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Serena Cruz, Commissioner, District 2
Lisa Naito, Commissioner, District 3
Sharron Kelley, Commissioner, District 4
From: Suzanne Flynn, Multnomah County Auditor
Subject: Audit of the Public Guardian/Conservator Program

The attached report covers our audit of the Public Guardian Program in the
Department of Aging and Disability Services. This audit was included in our FY99-00
Audit Schedule.

The Public Guardian Conservator Program assumes responsibility for incapacitated
adults who cannot afford private guardian or conservator services. We found the
clientele to be among the most vulnerable that the County serves. The Public
Guardian Program administrator is appointed, bonded, and assigned by state law to
have final responsibility for decisions regarding the care and safety of clients.
Although the Program takes this responsibility seriously, it is our conclusion that
improvements could be made.

The Program has chosen to take a collaborative approach to managing any potential
risk to clients. While collaborative approaches can lead to innovation and better
quality services, this must be balanced with a clear assignment of responsibility and
accountability. We believe that this balance has not been achieved.

We have discussed our findings and recommendations with the Director of Aging and
Disability Services, the Public Guardian Program Administrator, and the County
Chair and included their responses in the report. Pursuant to our new practice we
will follow up in 6 — 12 months and issue a report at that time.

We appreciate the cooperation extended to us by the management and staff of the
Public Guardian Program.
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Summary
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Clientsof the Public Guardian Program are among the most vulnerable
citizensinthecounty. They areunableto makedecisonsthat will protect
their health andwelfareor their financia resources. They areisolated by
circumstance or through victimization, and they have few advocates.
Becausetheseclientsoften haveno persona or community ties, wegpplied
ahighlevd of scrutiny to our review of thisProgram.

Since 1971, Multnomah County has assumed responsibility for
incapacitated adultswho require aguardian or conservator, but cannot
afford privateservices. ThePublic Guardian Program attemptsto maintain
addicate ba ance between hel ping clientsremainindependent for aslong
aspossibleand acting inthebest interest of thoseclients. Thisrequires
staff to make crucial decisionsthat can alter thelives of those adults.
Risksto clientsmust beweighed and controlled. Thereisasoaneedto
congder theliabilitiesassociated with thoserisks.

In 1988, aformer Public Guardian wasfound guilty of embezzling client
monies. The County Auditor’sOffice performed an audit of the Program
In 1989, resulting in gtricter controlsover thefinancia resourcesof clients.
Sincethen, anumber of other positive changes have occurred, but we
found problemswith the organi zational environment and the collection
andreporting of data. Thesehaveresultedinlimited monitoring of staff by
management and inadequate use of datawhen making decisions.

Theaudit team observed open and collaborative staff interactionsand
group decision-making. Thesereflect the Program’sresponseto the
County’s RESULT Sinitiativeand effortstoimprove communication and
empower staff. Weview theseasgenerally positive. Yet, wefound that
Program accountability, whichisalso anintegral part of organizational
Improvement, isnot cons stently present.

We consder the staff memberswho work directly with clientsto beskilled
professonds. They arecapableadvocatesfor clients, but they often make
decisonswithlittle management support or scrutiny. Thiscan ultimately
place client assetsand well-being at great risk, particularly when staff
changesoccur.

Policiesand procedureslack clarity, they arenot accessible, and they are
not used consistently to guidedecisions. Thework environment at Public
Guardianisgenerdly disorganized, which weakens management controls.
Full review of client filesby management al so doesnot occur onaregular
andformal basis.

Datacollection methods are not standardized, so information used by the
Program to describe the popul ation, community need, and changes may
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not beaccurate. In addition, management hasnot developed the skillsto
usetheir client database effectively. Using dataasamanagement tool
could allow the Program to verify client characteristicsand trendsand
better all ocate resources.
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Background

Current diagnoses of clients
March 2000
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Dueto severe physical or mental impairment, some adultsare not ableto
make decisionsto protect themselvesor their financial assets. Whenthis
happens, aProbate Court judge may pronounce them incapacitated and
appoint aguardian and/or conservator to makeimportant lifedecisions.

The Multnomah County Public Guardian/Conservator (Public Guardian)
Program, part of the Department of Aging and Disability Services, was
established in 1971 to act asthe guardian and/or conservator (financial
manager) when no other optionisavailable. Uniquein Oregon, theProgram
managesthelegal, financial, and social service care decisionsfor these
clients. InMay 2000, therewere 155 active casesin the Program.

