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.  INTRODUCTION

This report is an analysis of the operations and finances of the Council on Aging o
Southwestern Ohio (hereinafter COA or the Council on Aging). Through a contract initiated in
1992, the Council on Aging has provided Hamil
The contract provides the Council on Aging property tax funding tirdhe Senior Services
Levy, the Council on Aging provides the resources for sernitgaovides directly, indirectly by
subcontract with thirgbarty providers, and directly through services provided by associated
County Departments. The Project Team comised of staff fromMAXIMUS and TATC
Consultingconducted this analysis under contract to the Hamilton County Tax Levy Review
Committeeas part of th&€Committe® sesponsibilityfor reviewing of the County operations and
finances associated with the Sen®ervices Levy and for providing a recommendation to the
Hamilton County Board of County Commissioners regarding future tax levy support for the

activities provided under the Senior Services Levy.

A. PROJECT SCOPE AND ACTIVITY
The scope of the review of den services, as requested by Tax Levy Review
Committee initially included the following principal areas:

A Develop an understanding of the services funded by levy resources by category of
service.

p>2

Develop understanding of the quality of services pravitlerough levy resources,
including determining the number of clients served during the previous levy period,
client waiting lists for services, and service recipient feedback.

>

Compare lewfunded services with similar services provided by other goventahe
agencies and private providers (if available).

Evaluate financial results of COA operations over the past five years, including analysis
of variances from budget and comparison of financial trends with services delivered
over the same time.

>

p>2

Conduct hstorical review of COA budget and projections, as well as role of strategic /
tactical planning in organization operations.
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>3

Analyze any alternative sources of funding as well as organization policies / practices
to ensure that any of these sources of fagdire being utilized first.

>3

Prepare Final Report including summary of principal observations and
recommendations.

The goal of the Elderly Service Programs is to assist seniors and their caregivers in
maintaining their independence and quality of Ifea residential setting of their own choice.

The Hamilton County Board of Commissioners has selected the Council on Aging of
Southwestern Ohio to administer this program and its services. The Council on Aging is a
501(c) 3 private nonprofit corporatidhat has served the needs of older adults in Hamilton
County for 36 years. A Board of Trustees governs the organization and the Elderly Services
Program (with assistance from the Elderly Services Advisory Council). The Council on Aging
also serves fouraunties contiguous to Hamilton County. These are Butler, Clermont, Clinton
and Warren counties. As a regional organization, the Council administers the Senior Services
Tax levies for all but Clermont County. Hamilton County directly benefits from therCo i | 0 s
regional orientation through real cost savings that accrue from sharing the costs of administrative
activities such as automation, accounting, contracting and contract quality assurance.

Unlike other property tax levies used by Hamilton Countyrtividle services to those in
need, the Senior Services Levy is not mandated by the state or federal government. The Senior
Services Levy is based upon a policy decision made by the Board of County Commissioners and
a vote of the electorate. Presently, ofiNg states have enabling legislation that allows county
governments to provide these services. In Ohio, 62 of the 88 counties have adopted this
approach to funding and providing senior services.

The Council on Aginglescribes itself ag learning orgaization. COA regularly seeks
feedback from its customers and service providers regarding performance and responds to these
metrics through changes in its practices or the organizational structure to make necessary
improvements. CO/Astrives tooperaé in accordance with best management practices. The
Council on Aging Strategic Plan emphasizes improving efficiencies and raising revenues from
alternative sources other than its customer base. The organization has complied with the
Hamilton County Board oCommissioners in using all other funding sources before tax levy
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resources. Despite reduced state and federal funding during the present levy period, 2003
through 2007, the COA has leveraged the remaining state and federal dollars, donations, grants

and o-pay revenues to fund expanded services.
B. OVERVIEW OF THE COUNCIL ON AGING PROGRAMS

The Council on Aging provides senior services through a collaborative effort that
includes both formal and informal coordination between a variety of County agendissaal
service providers. This programmatic review includes the main programs within the Council on
Aging. Although only the Elderly Services Program makes direct use of the Senior Services
Levy, the Council on Aging has other programs internally ithigtract closely with the Elderly
Services Program to the benefit of Hamilton

The Council on Aging has several programs that interact on a daily basis to maximize the
range and number of adults with choices in their livingragements. The programs and key
elements of these efforts include:

A Taking Chargei An in-home assessment by a nurse or social worker is performed in
order to determine the situation of the elderly person and services available to support

A

thatthesenor 6 s goal to remain at hotmmercare Thi
decisions.

