ARIZONA

QUALITY INCENTIVES TEAM
Goal:  To provide quality assurance tools to all staff to ensure that all performance data is at least 95% accurate (reliable).

Description:   Launched in January 2003, the Quality Incentives Operational Team (QIOT) will continue until all objectives have been met.  The team, headed by the Project Manager of Service Quality Management, includes representatives from legal services, casework, systems and automation and audit.  Staff from all areas were provided to assist in the development of the objectives.  A Steering Committee composed of management level staff from all areas, provides guidance and support to the QIOT.

The QIOT focused on the following five objectives:
1. Development and implementation of the quality assurance training curriculum for all staff statewide including Attorney General Staff.  
2. Development and bi-weekly distribution of eight ad-hoc reports that identify cases that appear to be “at risk” for failing the federal audit.

3. Development and implementation of a Quality Review Audit Team (QRAT) that conducts several internal audits including;

a. A bi-weekly OCSE-157 type audit for cases in Arizona’s two largest counties.
b. One audit of each ad hoc report.
c. A quarterly OCSE-157 type audit for cases statewide.
4. Development and distribution of a Quality Assurance Reference Guide which provides numerous reference tools for staff.
5. Review and analysis in order to make possible recommendations for additional proactive measures to ensure that performance data meet the 95% reliability standard.  

Status:  Although there are no significant results to provide as the QIOT is a new project, Arizona’s DCSE is confident that the implementation of the objectives described will ensure the 95% accuracy of performance data.
In April 2003, eight ad hoc reports, developed to identify those “at-risk” cases, were distributed to child support staff for review and, if necessary, correction.  From April through June 2003, the caseload identified as “at-risk” for failing a federal audit decreased from 17% to 5.5%.

Location: The QIOT is located at the DCSE’s central office in Phoenix, Arizona and meets twice a week.  One team member works in the Tucson Child Support Office and attends the meetings by telephone.  DCSE Offices, Attorney General Child Support Offices, County Partner Child Support Offices and Privatized Child Support Offices throughout the state have all partnered together to support the objectives set forth by the QIOT.

Funding:  Regular IV-D funds are used. 
Replication Advice:  

1. Streamline the ad hoc reports – create fewer reports, each one identifying more information.
2. Utilize internal “trainers,” if available, to assist in providing the training curriculum to staff. 

3. Segregate training by area within the Division/Organization.
4. Dedicate full-time staff to serve as team members, especially during the initial development.

5. Ensure “buy-in” at all organizational levels prior to the implementation of the team.
6. Ensure that effective communication tools are in place at all levels.
Contact:  
Susan Tunks

Service Quality Management Administrator 

(602) 274-8235

stunks@de.state.az.us
CALIFORNIA
STATEWIDE OMBUDSPERSON AND COMPLAINT RESOLUTION HEARING PROCESS

Goals: 

· To provide a fair, equitable, accessible and efficient process for parents to resolve complaints against the local child support agency or the department;
· To resolve child support complaints at the earliest possible time with the highest degree of customer satisfaction;
· To provide a standardized local complaint resolution process that ensures parents complaints are handled uniformly throughout the state; and
· To provide superior customer service by providing an Ombudsperson program in every local child support agency to help customers resolve complaints at the earliest time and help customers navigate the complaint resolution process and prepare for state hearings.
Description:  A complaint is defined as an unresolved dispute regarding any action (or inaction) taken by the Local Child Support Agency (LCSA), Franchise Tax Board or the Department.   A complainant can either be a custodial parent or a noncustodial parent.  

The LCSAs will resolve complaints regarding:

· Customer service.

· Timeliness of services.

· Payment and billing issues.

· Decision to close a child support case.

A Local Child Support Agency cannot resolve complaints regarding actions taken by the court, such as the amount of child support order, custody, visitation or spousal support.  Only the court can resolve those types of complaints.

Resolving Complaints:

The LCSA is required to respond to each complaint, in writing, within 30 days.  If they cannot resolve a complaint within 30 days, they may extend, up to 30 days, the time for resolving a complaint.  If the 30-day period is extended for any reason, the LCSA must mail the complainant a notice giving the reason for the extension.  

State Hearings: 

If the customer is not satisfied with the written results of the complaint resolution or the LCSA does not provide a written response within 30 days of receipt, the complainant may request a State Hearing.  The State Hearing is a process where an Administrative Law Judge from the California Department of Social Services (DCSS), State Hearing Office, reviews the parent’s complaint, reviews the evidence, takes oral testimony and renders a decision within 30 days of the hearing.  The State Hearing Office will grant a hearing only for the following:

· Denial of child support services.

· Untimely or mishandled services.

· Child support services not provided timely or as the law requires.

· Incorrect or missing support payments or amount of arrears.

· Decision to close a case.

The customer may request a state hearing orally or in writing by contacting the LCSA, State Hearing Office, or the Ombudsperson.  A customer may request a hearing in the county of their choice or a customer may also participate in the hearing by telephone.  Telephonic hearings are becoming increasingly popular as they reduce travel costs to both the customer and the state.

Ombudsperson Program
California’s statewide Ombudsperson Program is an integral part of the complaint resolution process.  It is the first line of dispute resolution available to customers who are having problems with their child support case.  Each complaint received by DCSS is first referred to the appropriate Ombudsperson for resolution.

Each LCSA designated an Ombudsperson with the primary responsibility to provide child support program information to the public, assist customers with inquiries, and to resolve issues before they become formal complaints.  Ombudspersons do not carry a regular caseload and are established in all 52 LCSAs and regional LCSAs.  The Ombudspersons are well versed in the child support program and generally succeed in resolving most complaints within three days. 

The Ombudspersons educate customers about the child support services available to them as well as the role of the Ombudsperson and the complaint resolution and the formal state processes.  So long as the customer has not requested the formal complaint process, the complaints are resolved through the Ombudsperson Program and are not entered into California’s complaint resolution tracking system.  Customer issues and complaints are tracked and reported to the DCSS which tabulates and oversees the program.  

Monitoring 
DCSS tracks complaint type, resolution and timeliness in resolving complaints.  DCSS will use this information to report to the legislature on the progress of complaint resolution, to identify trends, problems, and training issues statewide within LCSAs.  DCSS collects complaint information by automation and quarterly reporting by the lead Ombudsperson in every LCSA.

DCSS has created a web-based automated system known as the Complaint Resolution Tracking System (CRTS).  The LCSAs are required to enter all formal complaints to CRTS within five days of receipt.  Complaints handled through the Ombudsperson program are not included in CRTS, unless the customer is dissatisfied with the Ombudsperson resolution of the issue and requests formal complaint resolution.  

