	Foster and Adoptive Parent Services Unit Community Review


The Community Review of the Foster and Adoptive Parent Services Unit was conducted Monday, March 10 through Wednesday, March 12, 2003.  The review panel included Mr. James Robinson, Ms. Doris Brott and Ms. Sidney Schiller.
This report is divided into the following four parts:

1. Program Description

2. Review Process

3. Summary of Findings, which summarizes the reviewers’ findings about the program’s performance in each reviewed area.  This part also includes recommendations and suggestions for improvements.

4. Review Scale with Results and Comments that includes a description of the areas reviewed and the review scale and the review areas with the panel’s scoring results.

Program Description
The Foster and Adoptive Parent Services Unit is a program under Child Welfare Services.  The unit assures compliance with licensing/approval requirements for foster and adoptive families.  The program matches children with appropriate approved resource families and provides supportive services to foster and adoptive families.  Pre-service and in-service training programs are also provided to the families.  The unit’s mission is to recruit, develop, approve and retain foster and adoptive families and to match foster and adoptive children with resource families that can meet their special needs.
The Foster and Adoptive Parent Services Unit consists of 15 employees.  This includes a supervisor, social workers and contractors.
Review Process
To gather information about the program, the reviewer’s met initially with the Chief of Child Welfare Services for an introduction to Child Welfare Services (CWS).  An overview of the Foster and Adoptive Parent Services Unit was presented by the program’s supervisor.  The reviewers were given a tour of Child Welfare Services.  During the tour they were able to speak with the acting supervisor of the assessment unit, a lead social worker for a foster care unit, the adoption supervisor and several administrators.  They also met with the screening supervisor and observed where the telephone calls initially come in for reports of neglect and abuse.
The reviewers watched presentations from staff members on such processes as recruitment, pre-service and in-service training, a home study, special projects and others.  They also met with a panel of foster and adoptive parents and the vice-president of the Foster Parent Association.  This gave the reviewers an opportunity to hear the foster and adoptive parents talk about their personal situations and to ask the panel questions.  Also, one reviewer was able to speak with a child’s attorney and social worker to learn more about customer satisfaction.  
To assist the panel with their findings the following documents were reviewed:

· Program Self-Assessment
· Annual Reports

· Family of Measures Sheet

· Brochures/Fact Sheets

· Program Statistics

· Application Forms
· Evaluations/Surveys

· Organizational Charts

· Position Descriptions

· COMAR Regulations

SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary 

Aspects of the Program that are Exceeding Expectations 
· The program staff at all levels, are clear about the goals of the program and how the program outcomes contribute to the community-wide mission.

· Accountability for program tasks via CIS (Client Information System) is excellent.

· Key results desired are clearly addressed with all staff through regular weekly supervision.

· Each newly licensed foster home and adoptive home is reviewed by the program supervisor to ensure compliance with COMAR regulations and as a quality control measure.  Each reconsideration is reviewed as well.

· The program uses a full range of recruitment and retention strategies that have proven to be successful.  Experienced and competent staff offer information meetings at several sites, several times each month and quickly respond to telephone calls from licensed and perspective foster and adoptive parents.

· The staff position within CWS that specifically assists with access to medical and dental services or other problematic medical situations which the foster/adoptive parent encounters is quite helpful.
· The program is able to track all data on Child Protective Services (CPS) complaints and investigations on foster homes and the disposition of each.  The program has a written procedure for how and when they participate with the CPS investigators.

· Partnerships within the department and with other levels of government are appropriately incorporated in the program (other child welfare staff, the State office, Council of Governments, police, etc.).  Also, partnership relationships with the Child Welfare League of America, the Foster Parent Association via the liaison staff person who participates and assists with the monthly newsletter and all other Foster Parent Association activities work very well.
Aspects of the Programs that are Meeting Expectations
· Charting results and tracking outcome measures on an individualized and per element basis is available.  There are checks and balances to validate computer input.
· A supervisory reporting system that tracks information on how many children have planned and unplanned placements is in place.