>

Elderly Services Program (ESP)i using the Hamilton County Senior Services
Levy, this program provides arange ofimlo me ser vi ces such as
housekeepg, home safety upgrades and personal care. For 2006, the cost of assisting
a senior to stay in their residence ranged from $300 to $350 per month. During that
time, a Medicaid funded nursing home cost approximately $4,600 per month. This
program serv&about 13,000 seniors annually.

>

PASSPORTI allows lowincome, disabled adults to receive Medicaid funded care
within their home. Like ESP, these services are provided at a fraction of the cost of
institutional care. The monthly cost of institutional eeas about $4,600 while
PASSPORT provides ihome services to 3,000 adults annually for a cost of about
$1,140 per adult client.

Residential State Supplemental Prograni provides state funded cash assistance to
those persons over 18 years of age to nteethallenges posed by aging, blindness
or disability. This program serves about 260 persons over 18 years old annually.

>
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=)

Assisted Living Waiveri is a new program that allows lewcome, disabled adults
to receive Medicaid funded care in an assisted diviacility. The cost of this
program is about $1,800 per month compared to the $4,600 for nursing home care.

>

Older Americans Act (Title Ill) T provides support for transportation, senior
center s, |l egal services, Al z h eplamiag, 6 s ed
advocacy, training and other services.

=)

Pre-Admission Review i An assessment service provided for persons entering
Medicaid certified facilities.

b=

Quality Improvement i A service area unique to the Hamilton County Council on
Aging. Under this prgram, the management of agencies providing services to the
persons making use of these COA programs mentioned here are provided training,
monitoring and technical assistance in order to improve in the provision of a high
level of service and quality produat the lowest cost.

>

Council on Aging Learning Advantages (COALA)

1. Trains 16person classes, 10 to 11 times per year as professional home health
aides. Typically, 14 of the 16 students graduate and get jobs in the health care
field. The program graduat&40 to 154 home health aides annually and has
a documented retention rate of 82%.

2. Provides inRhome training and support to about 200 family caregivers
annually.

3. ELDERCARE PLUS delivers quality training and support to both employees
and management at yoousiness who often face the choice of maintaining
their position and livelihood employee or delivering care and reassurance to a
| oved one in need while Aon the clock.

The following provides additional detail on significant program / organization
compaents of the Council on Aging Elderly Services Program.

The Elderly Services Program was first approved by a popular vote in November 1992.
The initial five-year Program, 1993 through 1997, has been followed by two additional approvals
of a Senior Sergiestax levy. The second tax levy adopted covered the period 1998 through
2002. The third adoption of the tax levy for this program began in 2003 and will conclude at the
end of 2007. Although the Senior Services Tax Levy supports several progra@eutizdl on
Aging uses the majority of the revender the ESP For example, in 2005, the actual

expenditure of tax levy funds was $16,682, 365. Four programs benefiting seniors received a
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total of $784,960. An additional $226,922 was used for administratiersight of the programs.
These expenditures collectively used $1,011,882; while the remaining $15,670,483 was used to
support the ESP. (It is important to note that tax levy funds that are not spent in a given year are
Acarovieerdo t o gtydae Infthes kdsep the caiwyer had accumulated to $8,043,472
after three years of the tax levy collection.)

The Elderly Services Program has several organizational components. The ESP has a
total of 3.77 employees, typically social workers or regsA Program Director leads this
program Intake Assessors (4.07 FTES) evaluate the needs of older adults seeking assistance
provide an initial screening of these persons for eligibility in one of the COA progens.
Managers who work witlESP serwe recipients are the majority of the ESP workforce. The
Care Managers (37.8 FTEs) are divided into three tekash Team is lead by a Team Leader
(3.0 FTEs). A fourth team comprised of service coordinators and service aides whanserve
older adult clustred housing. This team has 6.9 FT&®! islead by a Services Coordinator
Administrator.

