	   SASCA Community Review


The Community Review of SASCA (Screening and Assessment Services for Children and Adolescents) was conducted January 22, 23 and 24, 2002.  The review panel included Dr. Lucille Harrigan, Ms. Arva Jackson and Mr. Lee Stanton.

This report is divided into the following four parts:

1. Overview

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 results, comments and scoring.

Overview

SASCA is a key component and a program element of the County’s Juvenile Justice Services (JJS).  In addition to SASCA, other services provided under JJS are Child and Adolescent Forensic Evaluation (CAFES), juvenile justice case management and two child welfare investigation units.  JJS provides coordination and support for all juvenile justice activities within the Department of Health and Human Services (DHHS).  SASCA’s staff includes a program manager supervisor, four screeners each of whom are ranked as therapist II and a principal administrative aide who supports another program in JJS also.  SASCA works with adolescents who may be first time and in some cases, second time offenders to divert these adolescents from the juvenile justice system.  The screeners primary concern is to assess and provide the child and family assistance through referrals for drug or alcohol treatment and/or education and for mental health assistance if needed.  Their work is conducted in concert with two counselors from JJS’ case management service.  SASCA recommendations are used in constructing diversion contracts at both the time of arrest and court intake and by the juvenile court in setting conditions for probation.  The program also provides assessments for non-court involved children and their parents. 

SASCA is not a new team, but their recent move to the Juvenile Assessment Center (JAC) has fostered an espirit de corps that has provided an opportunity to explore more effective ways of working together with other juvenile services.  JAC’s opening at Calhoun Place in the spring of 2001 resulted in the co-location of key juvenile agencies that allow for the development of joint operation protocols.  The outcome of the co-location of all JJS’ programs and the Maryland State Department of Juvenile Justice (DJJ) along with the Police Department’s Family Services Division (FSD) has made coordination of activities much simpler.  For example, screeners need only to walk from one office to another to refer a client to DJJ’s intake unit.   It has also improved intake efficiencies for clients.  Scheduling visits to the facilities is difficult for students requiring school leave and absence from work commitments for parents.  Having all these services located in one facility simplifies clients’ lives and makes it easier for them to schedule coordinated visits.  Most clients handled by SASCA are referred from either DJJ or FSD.  Other sources are the Montgomery County Public Schools (MCPS), the Crisis Center, Child Welfare Services and the Park Police.

The JAC co-location also makes easier the integration of the processes between the organizations including scheduling, limited data sharing about the children and effectiveness of the programs.  Additionally, in the new facility, isolation of programs aimed at families and children from those of adult offenders makes possible more friendly and non-threatening environments for processing the clients.  The results of this effort are a most pleasant and highly functional facility that provides services for a wide range of clients

Review Process
Prior to the review, the panel met with an Accountability and Customer Services supervisor to discuss the program’s outcome measures.  During the review, the panel members spoke extensively to the Administrator of Juvenile Justice Services and SASCA’s Program Manager Supervisor to understand better the integration of juvenile services at the JAC, SASCA’s infrastructure and database system.  The panel had the opportunity to meet all staff located at the JAC that works directly with SASCA.  Individually, the reviewers interviewed the program’s screeners to learn about their work with clients.  The panel also talked with the Principal Administrative Aide assigned to SASCA about the program’s administrative work.   Additionally, the panel received a tour of the JAC and had the opportunity to meet with two FSD supervisors.  One panel member with an expertise in data systems observed SASCA’s database.
To assist the reviewers with their findings the following documents were reviewed:

· Program Self-Assessment

· Family of Measures sheet

· SASCA fact sheet

· Juvenile Justice Decision Point Flow Chart

· Program statistics from FY’01

· Quarterly Report 

· Diversion protocol, graduated sanctions and supervision information 
· Policy and Procedures Manual

· Substance Abuse and Mental Health Screening form

· Criteria based on the American Society of Addiction Medicine

· Information on Behavioral Mental Health Screening

· Information on Confidentiality of Alcohol and Drug Abuse Clients

· Information on screening for any substance abuse and/or mental health problem
· SASCA Disposition Form

· Procedures for Client Referrals to SASCA

· Family Services Diversion Contract

· Contract from Youth Services Investigation Referral

· Treatment Referral Form

· The Montgomery County Juvenile Assessment Center brochure

· SASCA Referral Form/Follow-up to Services

· Montgomery County Government Occupational Class Maintenance Review Questionnaire

· Screening and Assessment Services for Children and Adolescents

· Second Genesis brochure

· Journeys’ program information
· Guide Psychological Services information

SUMMARY OF FINDINGS

SECTION I.  ACHIEVING OUTCOMES

Summary 

Aspects of the Program that are Highly Commendable

· Co-location of SASCA at the JAC with the other JJS programs and FSD.  This has made the coordination of services to the client more efficient and seamless.