Current staff working in the Public Guardian Program are the Program
Adminigtrator, Senior Deputy Guardian, four Deputy Guardians (deputies),
apargprofessona, aClerica Supervisor, and two support saff. Themission
of theProgramisto* protect the most vulnerable and incapacitated citizens
in Multnomah County from abuse, exploitation, and salf-neglect through a
quality program of legally substituted decision-making for personsand

property.”

Most Public Guardian clientsreceive Medicaid and havefew financial
resources. Nearly al dlientsreceive servicesfrom other partsof the County’s
human services system. For most clientsincapacitationis established on
thebasisof dementia, menta illness, devel opmenta disability, or someother
diseaseor disability. Thechart that foll owsdepictsthe breskdown of primary
diagnosesfor current clients. However, many have multiple diagnosesthat
complicate case management.

Exhibit 1

Other
7%

Head
Injury/Disability
7%

Dementia
33%

Developmental
Disability
21%
Mental liness
32%

Source: Public Guardian database (PG Track)
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Most clientslivein carefacilitiesor in their own homes or apartments.
Thegod of the Public Guardian Program isto keep clientsasindependent
aspossiblefor aslong aspossible, but sometimesliving a one posestoo
great arisk. If clientsown property or have other assetsand are ableto
live aone, the Program may contract with private organizationsfor the
upkeep of their homesand for social services.

Living situation of clients

Exhibit 2
Home, family,
etc.
11% Nursing
Residential facilities
facilities 35%
18%
State hospital;
Adult foster psych.
care/homes 5%
31%

Source: Public Guardian database (PG Track)

Public Guardian clientsare often victimsof abuseor exploitation. Or they
may have made poor decisions about their own care. Thisisahighly
vulnerable, generally isolated population that cannot function without
assistance. Their ability to prevent or removethemselvesfromharmis
limited. They oftenlack advocateswith personal knowledgeandtimeto
actontheir behdf, and they are not capable of advocating for themselves.

Theimportance of making appropriate decisionsfor theclients served by
the Public Guardian Programisatremendousresponsibility. Therisk to
clientsisgrest, and the County’sroleinmitigating that risk issignificant. In
1988, theformer Public Guardian wasfound guilty of embezzling funds
from Program clients. Important controlsweremissing, and client assets
wereleft unprotected.

In 1989, the County Auditor’s Office conducted an audit of the Public
Guardian Program. Stepsweretakentoimprovefinancia controls, and
responsibility for clientincome and expenditureswastransferred tothe
Finance Division. Thesechangesbrought about protectionsthat are till
in place, however other management weaknessesidentified in the 1989
auditremain.
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Scope and
Methodology
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The purpose of thisaudit wasto assessthe systemsin placeto protect
clientsand their resources. Wereviewed pertinent State laws, County
ordinances, and ethical and professional standards. We also reviewed
the history of the Program and apreviousaudit conducted by thisoffice.

Theaudit team met with the Director of the Department of Aging and
Disability Services, the Deputy Director of theDivison of Aging Services,
the Public Guardian, and all staff workinginthe Program. We conducted
field vistswiththefour deputies, attended a Court proceeding with the
Senior Deputy, observed aMultidisciplinary Team meeting and afocus
group. Inaddition, audit team membersinterviewed the Probate Court
Judge, Court administrative staff, and staff from ADS Protective Services

program.

The Program’s policies and procedures were analyzed, as were the
following program operation systems: medical appointment alertsand
prompits, client property disposition, end-of-life code status, supervision
and management, and annual accounting to the Court. We reviewed
randomly selectedfilesor filesthat wereidentified for review because of
unusual circumstances. A copy of the Program’sclient database (PG
Track) wasanalyzed to determine aprofile of clientsand to understand
possible uses of the database for decision-making. Systems for the
distribution of client moniesand the controlsfor protecting thosefunds
wereadsoreviewed. Public Guardian atisticsand reportswereexamined
to determine service and staffing trends.

