Silver Spring MAXIMUS Community Review

The Community Review of the Silver Spring MAXIMUS program was conducted June 26 through June 28, 2001.  The review panel included Dr. Jeremiah Floyd, Mr. Kenneth Jackson and Ms. Janice Stanton.  This is the tenth program reviewed in FY’01 and the third contract program.

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

MAXIMUS, Inc. is a contract partner with the Department of Health and Human Services (DHHS) that provides employment services for those customers receiving Temporary Cash Assistance (TCA) and food stamps.  The program also assists non-custodial parents working towards self-sufficiency.  MAXIMUS has two employment centers in Montgomery County located in Gaithersburg and Silver Spring.  Employment services include assisting customers obtain and retain jobs through job development, job readiness, preparation and placement.  Each center has computers, telephones, fax machines, copiers and job lists for job search use.  Workshops are held for customers that include “Dress for Success,” life skills, budgeting, problem solving, job retention, resume writing, interviewing, basic math and English skills.

After an initial visit to one of the County’s income maintenance offices to apply for TCA or food stamps, customers that are mandated to participate in employment related activities are referred to MAXIMUS.  From the time of the referral to a year following their employment, MAXIMUS works with the customer through various services.  Post-employment services include the administration of career exploration, basic literacy and learning disability evaluation instruments.  Employment services specialists (ESS) assist customers through case management, career counseling and referrals.  Retention specialists and post employment services provide career counseling, employer mediation, career advancement workshop, education and training referrals to employed customers.  

MAXIMUS also links customers to supportive services such as transportation and childcare assistance.  While a customer is involved in job search activities and for a time after entering employment, MAXIMUS will issue transportation assistance to program participants.  The program also performs intake, eligibility determination and ongoing case management functions for the Purchase of Care (POC) Childcare Subsidy Program for customers engaged in work activities who need child care assistance.  A POC staff person in located at both MAXIMUS offices to be available to customers.  MAXIMUS has worked with the County to provide welfare to work services for almost four years.  The program’s goal is to assist customers in finding employment and achieving self-sufficiency.

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.  At MAXIMUS, the contract monitor, the project manager and the post-employment manager met with the panel to give an overview of MAXIMUS.  A tour of the MAXIMUS office was given to the panel.  The deputy project manager described the transportation stipends customers receive and how cases come to MAXIMUS.  Reviewers attended a workshop given to customers on “Personal Motivation.”  A retention specialist discussed the follow-up process with customers who gain employment.  Additionally, an employment services specialist talked about work with customers who are new to this country and the program’s case management services.  A reviewer had the opportunity to observe an interview session with an employment services specialist and a customer. 

The contract monitor, project manager and post-employment manager explained the sub-contracting arrangement with the Encore agency for retention staff and workshop facilitators.  The transportation clerk talked further about transportation services and how customers access the building.   Reviewers also heard about the customers’ initial intake process from front office staff.   MAXIMUS’ regional supervisor discussed transportation time sheets and reimbursements, working with two-parent households and monthly reports submitted to DHHS.  She explained the quality assurance method conducted at MAXIMUS through reviews and audits by the MAXIMUS corporate office and the County.  

The bonus process for staff and staff positions the County approves was discussed by the project manager.  Additionally, panel members observed the “Childcare Conversation” session where accessing childcare and childcare procedures are explained to customers.  The childcare specialists and project manager described to the panel further how the issuing of childcare vouchers work through MAXIMUS.

The DHHS program manager who does data management for MAXIMUS gave an overview of WOMIS (Work Opportunities Management Information System), a computer program that tracks data information regarding employment services.  She also explained the Personal Responsibility Plan that contains options to using TCA and the requirements of the TCA Program.  The program manager shared additional materials about the Family Investment Program and employment services and the tracking of these programs.

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

· Program Self-Assessment

· Standardized assessment tools

· Current annual report

· Board report

· General corporate information 

· Corporate overview and Corporate mission and philosophy

· Reports to DHHS

· Corporate program brochures and newsletters

· Press releases

· Assessment packet with related application forms

· Customer satisfaction surveys

· Program evaluations

· Sample staff evaluations

· Business cards

· Agency organizational chart

· Position Descriptions

· Program Budget

· Request for Proposal and contract with DHHS

· MAXIMUS Contract Monitoring Plan

· A monthly schedule of workshops

· Workshop handouts

· Job skills workbook

· Overview of Family Investment Program Post Employment Assessment 

· Employment Services Program Procedures

· Welfare Reform Performance Measures Information

· State regulations regarding TCA work requirements

· A draft brochure of Employment Services through DHHS and MAXIMUS

· Request for Hearing form

· Program statistics

.

SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary

Aspects of the Program that are Highly Commendable

Program’s management is sincerely interested in the customer they serve.  The commendable components of the program include job readiness training, placement and retention.

Ways in Which the Program is Meeting Expectations

The ideal program outcome would be for every client to get a job, hold the job and eventually, earn enough income to be completely self-sufficient.  MAXIMUS and the County’s efforts have vastly reduced dependency and all indications are that this trend will continue.

Aspects of the Program that Need To Be Developed Further

A core of clients exist that have not been able to obtain employment.  It is apparent from the statistics that the majority of persons who get employment retain jobs for more than one year.  Increased efforts are needed to raise the employable adults’ numbers.

Suggestions for Improvement

More involvement of the private sector is needed to provide jobs.  Strategies need to be found to get private corporations to take responsibility for helping TCA recipients with employment and training opportunities.

Other Comments and Recommendations

The program appears to be well run and is having success.  An excellent interlocking of County agencies exist that contribute to the success of welfare reform efforts.  MAXIMUS is to be congratulated for recruiting and training an excellent staff that seems to work well with County staff members.

It is clear that positive outcomes are being experienced through job placement and retention.  Follow-up of the newly employed is excellent and should serve as a motivator to these employees.  It seems that the staff is highly motivated to stay in contact with former TCA recipients to encourage them when they have problems.  Outcomes are also enhanced by MAXIMUS’ intervention with employers to smooth out problems, thereby keeping employees on the job.

The employment services specialists informed the panel that calls for reassurance have come from former clients two years out of the program.  This speaks well for the rapport and trust that develops between ESS workers and former clients.  This same interest is expressed by the retention specialists.

SECTION II:  PROVIDING CUSTOMER SERVICE

Summary

Aspects of the Program that are Highly Commendable

· Program has a caring, committed staff overall.

· Program has excellent, professional facilities and staff to motivate and provide role models for customers seeking employment search skills.  The program’s professional office promotes a corporate environment.

· Excellent follow-up retention procedures to enhance customers' long term employment.

· The method of having retention staff meet customers at the outset by conducting workshops is an outstanding relationship builder.

Ways in which the Program is Meeting Expectations

· Program is doing well with required activities, plans and training for securing employment.

· Program provides assistance with childcare, transportation, grooming, clothing and intervention with new employers if necessary.

Aspects of the Program that Need To Be Developed Further

· Continuity of subcontracted Encore retention staff would enhance customer service.  Currently, Encore staff does not receive a bonus, as does the rest of staff.  Retention is a most vital part towards meeting the goals of this service.

· The Childcare Conversation needs some enhancement and improved presentation.

· Ensure that written directions to access the building where MAXIMUS is located are given to customers at orientation.  Additionally, a reminder that change is needed for parking would smooth the customers' initial entry to MAXIMUS.  Currently, a map of the Silver Spring MAXIMUS office in relation to the Silver Spring Center is given to customers at orientation and a verbal explanation of how to access the building is included. 

Suggestions for Improvement 

· Baby changing stations are needed in men's and women's bathrooms.

· A welcome sign on the program’s suite door currently has a misleading statement that starts with "Stop!"

· The open door policy makes for a noisy customer assessment in the office across the hall and nearest to the kitchen.

Additional Comments and Recommendations

· A shuttle from the Silver Spring Center for inclement weather or mothers with several children that could be shared with the Gaithersburg office for customers from Piccard and Germantown HHS offices would be helpful.

· Out of the 21-member staff, eleven languages are spoken.  However, the reviewers did not see many foreign language publications or materials.

· Increased interaction with DHHS staff would be beneficial to both MAXIMUS and HHS Silver Spring customers.

· A sensitivity by MAXIMUS staff to the use of "customer" rather than "client" can have a psychological affect on staff's customer service attitude.