· The efforts of SASCA to tightly integrate their work with other County agencies in JAC and the State’s DJJ have been done in an efficient and effective way.
· Data collected in the SASCA Access database are extremely useful for analysis of the input client demographics.  Reports generated identify sources, characteristics, ages and virtually all aspects of the clients and are easy to obtain and read.  The data also provide performance data for screeners that can measure productivity and indicate areas that might need attention.

Aspects of the Program that Need To Be Developed Further

· The low incidence of MCPS sourced clients indicates that the schools are either unaware of the services offered and provided by SASCA.  It also may mean that public schools have alternative resources to provide similar services.  If the latter is the case, there may be opportunities to reduce redundant services by combining efforts to achieve similar results.

Additional Comments and Recommendations

Data are collected by SASCA, DJJ and FSD that identify the individuals, the nature of the reason for their appearance there and, following processing, a clear statement or contract of what the next steps are to satisfy their community responsibility.  Data about the clients are unfortunately not well coordinated between the organizations, so it is necessary to re-enter the client data for each agency.  Tracking data is entered into the HATS database concerning the urinalysis that is required of essentially all clients handled by the system. 

In terms of program needs, the reviewers found that the program’s Access database, which

collects useful information, should be coordinated between agencies.   HATS is the one common system for the organizations since all clients are required to have urinalysis.  The SASCA system unfortunately has no integrated connection to HATS, so it is necessary to reenter client data into HATS even though it has already been entered in the SASCA system.  A fairly minor enhancement to the SASCA system should enable the SASCA screener to automatically transfer and enter that data into HATS by a simple procedure.

It would also be useful to know if children who have been processed by the Juvenile Assessment Center have been completely offense free or show up three years later in the adult criminal system.  A perfect score on recidivism up to age 19 may not hold up to age 21.  Although this data would be more difficult to capture, a periodic sweep of the young adults in the criminal justice system, looking for youngsters who have had earlier experience with the DJJ could be helpful in assessing the success of the programs and possibly, suggest alternative action.

Clients are tracked in the SASCA database as to what action should result.  Statistics on the recommendations are kept in the database.  Client contract compliance is tracked for up to six weeks by SASCA, which is usually enough time for the client to complete the suggested activity to successfully divert from DJJ.  The recidivism of a client back into the system is measured for as long as the client is not found to be re-entered into the SASCA database for a second time.  The SASCA Access database is archived on a regular basis.  However, only up to two years of data are retained in the currently active database.  Since clients are generally only likely to violate community rules after the age of 14 and are not handled by SASCA after age 18, they may have a five-year possibility of appearance.  The 14 year-old arrested for shoplifting, for example, may come back when he is 17 for drug possession and not be recognized as having been previously seen.  The screener, if suspicious or told by the parent of the previous charge, may check back in the archived database to obtain the history, but otherwise could miss the recidivism and not have the benefit of that knowledge on which to base a recommendation for diversion.  Checking of previous entries should be an automatic process at entry time into the SASCA database.

Data kept in the database for performance measurements indicate the time interval between entry in the SASCA system when the FSD citation is issued by or the DJJ request for a SASCA interview is made and is conducted and the diversion has begun.  The intent is to reduce this time interval to make the resolution of the problem happen as soon as possible after the infraction is observed.  A number of causes for delay in processing can adversely impact this interval and these should be recorded in the database.  Scheduling problems for instance, directly delay servicing the client and have a detrimental impact on a successful outcome.
SECTION II:  PROVIDING CUSTOMER SERVICE
Summary

Aspects of the Program that are Highly Commendable

· Management and staff’s vision of doing everything possible and appropriate to divert youngsters from the Juvenile Justice System.

· Staff’s commitment to the welfare of children and families.  Their primary concern is to get the child and the family the assistance they need through referrals for drug or alcohol treatment and/or education and for mental health assistance as needed.

· The one-stop shop facility that is designed for the convenience of customers.

· The detailed design of the JAC with the convenience of having clients move from one service to another to accomplish everything in one building and hopefully, in one day.