DCSS also requires the Ombudsperson to assess customer satisfaction with the LCSA’s actions, number of contacts, number of referrals, number and type of complaints handled and referred to the formal complaint resolution process.  DCSS requires the lead Ombudsperson to report this information quarterly.

Results:  As of July 2001, over one hundred Ombudspersons were located across the state in each LCSA.  During state fiscal year 2002, the statewide Ombudsperson program had over 62,000 contacts with customers regarding child support issues and/or complaints.  As of May 31, 2003 over 12,000 complaints have been entered into the complaint resolution tracking system and 750 state hearings have been conducted.   DCSS is able to pinpoint which LCSA may need additional training, and in which policy area through, the information obtained from reports generated by this process.

Funding:  Regular IV-D funds are used.

Replication Advice:  Provide sufficient lead time to implement, especially in a state supervised state.  All Ombudspersons are county employees.  One of the biggest challenges was obtaining county approval for a new Ombudsperson classification.  Initially, DCSS gave the LCSA’s 90 days to have Ombudspersons in place.  However, may LCSAs have had people in an “acting” capacity until they could obtain approvals from their county Human Resources Offices.  In some instances it took almost six months to get permanent Ombudspersons in place.

In most cases, the Ombudspersons are the most experienced staff.  This experience and their freedom from having a caseload, enables them to provide an objective perspective both in working with customers and in identifying systemic issues within a LCSA.

Flexibility to interchange staff that handles informal complaints should be allowed. Solving informal complaints will be quicker and cheaper than having the customer go through the formal complaint process for resolution.  If the informal complaint process is functioning well, then there should be a reduction in formal complaints.

Adequate training of front line staff, Ombudsperson, and complaint investigators is essential to resolving complaints as soon as possible to reduce the number of hearings required.

DCSS was challenged to create a new mindset within the child support program.  Prior to 2001, local District Attorneys administered the local child support program.  DCSS is marketing complaint resolution as a positive customer service vehicle.  We believe that treating complaint resolution as a customer service issue will increase customer confidence in the child support program, reduce complaints regarding non-responsiveness and provide customers with an appeal process which involves an independent third party.

Contact:

Francine Woods

Chief, Customer and Community Services Branch

Phone:  (916) 464-5377

Email:  Francine.woods@dcss.ca.gov
CALIFORNIA

REGIONAL ADMINISTRATORS’ STRATEGIC FUNCTIONS

Goal:  To strengthen state oversight of local child support agencies in order to promote greater uniformity, ensure accountability, and improve performance and customer service in the agencies throughout California.

Description:  Regional Administrators (RAs) were created in statute as a part of child support reform legislation enacted in 1999.  The lack of coordination and integration between the state and the 58 Local Child Support Agencies (LCSAs) was identified as a major impediment to getting child support to recipients.  At this time, 11 county programs have been folded into 5 LCSAs, bringing the total to 52 LCSAs.  

Although specific responsibilities are defined in statute, the Department of Child Support Services (DCSS) envisioned a broader role for the RA to promote an effective state-local working relationship and an environment of continuing improvement in the California child support program.  RAs are intimately involved in the implementation of California’s Quality Assurance and Performance Improvement (QAPI) initiative.  QAPI provides a framework for performance improvement by developing performance targets for every LCSA and action plans that detail how each performance target will be achieved.  Each RA tracks LCSA performance in the federal measures against local agency performance targets and also evaluates other measures of performance, such as collection rates and orders established by default.  The RAs work directly with LCSA directors to identify business strategies to improve collections and performance.  

The two Southern California Regional Administrators coordinate the Big Five meeting of the largest California counties, including Los Angeles, Orange, Riverside, San Bernardino, and San Diego LCSAs.  The Big Five Forum was established to focus on performance improvement and includes a detailed review of the status of the performance improvement efforts, as well as issues of mutual interest and concern on the operation large caseload sized program.  In addition, each RA conducts regional meetings that provide a forum for sharing best practices, discussing operational issues and challenges, and working through performance improvement strategies.  

More broadly, RAs provide direction in other program activities:

· Program oversight:  Ensure that the California child support program is being administered locally in a uniform manner throughout the state by monitoring the implementation of regulations and other departmental directives;

· LCSA site visits:  Have a visible presence in the LCSA through regular and comprehensive site visits and demonstrate familiarity with the operations, issues and needs of each LCSA.

· Compliance:  Actively participate in the identification and resolution of compliance issues including participating in information gathering, and conducting reviews and audits related to state and federal law or regulation;

· Program Improvement:  Facilitate collaboration and sharing of best practices between LCSAs throughout the state.

Results:  RAs have been involved in the development, implementation, and oversight of major DCSS initiatives including operational transition from District Attorney to separate and independent LCSA, the undistributed collections initiative, data reliability audits, and performance improvement efforts.  Additionally, a performance monitoring tool that tracks progress towards achieving performance targets in the federal measures was developed to assist RAs performance tracking.  The cumulative effect of these efforts is a consistent emphasis on performance improvement in the federal measures, particularly, in the current support measure.   Performance of the California child support program has improved in all areas mentioned due to the RA strategic function.   

Location:  RAs are assigned to six regions statewide encompassing all local child support programs.

Replication Advice:  Any agencies considering replicating the RA structure should consider carefully where the position is situated in your organization.  The RAs have been successful in bridging the structural and communication divide between the state and LCSAs in part because they are part of the Executive Office of DCSS and report directly to the Chief Deputy Director.  The ability to bring important programmatic and political issues directly to the attention of the Directorate has enabled DCSS to make better-informed decisions based on accurate, timely, and direct information from LCSAs.  By virtue of their reporting relationship RAs are able to work across all divisions in DCSS as well as to speak with authority in our communications with counties and LCSAs.  The direct relationship of RAs to the DCSS’ executives is critical to the effectiveness of the position.

Contact:  

Bill Otterbeck

Regional Administrator, Region Two, Bay Area Counties

Phone: (916) 464-5496

Email:  bill.otterbeck@dcss.ca.gov
CALIFORNIA

THE COLLECTIBILITY STUDY

EXAMINING CHILD SUPPORT ARREARS 

Goal:  The “Collectibility Study” sought to learn about the debtors who hold child support arrears in California including the reasons for debt accrual so that the state could maximize child support collections and minimize the accumulation of arrears.

Description:  The California Department of Child Support Services (DCSS) contracted with the Urban Institute to conduct a study assessing the collectibility of Child Support arrears in California.  DCSS also established an Advisory Group consisting of national, state and local child support experts and custodial and noncustodial parents to assist with the study.