· The identification of unmet program needs such as the number of homes needed for teens and special needs infants and children and the need for increases in day care reimbursement to foster parents.
Aspects of the Programs that Need To Be Developed Further
· “Matching” (cultural diversity) is one of the program’s desired outcomes.  Development of a system whereby non-optimum matches can be tracked is needed.
· The monthly “Recruitment Activity” report reflects the zip codes of newly assigned perspective foster/adoptive parents.  The zip codes for each African American church visited (and the number of visits) might offer helpful information for ongoing recruitment strategies.
· Reports that reflect the number of foster parent adoptions (from the total number of available children) and specifically for the children already in these homes would be helpful.
Suggestions for Improvement
            The following reports and analyses would be helpful for the program: 
· Yearly reports of program activity compiled from already available data, some of which is reported in monthly and quarterly reports.  
· Summary reports on all recruitment activity (in categories) and an analysis of those activities as the data related to program outcomes.

· Yearly summary reports with a comparison of outcomes in other jurisdictions and other States.

· Analysis, on a yearly basis, of foster home retention – how many closings, regular or restricted and why.

· A comprehensive analysis of the impact of limited day care reimbursement on recruitment (persons who self-screen out) and retention. 
Additional Comments and Recommendations
Once reliable data and case specific information is available per limited day care reimbursement, a position paper should be made available for the service area chief.  

The two program pamphlets – “All about Adoption” and “Become a Foster Parent” are clearly articulated.  However, there is no telephone listing in the telephone book for foster parents (only a TTY number).  The advertisement in the Gazette for information meetings omits a telephone number as well.  The county pamphlet – “A Guide for the Community” omits entirely the Foster Parent Program other than a listing in the pamphlet index.  

SECTION II:  PROVIDING CUSTOMER SERVICE

Summary
Aspects of the Programs that are Exceeding Expectations
· From the information gathered from the program’s administrator, a child’s social worker and attorney, the majority of the children’s and the foster parents’ needs are being met with exceeding expectations.
· The recruiting program is extensive and placed in areas of communication where people who have an interest can easily have access to the information.  
· The matching of children with resource families seems to have an exceptional base.  This area is a major part of the foundation for the whole program.
· The child and parent social workers are dedicated to meeting the child’s needs at all levels.  
· The program is successful because every component is concise, and the rules are clear and carried out to the best of everyone’s ability.
Aspects of the Programs that are Meeting Expectations
· The parents’ expectations of the agency, social workers and the courts are met because they feel the rules and regulations are designed to meet the child’s needs, which is their prime concern.  The social worker spoken to felt the needs are met for the children in the majority of the cases.  The attorney also thought the children’s needs are being met in most cases.  Parents indicated the training program was adequate, as were the resource information services and assistance in filling out a multitude of forms.  
Aspects of the Programs that Need To Be Developed Further
· From the interviews, the training program does not appear to meet the needs of approximately 30% of the foster care parents.  A training area mentioned was the need for medical information.  In terms of medical needs, parents were not as knowledgeable on all aspects of their responsibility, such as what actions to take at home, questions to ask at the hospital or other people involved with the child’s care.  Parents also indicated that they should possibly have more authority to make decisions for children in their care.  This would be more efficient in many cases particularly for medical issues.
· Parents felt they had to put out a great deal of money, especially for child care.  Although child care is a State issue, it is an important issue for parents.  
· There is also concern of informational resource material.  It was indicated it would be more beneficial if more material was made accessible to the parents.
Suggestions for Improvement
· Although there is a standard procedure for the training program, every parent comes with different needs.  If the foster or adoptive parent has not had children or is not use to being around children, their basic or frame of reference is different than the parent who has had the experience of being around children.  Parents could be split into two groups and after the training has finished, the social work team could evaluate each situation to see if further training is needed.  The hours that are offered toward the six hour requirement yearly might not meet every parent’s needs.
· In cases where the parent needs more authority for medical crisis or for other instances, maybe limited authority could be given in special circumstances.
· Representatives from the Foster Parent Association voiced concerns about delays in the Termination of Parental Rights hearings – up to six months.  If the foster care child staff sees this as a problem, they might want to periodically discuss court time as an issue with the foster/adoptive parents.
Additional Comments and Recommendations
As a whole, the agency, the social workers and the attorneys are to be commended on a job very well done.  The effort, enthusiasm and knowledge that has been put into the Foster and Adoptive Parent Services Unit should be applauded.

SECTION III:  BUILDING AN EFFECTIVE INFRASTRUCTURE
Summary

Aspects of the Programs that are Exceeding Expectations
· The quality of staffing is well matched to program needs.
· Program uses management techniques which ensure that staff are effectively working to meet goals.