The care managers work mainly with that portion of the population over 65 years of age
with at least two daily living activities that they are unable to perforiouitassistance

The Intake Assessors are trained to determine what the caller needs. For example, a caller
may have a general question on the COA. These questions are sent to Information and Referral
Specialists who have extensive knowledge of a varidtyprograms, services throughout
Hamilton County and the surrounding area. The main job of the Intake Assessor is to determine
if a person wants help and gather the information necessary to forward this information to the
Team Leader who assigns caseshat & care manager can do a home visit to determine if the
person is eligible for programs tw advise the person on alternative agencies with services that
may best the personds needs.

The three teams are designated Care Management Teams. Theseaigaimsve about
12 employees (38 FTES). Each care manager has a caseload of 112 to 115 seniors. The fourth
team, Service Coordination has nine employees (7.6 FTES) that serve five clustered building
complexes. Beyond acting as care managers for ESBnueison a site, these coordinators
provide educational and entertainment opportunities, health monitoring and a range of other
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activities for al | of the complexds resident
residents cannot receive under E8Bther COA programand acts as an ombudsman on behalf
of the building manager and residents.

Each care manager and coordinator prepares a needs assessment to determine if the adult
qualifies for and would benefit from the services provided by COA or @tfpencies. The Care
Manager arranges a care plan that will include but not be limited to ESP services. Part of the
value of he care managelis their knowledge of a broad range of local agencies and their
services. By arranging for supplemental, 8P services the quality of life of the senior is
enhanced and COA has funds available for use with other customers. This knowledge of other
agencies also appliesimo u s e . Because part of a care mana
checking the finacial status of a client on a regular quarterly basis, a senior may be moved from
ESP to Passpotthereby maximizing allowable state revenue streams and minimizing costs to the
local Senior Tax Levy. Although less frequent, a person naggsomove from Pasport to ESP.

Both team leaders and staff members are assigned to projects designed to meet the
demands of the COA Strategic Plan. At this time, the team leaders are working on several
projects that may have significant impacts on the efficiency of th&. G&br example, one team
leader is developing metrics for a pay for performance system that is to be implemented later this
year. The goal is to have a completely objective means of allocating pay increases. This will
eliminate the cost of living allotan that has been historically used and replace a largely
subjective evaluation instrument that was difficulatbminister

A second team leader and team members are working to create a single eligibility form
that serves the needs of ESP and Passpent€l Although in its early stages, the judiycould
be significant. Presently, the ESP and Passport programs require different computer systems.
Having all care managers from both programs using a single automated intake form and keeping
their noteson visits and findings would be a major breakthrough that would end the use of
redundant automated systems, save money and time and perhaps pave the way for greater
integration and communication between the programs. This team leader is also in charge of

training.
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The third team leader also managesecial projects that includbe assignment of cases
to care managerand the administation of the Consumer Directed Care Prograim. this
initiative, an ESP consumer or their caregiver is trained to selecseinthep r o v ipdye r 6 s
(within a predefined range) in order to obtain the services of a chosen provideffedh the
consumer becomes his/her own care manager.

The role of the COA is to serve as many customers as possible usi@xrieny funds
inorder to best | everage t MEsisGocanplislyed through tmei t e d
efforts of the Office of Audit and Business and the Office of Planning and Programs. The offices
develop and manage the significant programming effort aver&fibgb73,474 between 2003
and 2006 and budgeted $16,861,170 for 2007 These staff members provide the necessary
expertiseto find qualified bidders and malsure that the bidders provide the service or product
where and when it is expected at the agregon quality and quantity in a polite and
professional manneithey develop and administeules and regulations governing the service
provider as well aprovidefiscal oversight.

