to address computer glitches is inadequate, both procedurally and qualitatively. One recommendation is training for the users should be updated in this area.  Also, some type of “super users” program could be established so that on-site and readily available assistance for users experiencing difficulty is provided more rapidly. 

· To keep licenses current and up-to-date on emergency service related issues, staff is encouraged to attend trainings.  However, it is sometimes difficult for staff to find time to attend conferences and trainings.  In the Program Self-Assessment, a training need for staff has been identified as working “with clients with personality disorders.”
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