· The agency is organized in its rules and regulations.
Ways in which the Programs are Meeting Expectations

· The ongoing training for staff, collaboration with community partners, regular review of caseloads and progress reports on status of cases are meeting expectations.
· Employee personnel evaluations are rated on specific job responsibilities related to meeting the program’s mission.

Aspects of the Programs that Need to Be Developed Further
· To be developed further is a way to integrate basic knowledge about program funding and budget into other aspects of information about the program.  Program personnel should have basic knowledge about the program budget.
Additional Comments and Recommendations
Building an effective infrastructure will be a major challenge in the short-term as well as the long-term, given the economic outlook ahead.  Building an effective infrastructure will not be the only challenge - maintaining an effective infrastructure will be as much of a challenge.  This reviewer’s observation is that the Foster and Adoptive Parent Services Unit may have a difficult time competing for limited resources as contrasted with some of the better-known child welfare service programs.

In summary, it is impossible to have an effective Foster and Adoptive Parent Services Unit without an effective infrastructure.  Very often infrastructure is sacrificed in behalf of program services.  Unfortunately, because complete budget data was not reviewed, it was difficult to determine if the infrastructure would hold its own with other program services during the period of budget constraints.
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


              Exceeding
     
Expectations


  Expectations

        
Expectations


   1

       2


3

      4

        5

The panel used the following definitions of the rating scale for Foster and Adoptive Parent Services Unit:

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
	
	
	1
	4
	4
	

	Subtotal =  39 out of a possible 45
	


	
	Score

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

	1. Using a standardized assessment tool to measure success
	
	
	
	
	(
	

	2. Using a computer to collect and track program outcome data.
	
	
	
	
	(
	

	3. Identifying/setting targets for outcome measures
	
	
	
	
	(
	

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

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

	Frequencies
	
	
	
	2
	3
	

	Subtotal =  23 out of a possible 25
	


	
	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
	
	
	
	
	4
	

	Subtotal =  20 out of a possible 20
	

	Comments:
An evaluation of the program’s level of performance in the area of “Achieving Outcomes” is based primarily upon reports and written materials provided by the program supervisor and those requested by the reviewers.  Prior to the review, documentation and evidence that supports the program self-assessment would have been helpful.  The following are examples of such documentation:
· Reports of CPS investigations – foster homes.
· The breakdown of the foster care child population as to cultural diversity in relation to the breakdown of the foster home population and number of spaces.
· Listings of conferences attended by staff.



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
	
	
	
	10
	1
	

	Subtotal =  45 out of a possible 55
	


	
	Score

	B. Responding to the Needs of 

     Customers
	1
	2
	3
	4
	5
	N/A

	1. Offering services consistent with goals 
	
	
	
	
	(
	

	2. Offering services that are readily available
	
	
	
	(
	
	

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

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

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

	6. Maintaining a waiting list 
	
	
	
	
	(
	

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

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

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

	Frequencies
	
	
	1
	3
	4
	1

	Subtotal =   35 out of a possible 40*
	

	*Possible score reduced from 45 to 40 because item #7 is not applicable since there is no waiting list as this time.
	


	
	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
	
	
	4
	
	
	

	Subtotal = 12 out of a possible 20 
	


Comments:
· Program should address foster/adoptive parents’ satisfaction with training sessions and their rights and responsibilities with respect to the child’s medical needs.

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
	
	
	
	3
	6
	

	Subtotal =   42 out of a possible 45
	


Comments
· The current staffing of the Foster and Adoptive Parent Services Unit is seven full-time, three part-time and four contractual part-time staff persons.  This represents optimum staffing, especially in view of the current economic circumstances.

· Ongoing staff training and conferences is one important management technique to ensure that the program’s mission is being accomplished.  
· Staff training is required to maintain professional licenses and certification.

	
	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
	
	4
	
	
	
	

	Subtotal = 8 out a possible 20
	


Comments
· It was unclear whether the current budget is sufficient to support the program’s mission.  Foster and Adoptive parent staff provided the information accessible to them, but primary budget data was not reviewed.
	
	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 =  20 out of a possible 25
	

	Comments:

· Staff members believe that they have appropriate and sufficient technology to support its work at the present time.  Technology such as e-mail, pagers, voice mail and laptops are available and utilized when working with consumers.  A new state of the art computer described as “Chessie” and authorized by the State of Maryland is anticipated technology, which will have a significant impact on the ability of staff in support of the program’s mission.
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