The Council 6s Audit and Busi ngqualgya@drdndece pr
and contract compliance services. The contracting unit within Audit and Business has three full
time employees that works on the identification, certification and selection of service providers.
There are presently 91 such contactorgpsting services to ESP customers. Hamilton County
receives the equivalent of 75% of one per&@h FTE)in this process. This unit issues tywar
contracts to vendors.

Using the COA website, legal notices and word of mouth, the Business unit efentifi
potential COA providers during periods of open application. Business unit staff members
evaluate these firms to certify service providers as potential providers. As care plans are created
for new ESP customers, the newly certified firms must commetelients against established
firms. When this occurs, the Business unit issues a Request for Services. The new service
provider gathers a COA client base by being chosen by a new or newly available ESP customer,
through competitive price or simply beinavailable to add clients when others cannot
accommodate them. This unit is in the process of adding a quality dimension to the selection of
service providers that will include such criteria as the quality of provider management and staff,

MAXIMUS ay 14, 2007 O tatc

Page 7

consulting



Council on Aging of Southwestern Ohio
Operations and Tax Levy Review: Final Report

quality and qgantity of the units of needed services presently provided, and customer
satisfaction. Other criteria are under consideration. The Business unit staff members are also
investigating the possibility of a reduction in the number of providers by means df thein
criteria of quantity and quality of services provided. Those providers with the highest level of
guality at a competitive cost would be assigned new customers coming into the ESP and other
COA programs, while those without high quality rankings wawt receive assignments of new
customers until, and unless, sufficient improvement is made by the vendor which results in the
provider receiving a service delivery quality rating that is competitive with the statistics of the
best providers under conttac

The Quality Improvement and Audit units within Audit and Business work closely
together in providing two types of quality control concerning the delivery of services to the ESP
customers operational and fiscal. The Quality Improvement unit is comgrise9.2 FTES,
approximately 3.6 of who are committed to the Hamilton County ESP. As with the other
elements of ESP, the Quality Improvement Advisors are nurses or social workers. However, this
unit also includes two part time (.6 FTE each) nutrition&ssits name implies, the unit mission
is to assist new and existing service providers in improving their quality of service delivery and
or product. Thispre-certificationefforti ncl udes a review of the pro
personnel policy andrpcedures manuals, personnel turnover rates, outstanding legal matters and
ot her factors that <could materi al | Vhe@ualityect t h
Improvement unit also provides necessary program background information gunatexly
Provider Orientation for new providers or replacements of key staff from existing service
providers The effort also includesrackng pat t erns and trends in t
delivery, in part, through the monthly Provider Activity Report A The PAR is a
compil ation of care managerod6s reports of i nci
experience during the previous montApproximately3% of the service provideme visited
each year to conduen intensive review ofther ovi der 6 s recor dsThepol i ci
Quiality Improvement unit is currently developiagBest Practices Manual for providers based
upon thelocal experience witlproviders, information from the Ohio Department on Aging and

other resources.
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The Audit unit within the Business and Audit Office of the COA provides the fiscal
oversight of the service providers. This is a 4peyson unit. Hamilton County utilizes the
equivalent of 60% of one person (.6 FTE). This unit works closely with the Qualit
Improvement unit iran effort to supporservice providern their efforts to meet the fiscal and
performance demandsquired by contract with COAS peci fi cal |l vy, this uni't
accounts to insure that each federal, state and local etgrenidlom COA was billed accurately
by the provider, and the services provided were in compliance with the terms and conditions of
the providerés contract. Like the Quality I m
consultation mission in wbh they use their findings to teach the provider how to perform more
efficiently and remain in compliance with the terms anadaons of the COA contract

Based upon concerns expressed by providers that the field visits by the Quality
Improvement and Adit units disrupted the administrative workings of some of the service
providers, these two units are in the second year of an effort to have the visits to a given provider
occur within two weeks of each other with the Quality Improvement Advisors typiteeting
the provider prior to meeting with a COA Auditor. As per the COA contract with each provider,
both units strive to meet with every provider within an 18 to 24 month period. One of the
benefits of this more coordinated meeting schedule is tiegaAtdit unit can adjust its sample
based upon the findings of the visit by the Quality Improvement Advisors.