Ways in which the Program is Meeting Expectations

· SASCA is making steady and measurable progress in shortening the time between the initial incident and the screening procedure.

· While the building in which the services are housed is not directly on a bus route, it is reachable by public transportation.

· The facility is accessible to those needing assistance via a ramp and all services are one floor.

· The bathrooms are accessible and the hallways are wide enough for a wheelchair.

· While there is no automatic door or a buzzer, a receptionist is on duty when clients are expected.

· One screener speaks Spanish and the staff indicated they make use of the AT&T Language Line and the County’s Volunteer Language Bank.

· Program has an awareness of the need to recruit bilingual employees.

Aspects of the Program that Need To Be Developed Further

· SASCA needs to ensure that telephone-scheduling procedures are failsafe.
· Develop a more formal customer feedback process and ensure that all clients or client guardians get copies of the feedback mechanism.  This could be done through the follow-up process.
· Explore further reasons why as many as 50% of the DJJ referral clients do not show up for appointments.  This should be improved both for the welfare of the client families and for the most efficient use of SASCA’s counselor time.
Suggestions for Improvement

· SASCA and DJJ should jointly explore the possibility of using volunteers to greet clients at the reception desk.  At the present time, there is no computer at the reception desk so the administrative aide loses valuable time away from her work.  Although there may be issues of confidentiality associated with having a volunteer at the reception desk, using a volunteer could assist with some front desk duties.  Many organizations such as the Police Department and health clinics use volunteers for tasks that require non-disclosure.  It may also be possible to use volunteers to remind referrals from DJJ of their appointments with SASCA.  
· Pretrial Services has been successful in reducing no-shows and SASCA might want to look at what Pretrial Services has been doing.  In cases where transportation is a problem, the program might offer a taxi voucher.
· A more formal opportunity for feedback about the program is needed.  However, it does not seem that the day of intake is the best time to obtain this.  Perhaps SASCA could mail out a simple survey a month or so after intake or perhaps after compliance.  This would also be a way of obtaining some feedback about the satisfaction with the program or programs to which the family was referred.

Additional Comments and Recommendations

SASCA and DJJ have undertaken a difficult task of combining the operation of two different institutions.  The staff should be commended for placing the convenience of the customer first by undertaking this task.  If some glitches exist in customer service currently such as scheduling and follow-up, they are understandable.  The State DJJ and the County’s JJS each have a set of legal mandates, policies and procedures.  Requirements for record keeping and documentation differ.  There are different personnel systems and a discrepancy between the salaries paid for similar or identical jobs.  DJJ, in particular, has been in bare survival mode for some years and the current hiring freeze hampers the ability to provide adequate staff for their workload.  Management demonstrate a willingness to do whatever needs to be done to make the combination work, even if it means picking up tasks that might be the responsibility of DJJ but which they are unable to perform because of lack of staff.

During the review period, the panel observed some instances of a breakdown in communication leading to customer inconvenience.  In one instance, a client family was on time for an appointment but the intake counselor was not notified and the appointment had to be rescheduled.  The panel was unsure if this was an aberration or whether it happens with some regularity.  At least one staff member indicated this was a problem area.  It is stressful enough for a family to be in the SASCA intake process without avoidable inconveniences and delays.  Additionally, customers should be able to get through to a person on the telephone if necessary.

SECTION III.  BUILDING AN EFFECTIVE INFRASTRUCTURE

Summary

Note:  To gather information about the program’s infrastructure, the panel sought information from the Administrator of Juvenile Justice Services since SASCA’s infrastructure effectiveness is determined primarily by JJS.  Expectations for the program staff are directly related to program quality, rather than infrastructure.  

Aspects of the Program that are Highly Commendable

· A sufficient staff of well-qualified personnel who are dedicated to conducting an objective, professionally competent assessment of the young people referred to their service.  

· The SASCA database seems to have a simple and effective user interface that provides most of the functionality that the SASCA team needs.

· Communication between the JJS Administrator, the SASCA Program Supervisor Manager and the staff appears to open and informal.

Ways in which the Program Is Meeting Expectations
· Regular staff meetings include all of the members of this team, including support staff. 

Aspects of the Program that Need to Be Developed Further

·  Develop an updated organizational chart.

· Develop specific job descriptions for screeners.

