2011 BETTER GOVERNMENT COMPETITION ENTRY TEMPLATE

1. Program Name:  Broome County Performance Management System

2. Administering Agency:  Coordinated Care Services, Inc.

3. Contact Person (Name & Title):  Lynne Esquivel, CCSI Performance Management Analyst

4. Address:  Broome County Mental Health Department, 229-231 State Street, 6th Floor, Binghamton, NY  13901

5. Telephone Number(s):  (607) 778-1148 work & (607) 343-3341 cell phone

6. Email-Address(es):  lesquivel@co.broome.ny.us

7. Brief Overview of the issues at hand, the problems that the proposal addresses, including relevant background information on it nature and scope.

The Broome County (BC) Mental Health and Social Services Departments worked together on a joint venture to provide accountability to agencies they subcontracted with to provide services to children and families.  The two departments had contracted with many agencies to provide programming to hundreds of Children, Youth, Adults and Families for many years, without any accountability.  The contracts were renewed year after year with little or no agency program data.  There was no consistent or specific data requests placed on these contract agencies.  If data was needed for a legislator, for example, then a call had to be made by the Commissioner or staff person to follow-up with the agency.  

In August 2001, Broome County Mental Health Department (BCMHD) contracted with the Center for Government Research (CGR) to do an evaluation of Broome County Community Reinvestment Programs.  Included in the program evaluations was the recommendation to establish a process for quarterly and annual monitoring of contracts; require contract agencies to report annually; provide technical assistance to the contract agencies; obtain systematic feedback from recipient of the services; and require the same reporting and monitoring provisions from all contract agencies.  The Commissioner of Mental Health contracted with Coordinated Care Services, Inc. to hire a Performance Management Analyst (started in January 2002) to fulfill CGR’s recommendations with the contract agencies in Mental Health.  A year later, the Dual Commissioner (Social Services/Mental Health) added monitoring/oversight/technical assistance for the contract agencies who provide preventive services through Social Services to the duties of the Performance Management Analyst.  Thus, our Performance System was created to show the accountability for 65 programs from 16 Mental Health/Social Service contract agencies.

This project was heartily received by the BC Integrated County Planning (ICP) team members who work together to oversee services to this population.  The ICP team is a group of county administrators from the public and private sectors who are focused on data analysis and accountability and supportive of the Pay for Performance initiatives that are currently being formulated.

Our Performance System includes monitoring, technical assistance, site visits, customer satisfaction, community report cards, and quarterly data reporting.  We added a blanket statement to all the county contracts that they must comply with the BC Performance Management Analyst.  That statement allows us to work with the contract agencies on obtaining their data, performing site visits and monitoring, customizing consumer satisfaction surveys to their program needs and reporting their effectiveness with our Community Report Card.  All the pieces together tell us how the agency is doing.  We even surveyed the contract agencies last year and 90% agreed that the Performance Team provides clear communication and are helpful, easy to work with, accommodating and an asset to them.

8. Explanation of proposed/effective solutions and how it was, or has changed current practice.  Detail the way the problem was, or is, proposed to be addressed.  Cite examples elsewhere around the United States.

There was no contract agency accountability prior to 2002. BCMHD received over 7 million dollars from 1995 through 2001 without any measurable outcomes to support efficacy of the utilization of these funds.  It was difficult for the county to assess how it was actually benefiting from the funding with no reporting mechanisms in place.  When Performance Management was a new department in the County it was initially started with one full-time employee in January 2002, and after showing much success, the unit added an Information Analyst to expand to two full time employees.

Adding accountability through monitoring and oversight together with using an annual scorecard, site visits and consumer satisfaction created the Performance Management System for Broome County Mental Health and Social Services Departments.  

After visiting each contract agency, performance measures were drafted using a specific template that lays out the program description, goals, objective and measures. Once that was approved by the agency and the BCMHD Performance Management staff, the quarterly report formats were created that were used quarterly to collect their outcomes measures.  Next, the consumer satisfaction surveys were developed to poll recipients about their services and provide feedback to the County as well as the contract agency.  On an annual basis, we collect the performance and financial data and fill out a Community Report Card ranking the programs effectiveness in the following categories: Performance Management; Financial Management; Customer Satisfaction; and Human Resource (Staff Vacancy).  Each contract agency receives a letter from the County detailing their score with explanation.

Through the years, the Performance Management staff has acquired proficient and focused performance management skills by participating in many staff development activities in this area.  The Performance Management Analyst attended the Harvard University John F Kennedy Business School of Government Executive Education Program in March of 2008.  This experience enabled her to sharpen skills to be able to drive performance within the organization to expand the focus of accountability.

