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Presentation Overview 

National Case Study (El Paso County, CO)

Dennis Blazey– 25 Minutes 

Examples in New York (Onondaga County)

James C Czarniak– 25 Minutes 

Questions and Answers – 10 Minutes 



Financial Mapping and Forecasting and 
El Paso County, CO Example  



Onondaga County, NY 

James C Czarniak 
Deputy Commissioner, Child Welfare
Onondaga County DCFS



Where we were when we started– October 2016

• 83 Youth in Institutional Level Care, 21% of Care Days Institutional, $16.8 million dollars (51% of 
Budget) 

• 7 Youth in Approved Relative Homes 
• Data Not Clear- 62 Youth in ‘Other’ Placements   
• 66% of Youth in Home Based Care, 3% in Approved Relative Homes 



Philosophy of Change 

• Increase use of Approved Relative Homes to free up space in Foster 
Boarding Homes

• Increase the supports and rates for Foster Boarding Homes and 
Therapeutic Foster Homes 

• Increasing supports in Foster Homes will take children currently in 
Institutional Level Care and prevent children from failing up to 
institutional level care 

• Engage Voluntary Agencies in rates to keep youth close to home



First Steps…

• Get your data accurate.  We had to fix the ‘Other’ 
• Complete the Financial Analysis of where we were 
• Convene Work Group to assist in setting ‘Targets’ to forecast impact 

when successful 
• Set the Targets and Own the Targets!
• Create your Work Plan 
• Strong Launch and Ability to Track Progress on Monthly Basis 

(Program and Finance) 



1st Quarter 
1/1/17-3/31/17

Date 
Completed

2nd Quarter 
4/1/17-6/30/17

Date 
Completed

3rd Quarter 
7/1/17-9/30/17

Date 
Completed

4th Quarter 
10/1/17-12/31/17

Date 
Completed

Permanency Data Sets Reviewed 3/1/17 Begin Triage Team review of 
incoming placement cases 7/1/17

Hire consultant to assist in 
development of KinGAP policies 
and procedures

8/1/17

Redefine contracts with 
voluntary agencies and CBO's 
with increased supports for 
relative/kin supports

Pending

Convene Local Implementation 
Team (LIT) 4/7/17 Finalize contract for expedited 

relative/kin foster care training 
8/1/17 Begin 3-month reviews of youth in 

congregate care 10/26/17
Conduct system wide training 
on KinGAP policies and 
procedures

Pending

Develop policy requiring Admin 
approval for direct entry into 
institutional care

3/28/17 Finalize contract for expansion 
of Family Finding 

Pending
(Moved to 

2018)

Finalize universal home study for 
relative and foster care placement 

Pending 
(Moved to 

2018)

Convene review group to 
review data from triage team 
and recommend gaps in 
service needs

Pending

Convene Stakeholder Group 3/23/17
Agency restructuring of Foster 
Care, Rel Plcmnt & Adoptions 
into Permanency Unit

4/1/17 Begin relative/kin training 
program 9/1/17 Policy on step-down rate for 

youth in institutional care Dropped

Launch new web-site with Kin 
section (www.fostercare.net)

Pending
(Moved to 

2018)

Convene Implementation 
Team to review Year 2 Plan Pending

From Setting Goals to Setting Strategies:  The Work Plan (2017) 



Low or No-Cost Strategies 

• Front Door Firewall Policy:  Require Admin Review of all Institutional Level 
Placements.  Require a review process to require documented alternative 
placements including the use of enhanced and special rates.

• Leadership/Championing Change Process: Have a system of promoting the 
change and philosophy.  Share articles, share success stories, find 
champions on the front line that support the initiative. Example:  Created 
Permanency Workers, not Foster Care or Relative Placement Workers. 

Target:  85% of Youth in Home Based Care by 2020
50% of Youth in Home Based Care are Kinship Placements

• You are what you measure:  After sharing the philosophy, show the 
progress.  Staff respond amazingly to what they are being measured on.  



Triage Team 

• Decision made with insight from Implementation Team that a smaller team 
would make more of an impact and that county workers would show real 
investment 

• Redirected one Senior Case Worker and three Case Workers to get referred 
on every removal in the agency 

• Focus of team is to assist and support any placements on a safety plan 
before court (provides vouchers for food, clothing, beds, and complete 
safety assessment for court and talk about certification or custody) or 
removals to foster care and the search for the right placement level begins 
(focus on kin). 

• Team works until transfer to permanency worker and is the bridge between 
investigations and permanency and allows intensity to support the 
placement 



‘Front Door’ Policy Instituted



Triage Unit Begins
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Foster Care Costs by Type and Year

Instituional/Congregate Costs Adoption Subsidy COH (School Placements)

Foster Home Payments KinGap Subsidy Other Expenses
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Census Trend Data
Congregate Care vs Non-Congregate Care

July 2015- Sept 2018

Congregate Non-Congregate

Average Cost Per Day per Case:
Congregate Care= $376
Non-Congregate= $53.37

Congregate= Institution, Congregate, Other
Non-Congregate= Foster Boarding Homes, Approved Relative Homes



• 74 Youth in Approved Relative Homes, 57 Youth in Institutional Placement
• 77% of youth are in Home Based Placement, and 24% are in Approved Relative Homes
• Projected Budget of  $27.5 Million



Materials Referenced for Diagnostic 
Foster Care Days

• https://ocfs.ny.gov/main/reports/maps/default.asp

https://ocfs.ny.gov/main/reports/maps/default.asp


What to Do From Here? 

• Download your MAP data to get your care days for 2017
• Get Either Your Actual Costs Per Program Area for 2017, or look at 

your rate averages per placement level 
• Complete the workbook for a 5% and 10% shift in case mix from Non-

Family Based to Family Based Care and get your potential savings

Convene a team to help you figure out how to get to that target!

GOOD LUCK! 



Materials 
Referenced for 
Diagnostic

Foster Care Rates
• https://ocfs.ny.gov/main/rates/

FosterCare/Rates/

https://ocfs.ny.gov/main/rates/FosterCare/Rates/


Materials Referenced for Performance Review 
Cognos and Data Warehouse Reports 

• In Care Summary 
• Report View of Foster Care in Care Summary 25 month  



Questions? 
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