As of March 2000, $14.4 billion of child support debt was owed in California.  This debt was owed by a total of 834,908 debtors.  Although debtors owed a wide range of debt amounts, the child support debt itself was concentrated among debtors with very large debts.  The vast majority of the debt, 72 percent, was held by the 28 percent of debtors who held more than $20,000 in debt each.  Seventy percent of the debt was owed to the government as recoupment for welfare paid to families; only 30 percent was classified as non-welfare debt owed to families.

Matching the debtors with various state and federal databases, including employment and tax databases, the Urban Institute was able to locate information on 85 percent of the child support debtors.  A significant number of those debtors have either no recent, reported income or low recent, reported income.  One-quarter of the debtors have no recent income, and another thirty-six percent have incomes below $10,000.  Only one percent had income above $50,000.

Results: The Urban Institute estimated that California can expect to collect only about 26 percent ($3.8 billion) of the $14.4 billion in child support debt by 2010, and by 2010 the debt attributable to March 2000 debtors, including interest and new arrears, will have ballooned to $34 billion.  This is because much of the debt is held by parent debtors with income below $10,000 who owe amounts in excess of $20,000.

The Urban Institute identified three basic reasons for the accumulation of arrears:  

1. Order amounts are often set and maintained too high relative to the noncustodial parent’s ability to pay;

2. Enforcement efforts are not fully successful;

3. Interest accumulates on unpaid arrears at 10% per year.

The Urban Institute estimated that 76% of the arrears that accrued during a one-year period was held by debtors who could not afford to pay their support obligations, while 24% was held by debtors who could afford to pay and did not.  Additionally, the Urban Institute estimated that fully 27% of the arrears in March 2000 were attributable to interest.

The Urban Institute identified five reasons why child support orders are set or maintained too high:

1. for low-income obligors, initial guideline levels may be too high because of problems with the low-income adjustment;

2. orders are often entered by default without the participation of the noncustodial parent;

3. orders are often set too high because, when income information is unavailable, income is presumed at a level well above minimum wage; 

4. retroactive support is added in welfare cases; and

5. orders are frequently not maintained through periodic review and modification as circumstances of the parents change.

The Urban Institute, in consultation with the Advisory Group, recommends a series of steps to prevent future arrears accumulation and to manage existing arrears (addressing current uncollectible arrears).  The major recommendations are:

· Reduce default rates by improving service of process, simplifying the summons and complaint, and providing multiple notices to noncustodial parents prior to entering a default.

· Make the low-income adjustment to the child support guidelines presumptive, rather than discretionary and review its level.

· Obtain wage income information through New Hire reporting

· Attempt to obtain actual income information in all cases.  If income information cannot be obtained, presume income at full-time minimum wage, and allow one year to set aside presumed income defaults.

· Adjust orders quickly on change of circumstances, and review presumed income orders regularly.

· Eliminate retroactive arrears for welfare cases, and treat welfare and non-welfare cases the same for the start date of the order.

· Prevent the accumulation of arrears by incarcerated obligors without income or assets by preventing support from accruing by operation of law.

· Reduce the interest rate for child support arrears, and apply payments to principal ahead of interest.

· Give DCSS the authority to leverage and manage arrears owed to the government.

DCCS is already implementing many of the recommendations and is working on legislation to implement many more.

Location:  The study examined the entire caseload of delinquent noncustodial parents in California.

Funding:  The research was initially funded through a private grant form the Rosenberg Foundation.  The remainder of the project was funded by regular state and Federal child support funds.

Replication Advice:  Establishing the Advisory Group to assist with the study proved extremely valuable both in developing the analytical process for the study and in developing recommendations that are broadly supported.

Contact:  


Leora Gershenzon

Assistant Director

California Department of Child Support Services

(916) 464-5195

Email: leora.gershenzon@dcss.ca.gov
COLORADO

PRE-PAID DEBIT CARD

Goal:  To deliver all child support electronically, particularly to parents without bank accounts.

Description:  The Colorado Division of Child Support Enforcement conducted a pilot project with U.S. Bank to demonstrate the feasibility and benefit of utilizing a “prepaid debit card” to deliver child support electronically to parties who receive child support (obligees).  The long-term goal is to eliminate checks and deliver all child support electronically via direct deposit.  Approximately, 60% of child support payments are made by check; 35% are made through direct deposit and about 5% are made through the debit card.
The product is called the “ReliaCard” and is known locally as the Family Support Registry Card (FSR Card).  The project targeted obligees that did not have or could not qualify for a bank account.

The pilot began in January 2002.  As of February 2003, Colorado began offering this product to all obligees receiving child support payments through Colorado’s state disbursement unit, the Family Support Registry.

The FSR Card functions like a debit card, though it is not attached to a checking or savings account.  The state collects court ordered payments as it has in the past, but instead of cutting a check and mailing it to the recipient, the state electronically loads the payment onto the FSR Card.  The recipient can use the card to make purchases or withdraw cash from an ATM.  The card carries the Visa logo and can be used anywhere that Visa is accepted.

The program is an innovation that cuts costs for the state, since no check must be produced and mailed.  It brings convenience and safety to the cardholders, who no longer have to find the time and place to cash their checks or pay check cashing fees.  Cardholders receive one ATM withdrawal per month at no charge.  Additional ATM withdrawals can be made at a cost to the cardholder of $1.50.  This is the only fee assessed the cardholder.  An “Electronic Delivery Campaign” is underway to encourage child support payment through either direct deposit or debit card.  
There are no fees or costs to the state for this card program.  The state does pay its going rate to originate the direct deposit transaction to load the card as it would originate the direct deposit to a traditional bank account.

Results:  

Pilot Program results January 2002 – January 2003. 

Ten thousand promotional inserts were distributed at random in January 2002.  Approximately 1000 obligees applied and were issued cards during the pilot.  Of this number, only 21 were closed during the pilot.  The pilot was very successful and, beginning in February 2003, the state began “rolling out” the card to all obligees currently receiving child support checks.

	
	Number
	Amount
	Average
	% of Total ($)

	“Loads” to card
	26,736
	$3,896,818
	$146
	

	Funds withdrawn via ATM
	19,037
	$1,497,930
	$79
	42%

	Funds withdrawn at Point of Sale
	86,942
	$2,082,623
	$24
	58%

	Number of active cards $ balances
	912
	$70,086
	$77
	NA


Current Program Results (February 2003 – June 2003)

All obligees receiving checks were offered the card through inserts over a four month period beginning February 2003.  The expectation is for the current program to perform similarly to the pilot.  Results are not available at the time of this writing.