Thisaudit wasincludedinour FY 99-00 audit scheduleand was conducted
inaccordance with generdly accepted government auditing standards.
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Audit Results

Better procedures
needed to monitor
potential risk
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Public Guardian’s current management practicesimpact the Program’s
ability to monitor potential risk to clientsand their property. In 1995
under the County’ sSRESULT Sinitiative, Public Guardian begantoredesign
organizational processes. Through these efforts, staff participationin
decison-makingincreased. Many of these processimprovement ctivities
have strengthened the Program, but anumber of other changesare needed
toimproveaccountability efforts.

Wefound Program staff to be highly professiona and skilled. Further, we
found no evidence of client harm. But responsibility for clientsinthis
particular programisso great that additional stepsare needed to ensure
their safety and the security of their property. Delegation of decision-
making carrieswithit aneed for ahighlevel of employee competence
and greater accountability. It also requires effective procedures for
management to monitor results.

TheProgram Administrator isappointed, bonded, and assigned by state
law to havefina responsibility for decisonsregarding the careand safety
of clients. Thisresponghility for clientsrepresentsaliability for the County
that requiresthoughtful and diligent supervision. Our examination of
management practicesdid not bring assurancethat supervisory review of
case decisionsand monitoring of staff-client interactionsisadequateto
protect clients.

The County’slabor relationsguidefor managers specifically warnsthat
most substandard performance occurs “outside the knowledge and
contemplation” of management. Theguide aso suggeststhat managers
must model program values, monitor activities, trust staff to effectively
carry out tasks, yet stay deeply involved with thework. Management of
Public Guardian must be strengthened to meet these criteria

The Senior Deputy guides deputiesin day-to-day decisionsand meets
withthemin practitioner team meetingsto review cases. Communication
regarding casesregularly occurs between the Program Administrator and
the Senior Deputy, but thisshould not substitute for direct management
monitoring and review. The Program Administrator does not attend
practitioner team meetingsand may not beinformed of al casedecisons.

Currently, the Program Administrator meets monthly with each deputy
and maintains brief, informal notes of these meetings. The Program
Administrator stated that staff isnot awarethat routinereview of al cases
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Organizational structure
limits management
involvement
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occurs. TheProgram Administrator a so reported that ongoing discussions
with deputiesregarding clientstake placefrequently and are essential for
providing on-call services. (Twenty-four hour on-call responsibilitiesare
shared equally between the Program Administrator and the Senior Deputy.)
But management was unabl e to demonstrate that each and every case
receivesregular, in-depth supervisory scrutiny.

Review of theProgram by ADS upper management isalsominimal. The
Aging Services Deputy Director supervisesthe Program Administrator,
but isonly marginally involved with Public Guardian operations. Policy
guidanceisviewed asthe primary roleof the Deputy Director whorelies
upontheaccuracy of information coming fromtheProgram Adminigtrator.

Staff interactionswith clientsare guided by standards established by the
Nationa Guardian Association, aswell asprogram and department palicy.
They dso operateunder alegd mandateto makereasonabledeterminations
about what isbest for clients. Our observationsof direct service personnel
found themto beethica, thoughtful, caring, and highly collaborativeand
supportive of oneanother. Thework of the Programisdependent ontheir
integrity and ability to makeinformed decisionsabout themedical, legd,
financial, and socid serviceneedsof clients.

Asfiduciaries, deputiesoften make critical decisonswhileinthefield,
without benefit of peer and supervisory support, guidance, or oversight.
For example, aclient’sseriousilinessor possiblevictimization could require
deputiesto act independently andimmediately. Thisleve of autonomy is
important if deputiesareto carry out their work effectively. But because
of theultimaterisk to clients, ongoing supervisory review by the Program
Adminigrator isessentid.

The potential exists for wrong judgment by a deputy due to stress,
carelessness, or poor decison-making. Thereisasotheneedto bevigilant
against theft of client property and assets. Regular monitoring by
management can minimizerisk to clients, aswell asdecreasethe County’s
liability and assist in meeting thefiduciary obligations of the Program
Adminigrator.

Saff responghilitiesat Public Guardianlimit theinvolvement of management
indirect services. Threeof theten Program personnel have supervisory
respongbilities. Thisstyleof supervisonmay underminetheability of the
Program Administrator to fully monitor staff-client interactionsand case
decisions, aswell asusevaluable staff resources. Most importantly, the
current organizationa structureisnot conduciveto maintainingahighleve
of involvement with thework of deputiesand thelivesof clients.
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Client records and
property not always
secured
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Management should review the assignment of supervisory responghilities.
Significant reorganization may not be necessary, but if staff resourcesare
being expended without benefiting clientsor the Program, changesin staff
assgnmentsshould becongdered. Thisincudesthepossibility of returning
somedirect supervisionrespons bilitiesto the Program Administrator.