Suggestions for Improvement
· Design a workflow pattern that may highlight points of vulnerability in the support service capacity.  Attention to the reception area is an important aspect of the client and his/her family’s sense that they are in a welcoming environment.  
· Ensure that a staff person can be reached during working hours to take calls that cannot be handled by an automatic rollover.
· Involve the Program Supervisor Manager in the development and implementation phasing of the budget for SASCA.  Providing oversight for a program designed to “provide substance abuse and mental health assessment, treatment planning and placement services for children referred by the Police Department, Maryland Department of Juvenile Justice, Juvenile Court and the Montgomery County Public Schools” cannot be successfully effected without an in-depth knowledge of the resources needed and subsequently available.
· Expedite the technology advancements underway to insure that all screeners will be able to access HATS at their desks; as well as to maintain their current input duties with the Access program.
· As soon as possible, the program should work out a procedure for urinalysis collection when the 401 Fleet Street unit moves to the JAC.  The current assumption that the screeners should do this should be reexamined, particularly, if this activity would create a climate of gratuitous discomfort that could spill over into the therapy arena and affect this vital segment of assessment and referral.
· The program needs more software to adequately collect data.

· A staff scheduling software tool could be added on to existing the computers. 
Additional Comments and Recommendations

It became obvious during the panel’s review that if some areas could be measured and recorded in the database it might improve the workflow through the system and could be used to better tune the system flow.  Scheduling of the meeting between the family and the screeners is now a matter of coordination between the components that are involved.  Family and child availability is matched against workload of the interviewers and screeners.  This is a manual process and requires coordination of independent schedules, which is a difficult and administratively time-consuming problem.  The use of mail to notify the family of the request for a meeting and the need for the family to initiate the telephone call to schedule a meeting is probably the best method.  However, handling the telephone call and then having to negotiate a schedule could be more easily done by using a computer based scheduling tool for the staff involved.  Such tools are readily available and easy and inexpensive to use.  The difficulty is that staff must keep their schedule commitments on-line and up to date to avoid double booking and for the scheduling system to work effectively.
It was indicated that most clients entering SASCA from FSD had a high likelihood of attendance.  DJJ clients, however, were more likely to be no-shows.  An estimated 50% never kept their appointments.  Generally, this was attributed to the lack of incentive for them to attend the sessions as compared to FSD clients who were motivated to accept the SASCA diversion and avoid DJJ involvement and its risk of a permanent entry on the child’s record.  Measurements of attendance statistics could be used to attempt to improve the system and to achieve higher participation and better results of the program’s aims.  Screeners use the time when clients do not show up to do follow-up telephone calls and related work to avoid having non-productive time.  These work items need to be tracked as well as the interviewing times in order to better represent their actual productivity.

Another related factor that the database could record is rescheduled client sessions.  Missed meetings can be caused by client difficulties in attending or in SASCA scheduling or processing problems.  Communications issues between the front desk and the screeners when a client has to reschedule even though a screener is available and a client is left waiting is a serious glitch that should happen rarely.  The disruption this causes in the smooth running of the process adversely affects both SASCA productivity and client satisfaction.  The panel observed two of these situations during the three-day review.

Workflow through the Juvenile Assessment Center needs to be studied.  The transfer of responsibility for urinalysis to the Juvenile Assessment Center, for example, may have some scheduling impact that is unexpected.  Since the capture of the sample needs to be monitored by an authority to avoid possible substitution, someone should be available at the time of sampling.  The time necessary to capture the sample may be five to fifteen minutes or more, depending on the client.  Since there are four screeners that may release their clients at about the same time, there may be four youngsters converging on the single bathroom to get their sample simultaneously.  DJJ clients may also need to capture samples at the same time, thus creating a longer queue than can be served with a single bathroom.  

Another workflow-related need is to match the capacity of the DJJ intake process with the SASCA process to ensure that there will be a matching total throughput to enable successful one-stop scheduling of clients with optimum utilization of SASCA resources.  Of course, it will also be necessary to balance intake rates with expected demand for services.  When good tuning of capacity is done, both planned and unplanned absences will happen in both organizations.  Back-up personnel should be available who can handle the occasional absence of a screener or interviewer.  Similar plans should be in place for support personnel.  It should be a rare occurrence when a client is forced to return for a second visit in order to meet with someone in the JAC.  Measurements of this kind of problem will assist at recognizing imbalances in the system workflow.

A workflow analysis of the interfaces between the DJJ, FSD and SASCA would assist in balancing the needs between the organizations.  Scheduling of client visits, the interviewers, urinalysis processing and transfer of clients between organizations, is dependent on proper balance of resources and time commitments.  An analysis of the workflow would reveal unbalances and inefficiencies and provide insight into resource shortages or surpluses for the JAC programs.

