Improving Child Placement Outcomes:  A System Redesign
Foster Care Redesign in Texas
In January 2010, the Department of Family and Protective Services (DFPS) joined other child welfare leaders to embark on a mission to redesign Texas' foster care system and improve outcomes for children and their families.  In addition to meeting with all interested stakeholders, DFPS charged a preexisting workgroup, the 26 member Public Private Partnership (PPP) to serve as the guiding body for the development of recommendations for a redesigned foster care system. 
The PPP includes members of the judiciary, foster care providers, advocates, provider associations, foster care alumni, a DFPS Advisory Council member, and DFPS executive staff.  In order to appreciate the thoughtful recommendations made by the PPP regarding changes to foster care, we must look at the flaws in the current system.
Problems with the current foster care system   
The current foster care system is structurally flawed.  It does not afford placement options close to children's homes or provide incentives that promote improved well-being and shorten the amount of time children spend in foster care.  
Lack of local placement options
Too many children in foster care are placed outside of their home communities away from siblings, peers, families, schools, churches and support networks.  This placement away from home communities occurs because the geographic distribution of foster care services in Texas does not match the areas where services are needed.  Currently, children must move to where services are offered rather than the services being offered where the children and their families live.
Absence of incentives to improve well-being
Under the current reimbursement structure, when children maintain higher service levels and fail to make progress, providers are paid at the higher foster care rate.  This perverse incentive does not adequately acknowledge or compensate providers who provide quality services which improve the child's well-being and functioning.
There are very few communities with a local service network that can meet the full range of service levels for children.  Often this means that when children improve their service level, placement changes are likely to occur.  Placement changes may be negative experiences and can discourage children from working to improve their service levels for fear of placement changes.   
Recommendations of the Public Private Partnership

The PPP started its research into redesigning the foster care system with two basic precepts in mind:

· The proposed redesign will not include privatization of case management responsibilities.  Casework responsibilities remain the role of the CPS caseworker.

· The redesigned foster care system will neither preclude nor require additional foster care funding, with the exception of what is necessary for normal entitlement caseload growth. 
The PPP submitted to DFPS recommendations for a redesigned foster care system that will produce better outcomes for children and their families by increasing accountability and improving the availability, quality and coordination of services in the communities where services are needed.  The recommendations center around changing the ways that DFPS contracts and pays for services.  The group additionally recommended that the redesign happen in phases, so that lessons learned can be applied to each subsequent roll out.
Change the way DFPS contracts for services 
Current system

In the current system, DFPS uses an "open enrollment" process to procure residential child care services for specific placement types. The current residential child care contract includes some performance expectations; however expected outcomes and incentives for achieving outcomes are not included.  
Redesigned system

Changes to the contracting and procurement processes in the redesigned foster care system should:
· Include competitively procured Single Source Continuum Contractors (SSCC) that provide a full range of paid foster care services in each of several geographic areas;

· Be open to both in-state and out-of-state for-profit and not-for-profit entities with preference given to providers that already offer quality services in Texas;

· Hold contractors accountable for well-being and permanency outcomes using performance based contracts that include financial incentives and remedies;
· Allot other existing purchased services funds to each SSCC to coordinate and deliver services to the families of the children in their care.
Change the way DFPS pays for services 
Current system

In the current system, each level of service (basic, moderate, specialized or intense) in combination with each placement type (child placing agency, general residential operation or residential treatment center) determines the reimbursement rate for a day of services. 
Redesigned system

The PPP recommends the reimbursement rate in the redesigned foster care system be determined by creating a single blended rate.  That rate would then be combined with a case rate to create a single blended case rate for each geographic area. 
· A blended rate is similar to an average per diem payment rate for all children in paid foster care regardless of service level or placement type.  

· A case rate reflects the total number of days a child is expected to remain in paid foster care.  

· The single blended case rate is calculated by multiplying the blended rate by the days of service represented in the case rate.
If approved by the Legislature, an SSCC can leverage a percentage of general revenue dollars if the overall number of days children spend in paid foster care is less than the number established by the case rate.   Conversely, an SSCC would return a portion of payment for the number of days children's placements exceed the historical number of days.
Stage the implementation of the redesigned system 
To minimize risk and maximize opportunities for success, the PPP recommended phase-in of the redesigned system.  This proposal includes a staged roll-out of the redesigned foster care system across the state and a staged implementation within each geographic area.  The roll-out of the redesigned system should initially occur in one or two areas before expanding to other areas of the state.  There should be three stages of implementation within each geographic area. These include:
Stage I
· Implement performance-based Single Source Continuum Contracts in specific geographic areas.
· Pay SSCC the blended rate for each child in paid foster care and require a minimum pass-through of the blended rate to the foster parent.
Stage II
· Allocate funds to the SSCC to coordinate and provide services to the families of the children in its care.
Stage III
· Pay SSCC the single blended case rate for each child in paid foster care.
· "Hold harmless" the SSCC for financial remedies during first year of Stage III.
· Allocate leveraged funds to further improve outcomes. 
Improved system outcomes 
It is anticipated that implementation of the redesigned foster care system will:

· Increase the number of children and youth placed with their siblings and in their home communities;
· Increase the number of children who remain in their school of origin;
· Decrease the average time children spend in foster care before achieving permanency;

· Decrease the number of moves children experience while in foster care;

· Decrease the duration and intensity of services that children need while in foster care due to improved well-being and behavioral functioning;
· Create incentives for continuous improvement of the services offered by the SSCC, and
· Create robust and sustainable service continuums in communities throughout Texas.
PAGE  
3