Previous Public Guardians managed the Program and carried all or part
of acasaload. TheProgram Administrator statesthat it isnot possibleto
managethe Program effectively and beresponsiblefor acasdoad. Indeed,
theability to oversee serviceand administration of Public Guardian could
be undermined if the Program Administrator had to spend considerable
timewith clientsaway fromtheoffice. If an organizationa review results
inashift of moresupervisory responsbilitiestothe Program Adminigtrator,
then casel oad respong bilitiesmay not bepossible. But if no shift occurs,
then the option of managing acasel oad should be considered.

Proceduresthat protect client records and property areweak. Wefound
an environment of disorganization and confusion. Confidential legal
documentsand other material swere stacked on acabinet inthe corridor
for aprolonged period. Inthe courseof reviewing office hardfiles, we
found anumber of filing errors. Inthefilesthemselves, casehistorieswere
generdly difficult tofollow. Thiswascompounded by thefact that staff
notesto file are not standardized or clearly differentiated from other
information, such asupdatesfrom caregivers.

Medicdl, legal, and financid information must be accurate and available.
Client and program data should bereadily accessible. A disorganized
environment, lack of attention to maintaining security, andinconsistent or
poor record keeping increasetherisk that clientswill not be adequately
served or thelr property protected.

Whilethe Programisimproving the safety deposit box process, thereare
still areas that leave Public Guardian exposed to loss due to lack of
organization. Currently, client property of sentimentd or red vaueiskept
intheprogram’ssafety deposit box. However thereareno clear guideines
ondollar vaueto determinewhat should go in the safety deposit box or
canbekept inlesssecureareas. Whiletherewasjewelry of rather small
valuein the safety deposit box, we found aring and watch set with a
replacement value of $4,000 that wasin aless secure officefile cabinet.

Client property, whether of red value or not, should betreated with care.
Staff often makesthe decision asto which property should be kept, sold,
or otherwise disposed. Deputies indicated that they use client input
whenever possiblein making these decisions. Whichever decision for
disposition of property ismade, policiesand proceduresfor handling that
property need to be clear and consistent.
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File review process
could improve oversight

Clear policies and
procedures are lacking
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While we saw no evidence of loss or theft of client property, we did
observeclient property inlesssecure areas such as office bookcases and
deputy cubicles. Disposition of client property wasnot alwaysclearly
indicated inthefiledocumentation. Thereisno processin placetofollow-
up on safety deposit box activity for additiona oversight. However, two
deputiesdid arecent comparison of safety deposit box itemslistedinthe
log towhat wasactually inthebox. TheProgram Administrator did not
guestionincomplete entriesor unaccounted itemsand in some caseslog
sheetswere merely adjusted. A processneedsto bein placetofollow
up on questionsasto theval ue and disposition of client property.

TheProgram plansto devel op aprocessfor quality review of files, but
this process has not yet been implemented. A good model currently
existsintheProgram. Staff devel oped achecklist for peer and supervisor
quality review of court reports prior to submitting required annual
accountings (AASs) to the Court. The audit team found thisto be an
effective tool for meeting the Program’s goal of timely court filings.
Development of afull filereview checklist and process, smilar totheone
used for AASs, could significantly improve management oversight.

Peer review of filesto verify quarterly visit documentation does occur,
but in-depth management review of individua casefileshappensonly by
exception. The Program Administrator reported that amorethorough
examination of other file documentsmight betriggered during theannual
review processfor filing of AAs. Thisdoes not guarantee thorough
examinationonayearly basis. If thecurrent processfor review of AAs
wereexpanded toincludefull filereview by management, annua scrutiny
would be ensured and supervision controlsstrengthened. 1t would aso
provide an opportunity for regular, comprehensive discussion of cases
and reinforcement of standardsand policies.

Policiesand procedures should provideguidance when direct management
support isnot available. Wefound that policiesand proceduresare not
easl|y accessibleand do not clearly state information necessary for staff
to make good decisions. Poorly organized policiesand procedurescan
resultinweak and incong stent controls, ultimately putting clientsat risk.
L ack of organization and accessibility can a so waste saff timeand prevent
their useasguidance.