Anecdotal Comments Based on May ’02 Focus Group:
Existing Cardholder Reaction 
· Many stated they “love the card,” especially the VISA logo.  It is easy to get, easy to use, requires no bank account, no checks to write, and minimal exposure to overdraft.

· Parents have said that the card helps them enter the mainstream financial world by allowing them to make purchases wherever Visa is accepted.

· It is faster than receiving a check and cashing it and involves no check cashing fees.

· Many only use it for the child.  This allows the parent to keep the child’s support and expenses separate from other finances.  It provides monthly statement documents of where the child support was spent.

· Many are saving amounts on the card for significant expenses of the child.

Merchant Reaction:

· Merchants who cash checks (e.g. grocery stores) no longer risk encountering check fraud.

· Its use is transparent.

· It mainstreams our clients into the commercial financial world.

Agency Reaction:

· It is very well received by clients, as it is non-qualifying, available to all, and VISA-branded.

· There is no cost to the agency and minimal cost to the client.

· It operates just like a direct deposit to a checking account with minimal system changes.

· Clients cannot overdraw the account.

· Its use is transparent to merchants.

· Merchants who cash our checks (e.g., in a grocery store) are saved the trouble and are protected from check fraud.

· It mainstreams our clients into the commercial world.

· It is easy to set up accounts via Internet (minimum data required) or file transfer.

Location:  Statewide

Funding:  The debit card is provided by the bank through a contracted cost structure.  There is no cost to the state.
Contact: 

Bilinda McKay-Johnson, (720) 947-5000, 

Email:  bilinda.mckayjohnson@state.co.us
Craig R. Goellner, (720) 947-5000, 

Email: craig.goellner@state.co.us
COLORADO
PERFORMANCE ANALYSIS

Goal:   To learn from the top performing county child support workers how to increase the percent of current support paid and to share that information statewide.

Description:  Colorado collected 53.1% of the current support owed in calendar year 2001.  The Policy and Evaluation Section of the Colorado Division of Child Support Enforcement (CSE) analyzed Colorado’s performance in the collection of current support.   Although Colorado had a low national ranking in the Percent of Current Support Collected (ranked 33rd for the last federal fiscal year), 33 of the 64 county child support offices achieved the 2001 goal to collect 58% of the current support due.  Additionally, most of the counties that did not meet the 2001 goal had county workers on staff who achieved it for their specific caseloads.  It became apparent that our performance in the percent of current support collected could be improved if the experience of the successful county workers were shared.

The CSE developed a proposal to learn from the experts and then share what was learned with child support staff throughout the state.  The Colorado Association of Child Support Enforcement Administrators (CACSEA) and the IV-D Task Force (a strategic planning group of state child support professionals) supported this proposal.  The proposal contained the following components:

1) Utilize reports from Colorado’s Automated Child Support Enforcement System (ACSES) to identify the county workers who had excelled in the collection of current support. 

2) Conduct phone interviews with some of the county workers who collected a high rate of current support and use the information gathered to help set the agenda for a series of seven regional meetings. 

3) Policy and Evaluation Section staff would facilitate a series of seven regional meetings throughout the state that would include a target audience of IV-D administrators, supervisors and county workers who excelled in the collection of current support.   We would include representatives from the ACSES and Operations Sections of the state office.

4) Send letters to IV-D administrators inviting them, their supervisors and their top performers in the collection of current support to attend one of the regional meetings.  The purpose of the meetings would be to have the top performers share the techniques, practices and philosophies they use to collect a high percentage of current support and to brainstorm how to improve performance statewide.

5) Document and share the results of these meetings with child support staff throughout the state.

The agenda for the meetings included:

1) Caseload and workload dynamics, effective tools for working cases, and organizing the workday.

2) Philosophy and approach for working with different populations of obligors (self-employed, voluntary payors, incarcerated obligors, etc.).

3) Roadblocks and barriers to collecting current support.

4) Effective manual locate efforts.

5) Effective non-traditional enforcement tools.

6) Assistance needed from county administration and state staff to improve performance.

Results:
The county workers who participated in the regional meetings were creative, dedicated, and full of energy and focus.  It became apparent that it takes a team effort to successfully collect current child support. 

· Enforcement technicians who collect current support.  

· Intake staff who obtain quality information when the case is opened.  

· Establishment technicians who establish orders that are collectible and take the time to educate the obligor about the importance of paying current support and the consequences of not doing so.  

· Bookkeepers who maintain ledgers that accurately reflect what is owed. 

· Customer service must be provided in a high quality manner at all times in order to collect a high rate of current support.

There were some consistencies among the top performing county workers in the collection of current support that were important to note:

1) Daily routines were important.  Often the routines include responding to mail and working automated tips and response, such as calendar reviews and locate responses.

2) Working reports are a priority.

3) County workers should take time to understand the obligor’s circumstances, and take those circumstances into consideration when setting a monthly amount due (MAD) on arrears and taking enforcement actions.

4) County workers should take the time to establish a relationship with obligors and obligees by using phone calls, personalized letters and other means.  These contacts educate obligors about the importance of paying child support.

5) Workers should be creative in their efforts to manually locate and enforce against non-paying obligors.

The regional meetings were documented in a report entitled “Show Me the Money, A Report of the Regional Meetings on Percent of Current Support Paid.”  Highlights covered were Organization, Manual Locate, Intake, Establishment, Enforcement, Modification, Review and Adjustment Reports which were shared at the regional meetings.  We also included a section in the report entitled:  IV-D Task Force Goals and ACSES” was also included in the report.  This section contained telephone hints for the state office on how to positively impact the IV-D Task Force goals through the maintenance of ACSES.  The final section, “Other States,” included information obtained through interviews with other states that are high performers in the collection of current support.  The Appendix included a compilation of materials that were provided by county workers who participated in the regional meetings.

The IV-D administrators, supervisors and other county workers were encouraged to review the information shared during the regional meetings and to apply some of the techniques, practices and philosophies used by Colorado’s top performing county workers.  The state office staff is reviewing the results and identifying practices, procedures and techniques we should work to adapt statewide.

Location:  The seven regional meetings were scheduled throughout the state in rural and urban settings in order to minimize the amount of travel for county workers to attend and increase attendance.

Funding:  Regular IV-D funds were used.
Replication Advice:  It was a worthwhile endeavor to learn from the experts.  Most of the top performers had assumed that the practices, procedures and techniques they had developed had already been conceptualized and implemented throughout the state.  We found that this was not a correct assumption.  It is important to develop processes for county workers to share their ideas with their peers.