Additional Comments on Providing Customer Service

Customer service overall appeared to be excellent with caring, experienced, professional staff providing services such as connections to childcare, transportation, individual case management and workshops on motivation, resume writing, etc. to enhance employment possibilities. The "gold star" ceremony and appreciation upon securing a job is outstanding.  Montgomery County has the third highest wages in the country for people coming off welfare, a commendable accomplishment.

The inability of customers to access the Internet from Maximus offices is a minus in this technological age.  Ironically, handouts to customers include Web addresses for job searches.

The one need at MAXIMUS is for an improved Childcare Conversation presentation.  The observed session was started late despite a flyer encouraging customer promptness.  The complicated procedure of accessing childcare had no visual aids such as a flip chart and forms were handed out at the end instead of the beginning of the presentation so customers could not follow along.

The successes and statistics recently written up for internal distribution by the DHHS program manager responsible merits a planned distribution to the public and press.  This would demonstrate the successes of welfare reform in Montgomery County to the community.

SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Aspects of the Program that are Highly Commendable

· The organizational structure is strong and comprehensive.

· The contractor is backed and directed by outstanding corporate policies and procedures.

· Outstanding personnel were assigned and serving in almost every function.  Superior competencies were noted in the project director, post employment manager, regional supervisor, retention specialists and career counseling positions. 

· Structural and systematic follow-up activities with customers were found to be exemplary.
· The partnership between the contract monitor and MAXIMUS works well with good communication.
· The MAXIMUS Program provides written data gathering activities that use specifically designed forms to be used for auditing the program, a technical assistance checklist and monthly reporting narratives that were all deemed to be of superior quality.

Ways in which the Program Is Meeting Expectations
· ESS workers meet with the supervisor every two weeks.  The program has regular staff meetings and meetings are held with the Gaithersburg MAXIMUS staff also.  Quarterly meetings are held with DHHS staff.

Aspects of the Program that Need to Be Developed Further

· MAXIMUS should explore providing training for some staff in making presentations and evaluating instructional results.
· Ensure that regular meetings between the contract monitor staff, MAXIMUS and the income maintenance programs are continued.  These meetings assist with communication and updates on any changes.
Additional Comments and Recommendations

The review team was informed that customers from some countries (notably some African and Asian former residents) often encounter difficulty in adapting to the norms of American culture. This tends to produce what might be described as minor mental health issues for them.  Currently, one of the only available avenues for redress is to refer these cases to the “Refugee School.”  Also, Spanish-speaking and Vietnamese customers needing mental health services are referred to the Multicultural Program.  However, the review team recommends that additional efforts be secured to provide needed services to those new to the country.  This would aid these customers to better adjust to the demands of American Society that they are facing.

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 MAXIMUS 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




4


Subtotal =   20 out of a possible 20*


*Possible score was reduced from 25 to 20.  See second bullet for further explanation.


Comments:
· MAXIMUS has an excellent grasp of the desired community-wide outcomes.  Tacitly, the program is designed to raise welfare recipients to a level of producing tax-paying citizens of the County.

· The N/A is given to A4 because there was no discussion on strategy changes or development of new strategies.  Staff does attend some conferences but it was not clear if new state-of-the-art strategies are learned or implemented.




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




8
2

Subtotal =  40 out of a possible 40*


*Possible score reduced from 50 to 40.  See first two bullets on page 14 for further explanation.


Comments on Charting Results:
·  The N/A is given for B5 since there was no inclusion in the package to indicate what standard assessment tools were used.

·  The N/A is given for B7 since there was no discussion about refining strategies.

· Program measures track clients’ behavior as to attendance and other activities.

· Clients are given a satisfaction survey to ascertain their feelings regarding services received.  Answers to the survey permit staff to see where improvements are needed.

· The project director monitors program measures to ensure that all elements are tracked on a monthly basis.

· Each client is given follow-up on employment for retention, salary increases, job satisfaction, etc.  Retention staff follows up with clients who obtain employment for the first year.

· MAXIMUS’ goal is to have customers who find employment retain their jobs for at least one year.

· Information on the program is regularly gathered and reported.  MAXIMUS provides monthly reports to DHHS on statistics.

· The program compares favorably with other states and national programs and exceeds most.