The Program has moved to an electronic format for the office policies
and procedures. Whilean electronic version could be useful, each staff
member should have a current hard copy they can easily reference.
Furthermore, some staff have expressed rel uctanceto using el ectronic
documentation. While hard copies are available, the Program
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Better data collection
and analysis needed
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Administrator indicated that these copies are outdated. In addition, the
electronicversonispoorly organized anditisdifficult tofindinformation
needed inatimely manner. Thedectronic manua consistsof onemainfile
folder, 12 sub-filefolders, and 68 filesthat are not linked, nor istherea
tableof contents.

The content of the policiesand procedures manual isinconsistent inits
clarity and organization. Sectionsof themanua appear to bewell organized,
comprehensive, and concisewhile other sectionsare poorly organized and
lack sufficientinformetion.

Themanual aso containsoutdated policiesand procedures. Itisdifficult
to determinewhich policiesarevalid. For example, somepoliciesare
identified asold palicies, but thereisnoindicationif thepoliciesare del eted
or revised. Other policiesindicatethey are old and have been revised or
updated, but itisnot clear whichistherevised policy.

Clear and accessible policiesand procedures should provide guidancein
decision-making. When the specific guidance does not exist, decisions
should not goforward. For instance, staff have consulted with professonds
before making some complex decisionsfor clients, yet no policy hasbeen
created for those occasions. Thismay meantherearerisky approachesto
client servicefor which thereisno decision-making framework or foll ow-
up. Using policiesand procedures as guidancefor servicedecisionsand
thenfollowing upto clarify theresultsand ramifications of thosedecisions
improvescontrol for risk.

Data collection and analysis are critical to monitoring results both by
management and policy-makers. Current systemsareinadegquate and do
not promote effective planning and management. Improved use of data,
indudinganays sof functioning leves, living Stuations, and diagnoses, would
better inform Program decisions. Management could identify thelevel of
staff resourcesrequired for various client typesand devel op an objective
client classfication Sructure.

A historical description of client characteristics could clarify changesin
casel oad over time so that the effect on resources could be evaluated.
Trend analysiswould also ass st the Program in projecting future demands.
Asthecharacteristicsof the client population change, the Program could
plan how to all ocate resources and servicesto maximize Programimpact.

Public Guardianrelies primarily on anecdotal information to describeits
performance and to request additional resources. The Program hasnot
edtablished slandardsfor collecting, andyzing, or reporting dataon casd oad,
Program demand, or workload trends. Client characteristics have been
drawn fromtally sheetsthat have been adjusted asclientsenter and leave
the Program. In addition, data categorieshave not been cons stently defined
over time, making trendsfrom year-to-year difficult orimpossibletotrack.
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Workload is difficult
to determine
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Thetypeandinterval of information collected have al so changed over
time. Until 1997, client demographic datawascollected monthly. Tracking
of monthly statistics ended when the Program decided that thetime and
resourcesspent in collecting theinformation did not justify its value. Since
that time, some broad Program datarelated to key indicators has been
collected and reported on aquarterly basis.

A consistent approach to datadefinitions, collection, and analysiscan
ass g inprojecting need for resourcesand servicesin additionto providing
support for future budget requests. Analysis comparing client
characteristicswith resources and time expended would a so provide data
to determineif specific client populationsrequire more resourcesthan
others.

Using available Program datawe concluded that someinformation used
by the Public Guardian Programisnot supported. Some staff indicatethat
community-based, younger, and/or chronically mentally ill and
developmentally disabled clientsare generally moreresourceintensive.
Utilizing monthly statistical reports covering the period July 1994 to
November 1997, wefound atrend showing an increase of younger, lower
income, community-based clients. Whilea1993 time study supportsthat
community-based clientsmay take moretime, datadoesnot confirmthe
assertionthat all these client popul ationsrequire more staff resources.

Itislikely that the number and severity of problems experienced by
incoming clientshaveincreased dueto Program-restricted intakecriteria.
Criteriahavebeen narrowed to require sometypeof victimization or critical
level of self-neglect. However, there isno data available to prove or
disprovethistheory. The Program doesnot track the severity and care
requirementsof clientscoming into the Program or any resulting demand
ON resources.