Contact:  

Larry Desbien

Phone:  (303) 866-4300

Email:  larry.desbien@state.co.us
FLORIDA

QUARTERLY INTERSTATE REPORT

Goal:  Increase Florida’s accountability for processing interstate child support cases and improve communication with other states regarding performance of these cases.

Description:  The Florida Child Support Enforcement Program identified several strategies to increase accountability of interstate case processing and improve customer service when interacting with other states.  One of the strategies, described below, is to provide other states with quarterly reports of Florida’s performance on state interstate cases.

Florida processes both interstate and intrastate cases using process management where a specialist handles different aspects of the case such as locate, order establishment, etc., rather than assigning a case manager to all aspects of the case.  The quarterly interstate reports provide information on Florida’s performance in the processing of these cases.  In addition, it is expected that these new reports will provide Florida the ability to analyze the state’s interstate caseload on a state-by-state basis. 

Report Contents:  Florida has issued two quarterly reports at the time of this writing.  The data for the reports were gathered from Florida’s data warehouse and are based on federal fiscal quarters and/or federal fiscal year-to-date.  The initial reports included the following information for both responding and initiating cases:

· A case inventory with the previous quarter balance, cases closed in quarter, new cases received in quarter, and end of quarter balance.

· Three federal incentive measures:  percent of IV-D cases with a support order; percent of current support collected; and percent of cases with arrears due that are paying toward arrears.  (The table also provides Florida’s statewide performance percentage for each of these measures as a comparison.)

· Total collections in dollars (including current and past due) with a quarterly total and a year-to-date total.

Distribution of Reports:  In order to get feedback and suggestions, initial reports were sent to states which border Florida and to states with a high interstate caseload with Florida.  The implementation schedule for distribution of the reports is shown in the following chart.  

	Report 
	Quarter
	Mailing 
	Distribution 

	Initial
	April – June 2003
	July 2003
	Big Ten States: California, Georgia, Illinois, Michigan, New York, New Jersey, Ohio, Pennsylvania, Texas, and Wisconsin; 

ACF Region IV states: Alabama, Georgia, Kentucky, Mississippi, North Carolina, South Carolina, Tennessee.

OCSE Central office and Region IV office.  



	Second 
	July – September 2003
	January 2004
	Initial states – same as initial report

States with 400 or more responding cases in Florida at the end of the quarter which included:  Arkansas, Colorado, Connecticut, Indiana, Iowa, Kansas, Louisiana, Maine, Maryland, Massachusetts, Minnesota, Missouri, New Hampshire, Oregon, Virginia, Washington, West Virginia.

Federal OCSE and ACF Regional Offices.

	Third
	October – December 2003 
	Scheduled for March 2004 
	All 50 states, Puerto Rico, Virgin Islands, District of Columbia and Guam

Federal OCSE and all ACF Regional offices 


Future Reports:  Florida plans to provide additional information in future reports, including:

· An expanded case inventory to indicate new cases received that have an existing order versus new cases received without a support order.

· Inventory Snapshots that would provide the number of cases pending certain actions -- for example, cases in locate -- and number of cases making full payment and partial payment.

· A Status Request Processing Cycle Time Report.

Florida Analysis of Performance:  These reports and the underlying data provide a basis for analysis of interstate case processing performance and trends, including:  

· Interstate responding caseload distribution within Florida’s counties and corresponding performance.
· Trends in the number of cases received from individual states and the required actins on these cases (for example, establishment of paternity, establishment of an order, or enforcement only).

Results:   The Quarterly Interstate Reports have provided the initial information necessary to evaluate performance on processing interstate cases.  Distribution within the state has heightened staff awareness of our performance and has resulted in increased accountability for these cases.  As Florida moves forward with this strategy, further analysis of the data will be conducted.  

Initial feedback from other states has been positive.  Some states have identified discrepancies in “caseload” counts that resulted from Florida examining and refining data fields used to determine case counts.  This type of feedback coupled with the National Interstate Case Reconciliation Project should improve interstate case data and performance reports.

Location:  Statewide

Funding:  Regular IV-D funds were used.

Replication Advice:  Other states should consider examining available data to determine their performance on interstate cases.  Through analysis for such data, areas needing improvement can be identified and best practices can be shared.  Participation in the National Interstate Case Reconciliation Project and the maintenance of consistent date definitions between states will assist with state-to-state comparison of caseloads and performance.

Contact:  

Lillie Bogan

Director 

Phone: (850) 488-8733

ILLINOIS

U.S. POSTAL SERVICE – ADDRESS CHANGE SERVICE
Goal:  Use the technology available through the U.S. Postal Service (USPS) to:

· automatically update addresses

· remove undeliverable addresses

· reduce the cost of forwarding mail to the custodial and noncustodial parents’ new address

· validate NCP addresses provided by tape matches

Description:  In January of 2003, the Illinois Department of Public Aid, Division of Child Support Enforcement implemented the U.S. Postal Service automated “Address Change Service” to forward mail, electronically update address changes and remove undeliverable mail addresses from the automated child support data base called the Key Information Delivery System (KIDS).  

The Address Change Service is also used to determine if a noncustodial parent’s mail address should be validated.  When a tape match with another agency, such as the Illinois Department of Professional Regulations, Illinois Secretary of State, Department of Revenue or other agencies, provides an address for an NCP, an address verification form is mailed directly to the address.  If the Address Change Service tape matches do not electronically remove the mail address within thirty days (two Address Change Service reporting periods) delivery of the form is assumed and the mail address is validated by KIDS.    

The use of the Address Change Service reduced the use of the USPS “Address Information Request” form previously used to validate addresses.  The “Address Information Request” form is now only used to validate a PO Box address and then get box holder’s residential address.  This is done because a residential address is needed for service of process.

The United State Postal Service (USPS) Domestic Mail Manual (DMM) can be accessed at:  http://pe.usps.gov for current information about how the USPS Address Change Service handles “Change Service Requested” mail.  

Results:  Ninety-two agency forms have been phased into this process.  The cost savings is not fully representative of savings that will occur when all system-generated forms have been tied to this process for one year.  

The testing of Address Change Service started in September 2002.  As of September 22, 2003, Address Change Service has processed 90,527 mail items, of which 63,614 provided the new address.  Testing included the tax offset notices, some of which were sent to previous addresses.  This skewed the effectiveness of Address Change Service processing.  During the first and second quarter 2003 Address Change Service reports show that only 8% of the records reported were undeliverable.  