A primary function of the Office of Planning and Programs is to work with COA
management and staff to develop quantitative and qualitative sartiat define the expected
levels of unit performance. The Office provides assessment of service level efficiency and
effectiveness for both internal operations and external operations. An example of the internal
tracking of efficiency and effectiven®ss demonstrated in Table 1. This is a case of an internal
data collection and analysis in progress undertaken by and for the ESP care managers that paves
the way for objective standards (expectations) to be set for the internal performance of this
group. When completed, it could serve a number of purposes within COA that range from
establishing basic expectations for the -sf@yperformance evaluation system that is to be
implemented later this year to establishing projections of ESP staff ability we sgpected
services demands in the future. Table 2 provides an example of the type of qualitative
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instrument that Planning and Programs has developed to measure customer satisfaction. In this
particular instance, the instrument has been designed tsmeas an ESP cust omer 0
l evel of assistance received from the cust ome
allows the COA to train itself, and adapt to market demand. When this type of instrument asks

how the customer views the sesve pr ovi der , or the service prec
provides the customer a particular service, there is a basis for the Quality Improvement unit to

help the provider define issues to be addressed through training or other means in ordar to attai

a higher level of service and maintain or expand its customer base. The Planning and Programs
staff did the original research, and subsequent refinements, necessary to make this a valid and
powerful research instrument. The result is the Service Adgdeawice Instrument (SASI) that

was developed to gauge customer service quality form.

The Office of Planning and Programs also oversees and measures progress made on the
Council 6s Strategic Planning ef f ogresswasakebd er t
of schedule in all areas except Fund Development. In the case of ESP, fund development is a
goal concerned with developing a reliable revenue stream independent of present sources such as
the Senior Tax Levy, state or federal grants, grémom nonprofit foundations, local donations
and ESP customer gmyments. This Office also provides support to the ESP Advisory
Committee concerning how matters of policy and budget under consideration by the Committee
may affect the ESP. This Offiggrepares the Monthly Report to Senior Managers that measures
a changing set of variables to determine which measurements can provide an explanation of an
anomaly in performance from the previous month. Personnel from this Office also meet monthly
with the COA Auditors and members of the Elderly Services Program staff to discuss the ESP
budget.

As a final note to this report section, a new initiative in Passport often involves ESP
services, and from that standpoint deserves mention. Within the past moatbf the two
Team Leaders for Intensive Care in Passport has recently hired two care managers with a third to
be hired in the near futur€The twocare managers each have 20 ¢ken Part of the hiring
criteria for this team is that care managers hasackground and experience in dealing with
these types of cases, and that the care managers are knowledgeable of Passport and ESP policies,
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procedures and forms. This small team deals exclusively with adults over age 55 years of age
that suffer from negict and abuse. The basis for this addition of resources is to provide Passport
and ESP services to the abawentioned adults in cases in which the abused or neglected adults
are being victimized by their caregivers or others who may intermittently greace to these
individuals. These are cases that can rise to the level of a fact finding/ investigative effort of the
Adult Protection Services (APS) within the Jobs and Family Services Department. In a case
where these abused and/or neglected faceyh@aced in an institution because their care givers
face criminal charges or have had a court remove them from their care givers, the use of ESP and
Passport programs can provide an alternative that prevents institutionalization. Certainly this is
in keepng with the mission of both programs. The need for this effort is further bolstered by the
claim that there is a shortage of volunteer guardians for these neglected and abused adults.

The Adult Protective Services unit within Jobs and Family Servicegitggeceives
$550,000 annually from the Senior Tax Levy, and is scheduled to receive that @amoually
again should the voters approve the next tax lek#pr 2007, he APS unit has S full time
employeesand a budget of $784,283The programcontracts for competency evaluations and
legal services for competency hearings for these abused or neglected individuals

The following tables and +prints provide detail on Hamilton County ESP programs and
performance as well as the opemded questionsdm the continuing survey instrument.
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