Accuratetracking of client diagnosisor incapacitation typemay assst the
Programin planning future casd oad capacity, resources, and staff training.
According to some staff, aclient’s diagnosis or diagnoses can be an
indicator of theamount of time and resourceaclient needs.

Despitetheimportance of client diagnosisit appearsto be determined
inconsistently and at timesarbitrarily. Theprimary, secondary, and other
relevant diagnosesare not drawn from aconsistent source. Whileeach
client entering the Program receivesapsychol ogical evaluation required
by the Court, the Program Administrator doesnot consider that areliable
source of information. Inaddition, at thistimethe Program only tracks
staff-determined primary diagnoses. Compounding the problem, the
Program doesnot haveformal written definitionsfor diagnosiscategories.
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Prioritization of activities
could improve analysis

Better analysis could
improve planning
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Toimprove management of staff resources, effortsto determineworkload
requirements should bemade. Anaysisof client characteristicsfactored
with living situation and generd stability would promote Program efficiency
and better justify requestsfor new resources.

TheProgram hasnot prioritized how resources should be alocated. How
much staff time should be utilized for consultation, informeation and referra
(I1&R), client management, or community educationisnot clearly defined.
For instance, the Program Administrator and Senior Deputy handlel &R
responsibilities, but & R demand has not been measured to determineits
impact on other services.

Staff isresponsblefor mogt, if not al, aspectsof clients' lives. Becauseof
thisseriousresponghility, itiscriticd that the Program dlocatethe r resources
in an effective and equitable manner while keeping controlsin placeto
protect the clientsand meet Court requirements.

Deputy and support staff timeislimited, and thereis concern about the
amount of timethey must spend on some administrativetasks. Deputies
would like to give priority to direct service and are concerned that
documentation and adminigtrativedemandswill taketimeaway fromdlients.

Public Guardian caseload policy statesthat “thetotal number of clients
served by the Public Guardian’sofficewill beindirect proportiontothe
number of professional staff funded inthe Public Guardian’soffice, andto
caseload abilitiesper professiona staff position.” Staff hasestablished an
optimum casel oad number of 40 cases per deputy. They contend this
generd guiddinealowsthem to meet Court deadlinesand maintain quadity
sarvice. Itisbased ontheir collective experience, not analysisof data.

TheProgram hasnot set threshol dsfor alocation of timefor specificduties.
For exampl e, they have not determined the maximum amount of timethat
should be spent on administration, file review, documentation, or other
such non-direct servicetasks. Review of theworkload and prioritization
of work activities could bring about better use of staff resources. Tracking
these numbers might validate or allow change of the casel oad standard.

Digtribution of staff resourcesshould beanalyzed. Effortsto expandthe
Program require an understanding of itscurrent capacity to serve, aswell
astheability toassessneed. Suchandydsisnot presently being conducted.

Public Guardian has provided someevidencethat theneed for their services
isgrowing and thefunctioninglevel of those needing serviceislower. We
found that the capacity to serve more clientsmay currently existinthe
Program. Atthevery least, dataisavailablethat could identify areasto
study. For exampl e, the audit team examined theratio of clientstototal
staff asameasure of resources expended for number of clients served.
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According to Public Guardian records, staff-to-client ratiosfluctuated
between 1991 and 1996. After reaching current staffinglevels, the
ratio seemsto haverisen dightly inthepast twoyears.

Exhibit 3
Staff-to-client ratios,
1996-2000 20
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Source: Public Guardian Records

Additiona analysscouldimprove management strategies. By answering
thefollowing questions, Programimprovements could result.

 Istherecent growthintotd client numbersareflection of growing
need and greater client severity?

 Isitanindication of greater Program efficiencies?

e Istheeffort to better define who is served and how they are
served having apositive effect on utilization of staff resources?

e Or, hasthe stabilization of staffing levels, more experienced
personnel, and process improvement efforts allowed client
numbersto grow?
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Recommendations

Multnomah County Auditor’s Office

1) Improve management systemsto strengthen internal controlsand
reducerisk to client safety, well-being, and property. Areasin
whichtofocuseffortsinclude:

a) Strengthen management review of client services.

b) Implement aformal systemfor tracking client casereview
between management and deputies.

c) Improvetheclarity and accessibility of policiesand procedures
inorder to assuretheir useasaguidein decision-making.

d) Implement standardsthat improve the organi zation and
bility of information captured inhardfiles.