Mail forwarded, Change of Address Provided (COA)

- Mail items forwarded/change of addresses provided 


  63,614

- Previous postage due cost ($.70 each) eliminated for 63,614
$44,529.80

- Cost ($.20 each) for 63,614 electronic address update 

$12,722.80 

-Cost savings







$31,807.50

- Labor hours saved electronically update 63,614  addresses

  1,272 hours

(NIXIES) Address Removed, Event Created, Reason for Non-Delivery provided

- Number of NIXIES reported by Address Change Service 

26,913   -

- Postage due cost for returning 26,913 undeliverable mail items.
        0

- Cost ($.20 each) for 26,913 electronic notices of non-delivery          $5,382.60

- Cost of reporting 26,913 electronic notices of non-delivery 
 
  $5,382.60

- Labor hours saved by removing 26,913 addresses electronically
   538  hours

Total Postage Due to Cost Savings:  

$26,424.90
Value of 1197 Labor Hours saved:              
$57,340.80

Savings from Automated Validation of Addresses: Not Calculated
Note:  It takes two hours to manually process 100 mail items.

Location: All mail centrally generated by KIDS will be processed by Address Change Service. Staff throughout Illinois can check the delivery/non-delivery status of any form processed by Address Change Service.  KIDS tracks when a specific form is forwarded to a new address or is undeliverable.  The Address change Service provided the specific reason for non-delivery of each form that was mailed to the custodial or noncustodial parent.

Funding:  Regular IV-D funds are used.

Account Reconciliation:  The Address Change Service sends an itemized bill with the total number of COAs and Nixies for each tape that is provided.  For audit purposes, a totals report containing the number of Nixies is created with the completion of the run for each tape.  To date totals have matched.

Replication Advice:  Coordination between program and information technology staff is essential.  Analysis of forms is useful in prioritizing documents for implementation.  Illinois has gathered research and analysis information into a packet available to other states upon request.

Contact:  

Mike Troesch

Public Service Administrator

Phone:  (217) 524-8307

Email:  AIDD52W1@mail.idpa.state.il.us
ILLINOIS

EFT - INCREASE USAGE

Goal:  To receive 30% of incoming child support payments by EFT.

Description:  In order to achieve the established goal of 30% the Illinois State Disbursement Unit (SDU) strategically implemented the following initiatives:

A Dedicated EFT team:

· Implemented an EFT team dedicated to customer service and employer outreach.  The EFT team is responsible for building relationships with decision makers in companies employing child support obligors as well as payroll specialists within those organizations.  The EFT team has contacted over 7,000 employers between November 2000 and June 2003.
· Hired an Employer Liaison with sales and marketing skills.  This person is skilled at scaling company “gate keepers” the first step in presenting the EFT concept to the employers.  The Employer Liaison’s responsibilities include: determining who in an organization can make decisions regarding EFT, communicating Illinois law regarding EFT to organizations, working with various departments within a company to assist in the set-up process, and following up frequently with organizations to ensure EFT compliance.
· Trained an EFT Testing Coordinator.  The coordinator is skilled in record layout and guiding companies through EFT development.
· Prepared multiple EFT Specialists to work with employers who are using EFT.  This person provides needed corrections and acts as a resource to the employers with child support issues.
Target Employers and Associations
· Employers were targeted based on their case volume and divided into three tiers or priorities based on the number of cases with child support payments they remitted to the SDU. The first priority was employers with 100 cases or more.  This first target was comprised of approximately 75 companies.  The second priority included employers with 30 – 99 cases.  Approximately 419 companies were in that group.
· Lists of payroll providers were identified.  If they were able to remit their customer’s child support electronically, they were strongly encouraged to do so.  If they were not able to remit via EFT, the Employer Liaison worked with them until they were successful with remitting EFT payments.
· Informed payroll and employer associations about child support issues and the benefits of EFT.  
Implement an Employer Communication Plan
· An EFT information packet was created to inform employers of the process and benefits of using EFT.  This packet was mailed to targeted employers, payroll associations and payroll service providers.  These groups then received a follow-up phone call to verify that the packet was received and to provide answers to questions about material in the packet.
· The Illinois Department of Public Aid added a link to the EFT information packet on their web site as another means of disseminating the information.
· Links were set up between association web sites such as The American Society for Payroll Management and IDPA’s web site.
· An article regarding Illinois’ EFT initiative was submitted and published by the APA’s Paytech monthly magazine and in EA Facts, a publication by the Employer’s Association.
· EFT team members participated in conferences and association meetings such as the Treasury Management Association’s Windy City Summit and the American Payroll Association’s Illinois Statewide Payroll Conference.
Results:  The Illinois SDU’s EFT team reached the goal of 30% EFT payments in December 2002.  The following table depicts the progress the EFT team has made since its inception in November 2000.

	Date
	#of EFT Payments
	# of Employers
	EFT  %

	Dec-00
	18,633
	108
	4%

	Dec-01
	83,430
	2,074
	19%

	Dec-02
	147,595
	3,733
	30%

	May-03
	186,381
	4,203
	36%


Location:   This activity is centralized in the Illinois State Disbursement Unit.  It lends itself to adaptation by other states.  Though other states have engaged in EFT-EDI outreach, Illinois’ approach has led to greater levels of participation by employers.

Funding:  Regular IV-D funds are used.

Replication Advice:  The key to success is persistence and excellent customer service.

Contact:  

Christine Towles

Management Operations Analyst 

AIDA50G1@mail.idpa.state.il.us
Phone: (630) 221-2334

NEBRASKA
CHILD SUPPORT AND RURAL DEVELOPMENT

Goals:  To develop a centralized customer service center to handle incoming calls more efficiently, enhance the delivery of quality child support services to constituents, and support economic development by placing the Call Center in a rural Nebraska county.

Description: Nebraska was looking for new ways to bring professional jobs to economically challenged areas in the state.  In addition, child support caseworkers within the State of Nebraska were overburdened with incoming customer calls.  This took away valuable time and limited their ability to efficiently work caseloads and increase collections.  Nebraska kept both goals in mind when developing its SDU and Statewide Customer Service Call Center (Call Center).

Nebraska Legislative Bill 9782 was passed by the Legislature on April 12, 2000 and was signed by the Governor on April 17, 2000.  LB 972 required that the Call Center be located in a small community:  “The physical location of the Customer Service Unit shall be in Nebraska and shall result in the hiring of a number of new employees or contractor’s staff equal to at least one-fourth of one percent of the labor force in the county or counties in which the Customer Service unit is located.”