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


Subtotal =  16 out of a possible 20


Comments:

· In the Program Self-Assessment (see page 2, item#8), the program list several government and community agencies it works with to serve customers.

· For employment opportunities, MAXIMUS has developed relationships with Safeway, Giant and Fresh Fields.  They are also in contact with the Department of Labor, the Police Department and Montgomery County Public Schools for job opportunities.

· The Commission for Women will waive workshop fees for customers to attend.

· One of the TCA orientation facilitators from the DHHS Silver Spring Center is present at the MAXIMUS office at a regular weekly scheduled time to get updates.

· The program also works with several non-profit agencies in the community such as Suited for Change, Upscale Retail and Career Gear to assist customers in obtaining business attire for interviews and employment.

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


2
3
6


Subtotal =  48 out of a possible 55


Comments on Identifying the Needs of Customers:

· In the Program Self-Assessment, page 4 item #12, it is indicated that the program does not have any secondary customers.  However, MAXIMUS does have secondary customers that are impacted by the program.  These customers include the community, Income Supports and Emergency Services, agencies that donate clothing and employers who employee MAXIMUS customers.

· All MAXIMUS customer are screened through the Income Supports program.

· MAXIMUS has an arrangement with Gallaudet University to provide sign language translation.

· Program accesses the County Volunteer Language Bank when a customer is in need of a language translation that the staff does not speak.

· The program does not appear to have a lot of written information in foreign languages.  The reviewers did see a job skills workbook translated in Spanish.


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



1
7
2

Subtotal =   39 out of a possible 40  


Comments on Responding to the Needs of Customers:

· Program has a TTY machine.

· Parking is available at a garage next to the building where MAXIMUS is located.  All parking spots have meters and there are some 9-hour parking spots.  The office is located on a busline and is in walking distance of the metro.


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



2
3


Subtotal = 23 out of a possible 25 


Comments:

· Workshop facilitators distribute customer feedback surveys after each workshop.
· Program has in place a Request for Hearing form for customers appealing a decision.

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


1
3
4
2

Subtotal =  35 out of a possible 40*


*Possible score reduced from 50 to 40 because the program does not use volunteers or students (see fourth bullet on page 21 for further explanation).


Comments on Supporting Outcomes through Personnel:

· Comprehensive written job descriptions were provided for each staff position. 

· Performance evaluations are conducted annually by supervisors for all MAXIMUS personnel.  For Encore personnel hired by MAXIMUS under a subcontracting provision, performance evaluations are conducted by MAXIMUS supervisors with Encore supervisors auditing the process.  The review team’s view is that the latter is a superfluous function that should be discarded since Encore has no responsibility for the workers performance. 

· Current procedures provide for direct employee participation in the performance evaluation process, which is an excellent evaluation method. 

· All MAXIMUS employees are permanent.  Encore employees working in the program have contractual arrangements with MAXIMUS.  The program is not allowed to use volunteers or students.


Score

B. Supporting Outcomes through 

      Budget
1
2
3
4
5
N/A

1. Budget reflects and supports program goals


(




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


(




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





(

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





(

Frequencies


2


2

Subtotal = 6 out of a possible 10*


*Possible score reduced from 20 to 10 See second and third bullets for further explanation.


Comments:

· All budgetary support comes from County Government/DHHS funding. The reports provided to the review team indicate that program needs are being met. 

· For item #3, the Program Self-Assessment response was “none” to this inquiry.  In its work, the review team did not discover any element to the contrary.

· Samples of customer survey forms were provided for the review team’s information.  One of the samples was a sanitized version of customers’ responses in 1999.  The team’s view was that they serve a very useful evaluative purpose but there was no evidence that the results are used 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

2
2


2

Subtotal =  10 out of a possible 20*


*Possible score reduced from 40 to 30.  See first bullet for further explanation.


Comments:

· For items #2 and #4, no evidence or information was provided for this inquiry.  Thus, no assessment of its efficacy was made.

· General comments on the subject of training were offered during the interviews but no specific data was provided on training activities or sources.

· All staff has access to e-mail and the Internet.

· The DHHS data manager is available to MAXIMUS for any computer program assistance needed.

· The Program Self-Assessment indicates that staff needs no additional training.  However, reviewers observed evidence that some additional training was needed.
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