€) Expandthe Annual Accounting quality review processtoinclude
full filereviewsso that management scrunity of each fileoccurs
annudly.

2) Review supervison assgnmentsto determineif direct supervison
respongbilitiesare appropriately placed.

3) Prioritize how staff resources should be all ocated and monitor
regulaly.

4) Anayzeworkload expended and match client characteriticsto
improveallocation of staff resources.

5) Improve collection and use of datato strengthen management
decisions. Areasinwhichtofocuseffortsinclude:

a) TheProgram Administrator should receivethetraining and
support necessary to allow the appropriate collection, use, and
reporting of data.

b) Improvethe useand accessibility of PG Track databy the
Program Administrator and other staff. With adequatetraining,
thissystem could provide valuableinformation.
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Beverly Stein, Multnomah County Chair

Room 1515, Portland Building Phone: (503) 988-3308
1120 S.W. Fifth Avenue FAX: (503)988-3093
Portland, Oregon 97204 Email: mult.chair@co.multnomah.or.us

MEMORANDUM

To Suzanne Flynn _
From : Beverly Stein M"
Date September 22, 2000

Re Public Guardian program

Thank you for your audit of the Public Guardian program. Before I took office, the Public
Guardian program had been audited and had come under extensive criticism because of
the actions of the previous Administrator. Fortunately, those issues are behind us. Iam-
pleased that you shared my view that the staff are “highly professional and skilled”,
that you found “no evidence of client harm”, and that the highly vulnerable nature of
this population underlay your recommendations concerning increased management
‘controls.

Multnomah County is responsible for services for a great number of vulnerable populations
- the mentally ill, developmentally disabled, incarcerated offenders, child victims of abuse.
The clients of the Guardian program are perhaps unique in the degree of their dependency
onus. Any time you assume that kind of relationship to clients, you have a heavy
obligation. Iam proud of the efforts the Public Guardian management and staff have
made in providing protection for these very vulnerable clients. I also believe that your
reminders of the seriousness of our role with these clients can be used to continue to
improve the quality and consistency of those services.

At the request of the Public Guardian, Jim Carlson and the Evaluation and Quality unit
worked extensively with the. Guardian program beginning in 1996 with the RESULTS
program. In his work, he found a dedicated staff working at a high level of productivity.
The last customer satisfaction survey rated the Guardian services very high. The main
concern of the survey is high caseloads and the need to increase staffing. The efforts of
staff and the additional of three new staff over the past five years, have made Multnomah
County a leader statewide in the extent and depth of services provided.

I share your concern about the vulnerability of this population and the additional
administrative oversight you feel is appropriate. As I understand the Guardian’s work
plan, several of the items you recommend are in progress, included the improved use of
data as they convert to a new data collection system. The Guardian’s office will continue
to review every case plan and financial transactions annually. With the new data system,
we should be able to better document and expand the scope of those annual client
reviews and annual court reviews of financial transactions.
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TTY: 988-3683 FAX: 988-3656 : SHARRON KELLEY

MULTNOMAH COUNTY OREGON

AGING AND DISABILITY SERVICES ' BOARD OF COUNTY COMMISSIONERS
AREA AGENCY ON AGING . : ‘ BEVERLY STEIN '« CHAIR OF THE BOARD
421 S.W. 5TH, 3RD FLOOR DIANE LINN ¢ DISTRICT 1 COMMISSIONER
PORTLAND, OREGON 97204 . SERENA CRUZ < DISTRICT 2 COMMISSIONER
HELPLINE: (503) 988-3646 ADMINISTRATION: 988-3620 LISA NAITO < DISTRICT 3 COMMISSIONER

*

DISTRICT 4 COMMISSIONER

Date: September 25, 2000 -
To:  Suzanne Flynn, Auditor

From: Jim McConnell, Directo = ~
Holly Berman, Public Gdardian £/43_ -

Re: Response to Public Guardian Audit

. We appreciate the thoughtful analyses and recommendations contained in the
report of the Audit on the Public Guardian Program by the Auditor’s office. The
report addresses issues that are important to us as we work to continuously
improve the Public Guardian Program and other programs within the Department.

We are extremely pleased to read that the Auditors “found no evidence of client
harm.” The report also “found Program staff to be highly professional and
skilled.” ' o

We accept all of the recommendations in the audit as valuable for the program.
They are also in line with our continuous improvement goals.
We are already working on some of them.