The Nebraska Department of Health and Human Services, Child Support Enforcement Unit partnered with the Nebraska Department of Economic Development.  A Request for Proposal (RFP) was developed jointly and made available to all communities that met the population criteria.  As an economic development initiative, the State of Nebraska chose Wausa, population 600, as the location for the new statewide customer service call center for child support cases.  The state then selected a contractor to create and manage the Call Center operations and staff.  The contractor was required to hire and pay competitive wages, and offer a benefit package to citizens hired from the local area to serve as customer service representatives. The contractor was also responsible for training their staff to handle the sensitive nature of child support calls.  The Nebraska Child Support Customer Service Call Center began operation on September 4, 2001. 

Nebraska’s IV-D caseload is approximately 98,000 statewide.  The Call Center takes approximately 23,000 calls per month.  This Call Center is linked to the State’s Voice Response Unit (VRU) system and the State’s Automated Child Support System, Children Have a Right to Support (CHARTS).

Results:  The Call Center, which employs 28 people, has had a great impact on rural economic development in Wausa and the surrounding Nebraska counties. Many of these individuals were commuting great distances for employment.  The Call Center gave them the option of finding employment closer to their homes and families.  There has been very little staff turnover since the opening of the Call Center.  The turnover consisted of two full-time employees (one person moved to another position with child support and the second person took a position with the state in Child Protective Services), and two part-time employees ended employment because they needed full-time work.  Limited staff turnover ensures experienced staff is helping the customers.  The experience of other states shows that customer service units located in urban areas have a very high percent of staff turnover.  We believe that the low staff turnover reflects the benefits of having the Call Center located in a rural location.

To house the Call Center, a vacant building that was once a bowling alley was renovated.  This project also boosted the economic development in Wausa.

Call Center staff have consistently met their contractual obligations of a four-minute average talk time; less than 5% abandon call rate; less than 10% transfer rate; and hold times of less than four minutes.  In addition to meeting these contract goals, the Call Center staff has developed a written protocol document, desk guide, customer complaint process, disaster recovery plan, safety plan and a process for measuring quality assurance.  The Call Center has a full-time Spanish speaking Customer Service Representative, and has installed a TDD line to further assist callers.  The Call Center hours of operation also provide services to customers beyond the normal 8:00 a.m. to 5:00 p.m. business day, by being open from 7:30 a.m. to 6:00 p.m. (CST) Monday through Friday.

The Call Center has also updated CHARTS with return mail address changes, changed staff names, updated health insurance information, and tested the Voice Response Unit’s Spanish language response.

Funding:  Regular 66% funding with reimbursement based on performance measures.

Location:  The Call Center which is located in Wausa, Nebraska, population 600, in Northeast Nebraska serves the whole state.

Replication Advice:  Prior to awarding the contract to a rural community, nine site visits were conducted throughout the state to inspect the proposed building that would be used and/or renovated for the Call Center.  The site visits also included meeting with the economic development committee of each community along with community leaders and members.

Nebraska utilizes a team approach by including Call Center staff in meetings to discuss program issues, training issues, problem solving etc.

Providing statewide service from a rural county has not been without challenges:  particularly phone wiring to handle the large volume of telephone calls being received.  Call Center staff worked closely with staff from the local telephone company who helped to overcome many of these issues.  Location of the Call Center has made travel costs a consideration, but teleconferencing has helped resolve most of the travel issues.  Weather in Northeast Nebraska has also created some problems with phone lines being out of service on occasion, but these have generally been fixed within hours.  Equipment has been purchased to protect the phone equipment during Nebraska storms.

Contact:


Jan Overmiller

Phone: 402-479-5555

Email: jan.overmiller@hhss.state.ne.us
NEW MEXICO

NEW HIRE REPORTING

EMPLOYER OUTREACH AND COMPLIANCE ANALYSIS

USING STATE QUARTERLY WAGE (QW) DATA

Goals:  

· Increase child support collections.

· Maximize employer compliance with new hire reporting laws by targeting employers who appear to not report new hires as required.

· Benefit the state’s child support program by increasing the number of new hire reports submitted by employers.  Increase automated income withholding orders, paternity locates, and paternity establishments for the child support agency.  Reduce fraud in Unemployment Insurance, Worker’s Compensation, and welfare benefits.

· Provide state child support officials with useful reports that contain in-depth analyses of employer compliance with new hire reporting.

· Target effective outreach to employer groups and associations based on industry, size class or geographic location.

· Increase the understanding of the factors that affect employer compliance with the new hire reporting law through analysis of employer responses to notices.

Description:  Inspired by the Federal Office of Child Support Enforcement’s (OCSE) Employer Participation Project (EPP) and the results obtained from these data, the New Mexico Directory of New Hires, using a contract, began to use quarterly wage data provided by the State Employment Security Agency, the New Mexico Department of Labor (NM DoL), to identify employers who may not be reporting employees to the state’s new hire directory.

The New Mexico New Hire Directory (NM NHD) performs an in-depth analysis of employer compliance with the state new hire reporting laws.  Quarterly wage data received from NM DoL is imported into a database that contains all previous quarterly wage data.  The data files include a list of employers reported to have hired new employees during that quarter but who have not recently reported new employees to the NM NHD report.  Groups of employers are then targeted to receive new hire reporting information or are contacted by phone to discuss their compliance status.

The factors which affect employer compliance with the new hire reporting law are discovered through an analysis of employer responses.   For instance, the first compliance notification revealed that some employers were reporting new hires under one FEIN, and reporting employees for quarterly wage reporting under a different FEIN.  In response to this information, NM NHD updated its customer service instructions to inform employers to use the same FEIN to report new hires as they use to report quarterly wage data.
The reports created were: 

1. Employer Compliance Overview.  This report has the following information:

· Employer Compliance Percentage.  The percent of the state’s employers with new hires that reported them with the correct FEIN.

· New Hire Volume Compliance Percentage.  The percent of assumed new hire reports that were reported by the employer under the correct FEIN. (As found in HIRES, New Mexico’s new hire reporting database).

· Employer Compliance by Size Class.  An analysis of the relationship of employer size (number of employees) and compliance.

2. Employer Compliance by Industry.  This report contains information that shows how specific industries report new hires.  Industry associations and employer groups representing industries with lower than average compliance percentages are targeted with new hire reporting outreach efforts. 

3. Employer Compliance Overview by County.  A display of new hire reporting compliance statistics for each county enables outreach to be targeted by county.