Many counties have begun adding performance management to monitor their services.  Monroe County in Rochester, NY has an elaborate performance management system for many of their behavioral health services.  Onondaga County in Syracuse, NY uses a performance system to manage their mental health programs.  Other counties across New York State have implemented some form of Performance Management, having seen the positive benefits of setting up such a system.  Many of these Performance Management Units are subcontracted through Coordinated Care Services, Inc which provides structure and cohesion to the processes.

9. Start-up costs associated with the program or policy.

The original start-up costs included the salary of one staff member:  starting salary in January 2002 was $43.500 plus benefits of 21.9% equating $53,027.  Additionally, in 2003, BC Mental Health added an Information Analyst for $30,000 plus benefits of 21.9% at 36,570.   Start up also included purchase of furniture for two offices at approximately $1,500 per office = $3,000.    

Original Start-up costs = $54,527
Total Start-up costs including addition of a second staff person and OTPS = $92,597.

Additionally, the program pays approximately 12,600 for rent annually.

10. How the program or policy is funded.

The BCMHD Performance Management Program receives financial support through several funding streams including: New York State Office of Mental Health Community Reinvestment Dollars and smaller amounts of money from the New York State Office of Children and Family Services through local Department of Social Services for children and youth monitoring.  With these funding streams, BCMHD subcontracts with CCSI to provide staff and other resources for the Program.

11. Describe the positive outcomes generated by the program or policy or projected outcomes from the idea submitted.

For the past 9 years, the Performance Management System has grown to currently monitor 65 programs from 15 different contract agencies for both BC Mental Health and Social Services Departments.  All programs receive on-site monitoring visits where we review the program and customer satisfaction surveys.  This is the third year of utilizing the web-based contract management tool that allows the contract agencies to enter their data into an electronic form to submit in lieu of paper and Fax.  The contract agencies all have measurable outcomes.  Agencies also benefit from their data in that they can use the information for writing grants or creating their annual or other reports.  It allows agencies to notice the trend factors in their data and what this means to their agencies and the community at large.  Many of these agencies had no useful way to capture and organize their outcomes until this system was implemented.  The Performance Analyst and the Information Analyst provide technical assistance to the contract agencies and help them “show-case” their programs.

The Performance Management System has allowed agencies to report on their progress in achieving specific objectives and has guided their program/quality improvements.  The data is used to motivate the agency to improve results and allow BCMHD to understand how the agency is doing. It is also used to take corrective action when needed.  In the worst case, the Performance Management System has been used to justify withdrawing funding from a poorly performing agency and ultimately to justifiably and objectively end the agency contract.

12. Will/Did the program or policy require the passage of legislation, executive order or regulations?

No

13. If applicable, how has the program or policy expanded or changed since its inception?

In 2003, an Information Analyst joined the Performance Management Analyst to expand the Performance Team as needed to fulfill inclusive agency contracts.  These 2 full-time employees provide oversight and monitoring for 65 programs from 15 contract agencies.  Every program receives between 2 to 4 site visits per year; each site visit focuses on a different aspect of the program including satisfaction survey results.  Every program has to perform at least one satisfaction survey per year but many of the agencies do them quarterly.  The target for all programs is 90% satisfaction rate of recipients.  

14. Does Massachusetts face the same problem address in this proposal?  

If Massachusetts lacks Performance Management for its Behavioral Health Services, then they would indeed have the same problems that Broome County had prior to implementing this Program.

15. What are your future goals?

In the near future, Broome County Performance Management intends to integrate contract agency fiscal information directly into the Performance and Contract Management System (CMS).  This will allow the BCMH team which includes: Performance Management and the Fiscal Director as well as the contract agencies to know where they stand in all areas of performance, giving BCMH oversight a thorough picture of the agency’s program(s).

Broome County is also currently in the process of implementing Pay for Performance (P4P) into the agency contracts.  This is being accomplished by implementing one to four system measures for as specific program targets.  BCMHD will tie their funding into the attainment of their target completion.  Preparations are being done now for the rollout of this task in late 2011 for the 2012 contract year.

The Performance Management Unit will also incorporate a Cultural and Linguistic Competence feature into each agency’s Cultural Competence Plan that was originally initiated in 2003.  Adding a cultural scale to the web-based contract management tool will allow easy access to their progress.  Having met with all the contract agencies and developed plans for each, this will allow the program coordinators or agency executive directors to report progress over the year in specified cultural goals.  The Nathan Kline Assessment was used to assess each contract agency so those initial assessments can stand as a benchmark for improvement and progress can now be reported each year.  The contract agencies will be rated on their progress so they feel compelled to continue the cultural and linguistic conversation and document their experience along the way.  BCMHD Performance Management Team will share best practices among contract agencies.
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