Response to audit recommendations
Following are our responses to the audit and the audit recommendations:

Recommendation 1: Improve management systems to strengthen internal controls
and reduce risks to client safety, well-being, and property.

Recommendation 1a): Strengthen management review of client services

Current: ADS has invested significant time and effort in “re-inventing” the
Public Guardian system over the past three years. The audit report highlights the
“high risk™ nature of the Public Guardian clients. ADS management and staff are
acutely aware of the risk levels. However, we find the emphasis on management
involvement in each and every case to be excessively dependent on that one
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approach for, “reducing risk”. In our selection and training of staff for this
program, we have focused on the need for vigilance and monitoring of risk factors
for this very vulnerable population. The Public Guardian risk management system
is built on checks and balances that are based also on teamwork and collaboration
between management, staff, and others. Case Managers in other parts of the ADS
and County systems are intimately involved in the lives of Public Guardian clients,
providing extra “eyes and ears” for reducing risk to clients. The Program
Administrator meets on a weekly basis with the staff. The Deputy Director of ADS
meets bi-weekly (and more frequently as needed) with the Public Guardian to
provide coaching, and to discuss difficult decisions faced by the program staff.
‘We believe that the collaborative approach between management, staff, and other
program partners has paid off in terms of reducing risk to both the Clients and the
County.
Plan:
1. Review again the checks and balances in the system.
2. Formalize and document the tracking of clients by case managers, and by case
reviews by management. We would like to continue with our current risk
‘management approach, and make adjustments to that based on our review.

Recommendation 1 b): Implement a formal system for trackzng client case review
between management and deputies.

Current: All group supervision’ meetlngs staffings and staff meetings have
formal minutes. All annual case reviews are documented on a standard form.
Plan: Improve the case review system, including methods for filing and retrieval.

Recommendation 1 ¢) Improve the clarity and accessibility of policies and
procedures. _
Current: The PG policies and procedures are now up-to-date, computerized and
easily available and accessible to staff.
Plan: ADS will:
e review and improve the organization and acce351b111ty of policies and
~procedures.
clarify any issues that may be confusing to staff
clarify policies related to valuation and storage of propertys

Recommendation 1 d). Implement standards that improve the organization and
accessibility of information captured in hard files.

Current: Filings are up-to-date, files have been purged to archive outdated
material, and we have assigned extra staff to improve filing efficiency and
accuracy.

Plan: Develop a standardized format for file notes to assure that information is
easier to locate and read.
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Recommendanon le) Expand the Annual Accountmg quality review process to
include full file reviews so that management scrutiny of each file occurs annually.
Current: Management reviews each client file on an annual basis.

Plan: ADS will implement a formal system for full file review on an annual basis
to improve safety for clients and their property.

Recommendation 2: Review supervision assignments to determine if direct
supervision responsibilities are appropriately placed.

Current: Managing the program with a combination of two managers, both of
whom also have significant direct service responsibilities enables the program to
cover 24 hours a day, 365 days a year.

Plan: Re-evaluate job responsibilities on an annual basis.

Recommendation 3. Prioritize how staff resources should be allocated and
monitor regularly.

Current: Periodic time studies have allowed us to evaluate time requlred for
mandated functions.

Plan: ADS will set up a formal process to prioritize and monitor use of staff
resources, based on an updated evaluation.

Recommendation 4: Analyze workload expended and match client demographics
to enhance analysis of staff resources.

Current: Our historical focus has been to measure ourselves against similar
programs, and focus on client satisfaction and potential risk.

Plan: ADS is initiating a department wide system of case management that will
improve the ability to identify clients at hi gher risk. Will refine the tools that we
use to mesh with this system.

Recommendation 5: Improve collection and use of data to strengthen management
decisions.

Current: The data collection and use has been enhanced con51derably since the
time of the audit. The program collects and uses electronic data for client tracking,
processing activities on behalf of the client, and for documenting and reporting on
program activities. The Program Administrator is conversant with the data system,
and uses it extensively.

~ Plan: ADS will increase training for management and staff of the program. The
Program is in the process of migrating existing programs onto compatible
software. Data will be fully transferred by June 30, 2001.

cc: - Beverly Stein, Chair of the Board
Bill Farver
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