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 SASCA 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
	
	
	1
	
	3
	1

	Subtotal =  18 out of a possible 20*
	

	*Possible score reduced from 25 to 20 because item#4 is not applicable.  See the fourth bullet for more information.
	

	Comments:
· Staff has a clear concept of the program’s community wide outcome of “young people making smart choices” and “children and adults who are physically and mentally healthy,” with the help they are giving to the community.  Staff also feels satisfaction in providing services.  

· Staff’s purpose in providing diversion alternatives to clients and their families is clearly 

      defined.

· Measurements of percent and number of clients diverted from DJJ and input cycle time are used in determining the program key result of  “providing substance abuse and mental health assessment, treatment planning and placement services for children referred by the Police Department, Maryland Department of Juvenile Justice, Juvenile Court and Montgomery County Public Schools.”  This key result is measurable and specific.
· Limited references were given to outside studies and research that support the program.  Intuitive support for non-drug related cases support the assumptions that indicate the program is offering the best possible support for these children and their families.

· The only information clients are given before appearance before SASCA is a letter requesting that they schedule a meeting.  A brochure describing the Montgomery County Juvenile Assessment Center is the only printed piece that indicates the services provided.  Outreach materials that offer assistance to troubled families and children and to those apprehended in violation of rules or laws and required to meet with SASCA would perhaps reduce reluctance to utilizing the services provided.  




	
	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
	
	4
	
	3
	3
	

	Subtotal =  35 out of a possible 50
	

	Comments on Charting Results:

· Program measures are defined and well utilized.

· No measurements of client well being are being identified or used.

· Statistics generated from the SASCA database are reported on a quarterly and annual basis.  These are reported to DHHS management and include historical and current data.
· Clients diverted from DJJ must sign a contract of commitment.  Satisfactory completion of this contract is tracked and individuals are then free of further restraints.  This tracking activity is assumed completed after six weeks.  However, it will not follow subsequent success or failure unless the client is reinterviewed in a subsequent SASCA interview.  Detection of prior action is unlikely if two or more years have passed since earlier incident.  Feedback is not gathered from client families following a visit to the JAC.  A telephone follow-up call that would sample client reaction and satisfaction with the process and value of the service provided would be beneficial for the program.

· No standardized assessment tool is used.  It would be possible to establish standards for the program that could be used in measuring performance; however, these may be difficult to justify.

· The SASCA Access database provides a reporting capability necessary to track performance of the organization.  It needs enhancements to integrate with other databases to facilitate handoff of clients to HATS, to retrieve previous offender data and periodically scan DJJ data and CJIS data for possible repeat offenders.  This will both improve efficiencies of the program staff and offer much more complete recidivism information.
· Currently, collected data gives little information to help dictate revised strategic approaches.  

      They do provide information that can help tune the operational aspects of the group

      and may help determine how to improve the intake percentages, particularly for DJJ sourced      

      clients.  Without enhanced recidivism figures that follow children into adulthood, however, 

      the success rate of the diversion programs is difficult to evaluate. 

· Although the collected data are reported to DHHS and State reports are given by DJJ through 

      their management, the measured statistics that are presented are of limited value due to lack 

      of long-term effectiveness measures.  Client satisfaction data should be included.  The few 

      statistics that are gathered relative to performance are targeted.  Clients processed, rate of 

      service, etc. are easily provided.
· No communities were identified that provide similar services.  Research into how other communities work with juveniles who have committed offenses and provide supporting service alternatives to criminal processes should be undertaken.  If no other similar programs exist, then perhaps SASCA would be a good candidate for a model program that could be publicized for others to learn from.


	
	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
	1
	
	2
	
	

	Subtotal =  11 out of a possible 20
	

	Comments:

· Management of the SASCA program is closely attuned to DHHS and the other residents 
      of the JAC.  The program occasionally gets referrals from the Crisis Center but not on 

      a regular basis.  SASCA also works pretty closely with Addiction Services Coordination

     (ASC) because they run the urinalysis lab and provide adult addiction services.  ASC and 

      SASCA do have some issues in common and it has been helpful to SASCA’s Program 

      Manager to compare notes with the ASC supervisor.  Also, ASC assists SASCA with HATS 

      and provides training for the staff on using that database.  

