	Medical Assistance Outreach Community Review


The Community Review of the Medical Assistance Outreach Services was conducted May 11-13, 2004.  The review panel included George Cohen, Naomi Plumer and Jim Robinson.
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 Medical Assistance Outreach (MAO) program provides Medical Assistance to indigent and uninsured Montgomery County residents who meet the technical and financial requirements established by the State of Maryland regulations.

Five hospitals in Montgomery County contract with Montgomery County Department of Health and Human Services (DHHS) to pay fifty percent (50%) of the expenses for Medical Assistance eligibility services on site in the hospital.  The hospitals include Holy Cross Hospital, Montgomery General, Shady Grove Adventist, Suburban Hospital and Washington Adventist Hospital.  Federal matching funds pay the other fifty percent of the MA eligibility expenses.  The onsite worker streamlines the eligibility process so customers are able to apply immediately for MA benefits, complete the required face-to-face interview without having to leave the hospital and have consistent and direct contact with the Medical Assistant worker.  The MAO workers make the eligibility determination and the cases are forwarded to the local offices for ongoing case management.  The program also has onsite workers at two public health clinics in Montgomery County.  In addition, eligibility is determined for recipients of the Public Assistance to Adults (PAA) Program.  The PAA program determines cash assistance eligibility for customers in residential rehabilitation and assisted living facilities.  These customers can also be eligible for Medical Assistance.







From the MAO Program Self-Assessment

Review Process
The MAO review began with an overview of Aging and Disability Services by the Chief and the senior administrator.  Next, a program description was given by the program manager and supervisor with a PowerPoint presentation of MAO services.  Reviewers also received program documents.  During the second and third days of the review, panel members each visited different hospital sites to observe MA eligibility services and meet with the income assistance program specialist located at the site.  The hospital sites included Holy Cross Hospital, Suburban Hospital and Washington Adventist Hospital.  Panel members also talked with an income assistance program specialist about the PAA Program and met with the appeals coordinator for the MAO.  The panel wrapped up the review by meeting with the MAO staff.
To assist the panel with their findings the following documents were reviewed:

· Program Self-Assessment

· Maryland Medical Assistance Program Booklet

· Coverage Groups under Medical Assistance

· Maryland’s Children and Health Program (MCHP) Application

· Family Investment Administration Application for Assistance

· Family Investment Administration Application Part II:  Eligibility
· Determination Document for One Person

· Application for Medicare Beneficiaries Only

· Monthly Income and Asset Guidelines for Medical Care Program

· Summary of Procedures for Fair Hearing

· Hospital Contract

· Position Descriptions 

· Outreach Hospital Sites and Location

· Monthly Statistical Report

· Performance Planning and Evaluation Form

· DHHS and Aging and Disability Services Organizational Charts
· Community/Nursing Home Medical Assistance and Outreach Family of Measures Page
· PowerPresentation of MAO Services
SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary 
Aspects of the Program that are Exceeding Expectations
· The program’s description of their impact on those served.
· The linking of outcome measures to the program’s mission.
· The program’s partnerships within DHHS and with outside agencies.
Aspects of the Programs that are Meeting Expectations

· The program provides general information on its mission, outcomes and research.
Aspects of the Programs that Need To Be Developed Further

· A standardized tool to measure program success is needed.
· A computer program to retrieve and track outcomes would be helpful.
· Research is very limited and not disseminated.
Suggestions for Improvement

· Improved information sharing between and among various parts of DHHS through such means as computer data is needed.
· Ensure that clients understand brochure and program material details such as the Maryland Medical Assistance Booklet.
Additional Comments and Recommendations

· Program should consider establishing additional partnerships with faith based organizations.  The program manager has visited churches to explain the program.
SECTION II:  PROVIDING CUSTOMER SERVICE

Summary
Note:  The program’s mission is to provide funding for medical care to eligible, uninsured residents.   According to the Program Self-Assessment and staff input, customer satisfaction is mostly, not addressed; the program’s concentration is on determining eligibility and arranging the funding.
Aspects of the Program that are Exceeding Expectations
· The staff is knowledgeable, accessible, sympathetic and dedicated.
· The absence of a waiting list for service among eligible clients is an indication the program is operating with a degree of efficiency.
· The income assistance program specialists meet clients at the front desk of the hospitals to direct them.
Aspects of the Program that are Meeting Expectations
· There seems to be a sincere effort to address customer problems and solve them in a timely and successful manner.

· After a hospital discharge, there is limited follow up with the customer.

· Program staff has an awareness of the need for language interpreters.  Staff uses the following for language translations:

1. Telephone interpreters;
2. Bi-lingual staff (MAO staff, sub-contractors and hospital staff);
3. Relatives or friends of the customer and
4. Training opportunities.
Aspects of the Program that Need To Be Developed Further
The hospital information desks and telephone operators should have the income assistance program specialist’s name, location and telephone extension readily available for customers and others.
Suggestions for Improvement
· When completing the self-assessment, all staff should be appropriately involved.

· Increased collaboration is needed among other pertinent units such as those that can arrange for cash assistance, food, transportation, etc.