· SASCA works with Child Welfare Services staff on the cases they refer for assessment.  The program does have protocols for doing the assessments for youth that are in the Conservation Corps and those in the Community Supervision Program.
· The Family Service Division of the Montgomery County Police works closely with SASCA.  

· The partner that SASCA needs to be more closely integrated with is the public schools.  The 

      low utilization that the schools make of this excellent resource is clear evidence of 

this.  It may be worthwhile for SASCA to explore working with such non-profits like the 

Montgomery County Mental Health Association and their programs such as MOMS, 

DADS or their family services.  These could be utilized as supplemental resources.

· Some efforts to make at least one high school aware of the programs resulted in no 

      contacts for service.

· The SASCA self-assessment indicates that other partnerships are not being considered at this time.  Clearly, efforts being taken for the last six months have primarily been to get the program relocated into the JAC, establishing relationships and procedures with the other residents and making the whole system work.  After a year or so of operation and tuning, it may be appropriate to begin looking for additional partnerships.


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
	
	
	5
	1
	2
	2

	Subtotal =  29  out of 40*
	

	*Possible score reduced from 55 to 40 because for item#4 was not observed

See second bullet for items #9 and #11.
	

	Comments on Identifying the Needs of Customers:

· The staff seems clear in identifying the youngsters as their primary customers, the families as secondary customers.  A clear "company" vision exist that the primary mission is to serve children and families and to identify the appropriate services 

· Some of the queries in this section are not really appropriate because the "customers" are in the system involuntarily.  Additionally, staff may not be "pleasing" customers by doing what is best for them.



	
	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
	
	2
	4
	1
	1
	3

	Subtotal =  25 out of a possible 40*
	

	Possible score reduced from 50 to 40 because the program does not have a waiting list (items#6 and #8)
	

	Comments on Responding to the Needs of Customers:

· The screening process seems to be effective.  The screeners are well qualified by training, experience and temperament to deal with the youngsters.  They apparently have different personal styles, but all of the styles appear to be effective.  Also, clear definitions, protocols and guidelines are available in the program that makes for consistency.

· While the location of the facility is not always easy to get to in terms of accessibility by public transportation, the concept of a "one-stop-shop" is outstanding and innovative.

· The reviewers perceived some problems with the telephone service.  While these may have been aberrations, they are worrying.  The issue seems to be with communications between the reception desk and the screeners.  No "fail-safe" system seems to exist to ensure that a screener will be informed promptly when a client is there.
· The front desk is an area where administrative problems have an impact on customer service.  SASCA and DJJ need to address the problem of manning the front desk, perhaps with volunteers or a combination of volunteers and staff.



	
	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
	
	5
	
	
	
	

	Subtotal =  10 out of a possible 25
	

	Comments:

· No formal process is in place to evaluate customer satisfaction with the service.  While a customer satisfaction card is supposed to be available, at the time of the review, these were available only in a Spanish language version.

· Staff indicates that they occasionally receive some complaints about Police Procedure and that this is not an area that is within their authority.  They do acquaint complaining clients with the procedures for filing a complaint regarding police procedure.

· The initial intake and screening procedure is in most instances an emotional and somewhat traumatic experience for both child and for the family.  This is probably not the best time to gauge customer satisfaction with the diversion process.  SASCA should explore the possibility of sending out a customer feedback questionnaire some months after the intake procedure.  They could obtain the customers’ views about SASCA and also receive some information about the degree to which the child and family found the referral helpful.


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
	
	5
	2
	1
	2
	

	Subtotal =  30 out of a possible 50
	

	Comments on Supporting Outcomes through Personnel:

· Specific screener job descriptions are not in place other than the general designation as Therapist IIs.

· Maintenance Review Questionnaires are used to provide evaluation tools.


	
	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

	*All the items in the section are rated as N/A because the panel did not review a budget breakout of the program during the review.
	

	Comments:

· A budget figure of $347k for the year was cited by the Administrator.  However, a separate budget broken out for SASCA laying out personnel, equipment, rent, etc. was not available at the time of the review.  SASCA’s budget breakout with the program’s personnel and operating costs for FY’02 has since been available for the panel.
· SASCA received a $15,000 award for setting good outcome measures and then doing even better than promised.  That money is available in July 2002 at which time they hope to use it for information technology improvements.  The staff are developing an IT plan now with the JJS Administrator.


	
	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
	
	
	3
	2
	
	

	Subtotal =   17 out of a possible 25*
	

	*Possible score reduced from 30 to 25 because the program does not do work in the field (item #2).
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