· Better techniques for measuring how well customers think they are being served within the program are needed.  Relying on “thank you” cards and telephone calls as indicator of quality of service is not enough.  Although customer satisfaction follow up is difficult because of confidentiality, customer satisfaction information could be collected at the client’s exit process

Additional Comments and Recommendations
· MAO has listed their needs and concerns in the Program Self-Assessment.
· The OPT/STL staff evaluation form includes expectations for conduct relevant to customer satisfaction.

· Increased staffing at management level is needed for managing work loads and providing coverage during vacations or extended illnesses.

· The following improved communication tools for hospital would be helpful for the hospital-based income assistant specialists:

1. Telephone needs “caller ID”

2. Telephone needs a second line for incoming calls

3. Telephone needs a signal to indicate messages left

4. A pager or other device is needed to reach staff wherever they may be in the hospital
· Hospital income assistance program specialists need office space that provides privacy to ensure confidentiality (it need not be a large space).
SECTION III:  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary
Note:  It is not possible to have a cost-effective program without an effective infrastructure upon which the program will rest.  The program infrastructure means the basic economic, budgetary, personnel, social and other essential elements; which must be in place if there is to be a chance for success in the program, long-term as well as for the short-term.

Specifically, staffing is one of the essential ingredients for determining the effectiveness of infrastructure.  Staffing has to be well-matched to program needs.  Management strategies must ensure that employees are working effectively to meet program goals and performance evaluations should also be synchronized in support of program goals.
Aspects of the Program that are Exceeding Expectations
Program staff is dedicated, bright, innovative and knowledgeable.
Ways in which the Program are Meeting Expectations
The program provides timely service to culturally diverse population such as providing translation services to a variety of speakers of other languages. 
Aspects of the Program that Need to Be Developed Further
The program currently serves as many as 3500 customer annually, and it is logical to expect demand for services delivered to increase over time.
Suggestions for Improvement

· Anticipate that the population served in the future will include significantly larger populations of low-income persons as the immigration influx increases or even remains constant.
· Income assistance program specialist substitutes are needed when someone is out of the office.  Additionally, cross training for staff would be beneficial. 
Additional Comments and Recommendations
The inference, resulting from information obtained by the community review panel, is that building an effective infrastructure in the MAO program may be an extraordinary challenge.  This is particularly true with regard to staffing issues.  The Program Self-Assessment states that during the past two to four years, there has been turnover in five positions.  When asked to identify the program’s most significant personnel strengths, one response was,” outreach workers are very loyal and dedicated to their work.”  The program’s most significant personnel need was identified as not having enough trained staff to perform the duties required.  As a result of a staff shortage, the program noted that they were “not able to perform at the high quality standard that is beneficial” to customers.  
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:  
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       2
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      4

        5

The panel used the following definitions of the rating scale for the MAO 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
	
	
	3
	3
	3
	

	Subtotal =  36 out of a possible 45
	


	
	Score

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

	1. Using a standardized assessment tool to measure success
	
	(
	
	
	
	

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

	3. Identifying/setting targets for outcome measures
	
	
	
	(
	
	

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

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

	Frequencies
	1
	1
	1
	2
	
	

	Subtotal =  14 out of a possible 25 
	

	Comments:

· The program’s self-assessment should correspond with what the program is doing i.e., comparing results with other communities.


	
	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
	
	
	3
	1
	
	

	Subtotal =   13 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
	
	
	6
	8
	
	

	Subtotal =  38 out of a possible 50*  
	

	*Possible score reduced from 55 to 50 because item#7 was not observed.
	


	
	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
	1
	4
	
	2

	Subtotal =  23 out of a possible 35*
	

	*Possible score reduced from 45 to 35 because the program does not have a waiting list.
	


	
	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
	1
	
	
	1

	Subtotal =  7 out of a possible 15*
	

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


SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

	
	Score

	A. Supporting Outcomes through

Personnel
	1
	2
	3
	4
	5
	N/A

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

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

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

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

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

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

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

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

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

	Frequencies
	
	
	6
	
	5
	2

	Subtotal =  31 out of a possible 35*
	

	*Possible score reduced  from 45 to 35 because the program does not use volunteers or students.
	

	Comments:

· More coverage assistance is needed for when staff is ill or on vacation.
· Staff evaluations are performed twice a year.


	
	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

	No score in this section.  Please see comments below.
	

	Comments:  

· In order to effectively evaluate supporting outcomes through budget, the panel needs to review a more detailed budget statement including the amounts, sources of funding and a more explicit accounting of expenditures for the most recent fiscal year.

· The issue of budget in building an effective infrastructure for the program is for all practical purposes a non-issue.  The budget for FY03 was $1,670,204.05 to be used for salaries, travel reimbursement and supplies.  In other words, the budget for delivery of services other than the items mentioned above was not within the purview of MAO.  Nonetheless, all persons who needed the services provided by the program receive them in a timely and appropriate manner.  The budget is determined at the State and/or federal level.  This does leave open the question of budget utilization as an instrument for building infrastructure in MAO.


	
	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
	
	
	
	1
	4
	

	Subtotal = out of a possible 25 
	

	Comments:

According to the Program Self-Assessment, MAO staff believes it has the appropriate technology to support its work.  The staff has access to the state-automated system know as the Client Assistance and Resource Eligibility Services (CARES).  This is an important part of the technology available to staff, in addition to the County Intranet system.
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