Advantages of Using In-State QW Data in Tandem with OCSE EPP Data

· Received approximately 3 months (or one quarter) earlier than OCSE EPP data, enabling rapid contact to employers who appear not to be reporting.
· Generates in-depth reports that reflect the compliance characteristics of the entire employer community in the state.
· Contains all employers who report wages to the state during the quarter, not just employers who appeared not to report one or more “possible new hire.”  This provides state officials with a complete picture of the state’s level of compliance with the new hire reporting law. 
· Provides the information needed to avoid contacting employers who appear to be reporting under an incorrect FEIN, as long as the employer is a registered multi-state employer.
The project created four key components:
1. Rapport between NM NHD and NM DoL.  A data sharing agreement was established and access provided to quarterly wage data for the State of New Mexico.
2. Compliance Database.   A compliance database was custom-designed to receive the state quarterly wage data and to provide analysis reports and information about employers who appear not to be reporting new hires as required. 
3. Non-compliant Employer Procedures.  A process for targeting employers who appear not to be reporting new hires was developed.  The process includes establishing the employer selection criteria and mailing a new hire reporting informational packet to those employers selected.  The mailing packet includes information on the employer’s compliance status and a description of timesaving reporting methods.

4. Customer Service and Management Database.  A database was created to: 

· Display important employer compliance information that customer service can use when responding to employer inquiries.

· Provide a knowledge- capture screen which allows customer service staff to log employers’ responses to the mailing.

· Allow new hire management staff to track and report specific employers discovered to be compliant before the mailing was received. 

· Provide Management reports including:

· volume of new hire reports submitted by targeted employers

· number of targeted employers responding with reports

· number of phone calls and other inquires received from employers in response to the mailing 

· reports based on employer responses that provide insight on issues that affect employer compliance with the new hire reporting law.

Results: 

1. Approximately 3,616 New Mexico employers were provided with new hire reporting status.

2. Since June 2002, 44,083 new hire reports were received.  This is nearly 13% of all the new hire reports received in New Mexico during 2002.

3. The additional 44,083 reports resulted in the generation of approximately 699 income withholdings due to new hire matches.

4. These income withholdings brought in approximately $143,112 in collections for New Mexico.

5. New Mexico received over $10,400 in state dollars due to the retained collections brought in through this project.

6. There was a significant increase in the number of first-time employers who reported new hires after the compliance mailing was sent.  This population learned about the program through their contacts with other businesses, employer associations, and business associations that serve employers.

7. New hire reports can also be used to reduce unemployment insurance fraud, TANF fraud and worker’s compensation fraud.

Location:  Statewide  

Funding:  Regular IV-D funding was used.
Replication Advice:  Have a comprehensive understanding of how quarterly wage data is used for determining employer compliance with new hire reporting requirements.  This understanding will provide your program with the skills necessary to execute a compliance program.  

Develop a method and schedule for obtaining regular, secure, timely quarterly wage data transmissions.

Understand the different ways of viewing “employer compliance,” including by size class; industry; and geographic location.  By looking at employer compliance information using these and possibly other methods, your program can clearly identify factors that affect employer compliance. 

Talk with other states that have performed compliance activities to learn why employers may not report or comply with the new hire reporting law.  

Ensure that you have the proper resources needed to implement this project.  Resources include analysts, programmers, functional databases, data handling procedures, customer service training and analysis reports.

Designate a Program Manager to coordinate activities, collect and disseminate information based on the results of your efforts.

Contacts:

Don Levering, New Mexico CSED Program Bureau Chief

(505) 827-7242

Donald.levering@state.nm.us
Gina Carpener, New Mexico New Hires Directory Program Manager

(505) 995-8230 x 111

gcapener@policy-studies.com
NORTH CAROLINA

CUSTOMER SERVICE CENTER (CSC)

Goal:  To assist callers 24 hours a day, 7 days a week by using a state-of-the-art Customer Service Center (CSC) which provides the option of personalized service between the hours of 7:30 am – 7:30 pm,  Monday through Friday.

Description:  The North Carolina Child Support CSC has an Avaya Conversant (V8) Voice Response Unit (VRU).  The system allows callers to obtain the following information or assistance 24 hours a day 7 days a week in both English and Spanish, using traditional touch-tone telephones or the Speech Activated menu which responds to a caller speaking their selection rather than entering digits:

· Verify last four payments received

· Verify last four payments processed

· Obtain Case Status

· Request Payment History

· Request Forms

· Verify Scheduled Hearings and/or Appointments

· Receive Rulings/Dispositions from Hearings and Appointments

· Obtain General Information on Child Support program

· Locate Child Support Offices – addresses and phone numbers

· Locate Clerk of Court – addresses and phone numbers

Callers can receive personalized assistance 12 hours a day, Monday – Friday, by selecting the appropriate option in the VRU or by speaking the option in the Speech Recognition Menu.  Callers from other state agencies or employers have the option to by-pass the automated system and go directly to a representative.

The CSC handled over 7.2 million calls in 2002.  Of those calls, 6 million (83.6%) were fully assisted by the Automated Voice Response System and did not require personalized service.  The remaining 1.2 million (16.4%) opted to receive personalized service. 

Results:  By handling the vast majority of calls and inquiries automatically, the staff of 48 to 55 representatives and the supervisory staff of 11 at the CSC have enabled local offices to concentrate on establishment and enforcement of child support cases.  This resulted in substantial increases in collections and enforcement of child support cases in NC.

Location:  The Automated Voice Response System and personal assistance are accessible through local and toll-free numbers which will accept calls from anywhere in the United States.  The Customer Service facility is located in Martin County which is in a rural area of NC.  Locating the facility in a rural area fulfilled a secondary goal – economic development and employment opportunity in a rural county.

Funding:  The State and Federal governments shared funding for equipment and initial start-up costs.  One third of the funding was provided by the State and two thirds was provided by the Federal government.   One year following implementation, the state assumed all costs. 

Replication Advice: The project team for the CSC included individuals with backgrounds in Child Support, Information Technology and Call Center expertise. This diversity of industry experience is critical.   

The facility was designed to include expansion space for future growth.  This has been essential in adding new personnel as call volumes have increased.  The CSC is equipped with 69 workstations, 55 of which are currently in use.  In addition, there is capacity through excess wiring and phone capabilities to add additional work stations.

The Call Center designs included a training facility with 20 training stations and an instructor station.  Adjacent, but separated with a removable soundproof partition, is a conference room.  The training facility is equipped with all computer and telephone components necessary for effective initial and on-going instruction.  When additional space is needed, the conference area can be opened and used in conjunction with the training area.   When not in use by the staff on site, this training room can be utilized by other state agencies. It is routinely utilized by the state’s Policy and Training unit for instructor-led classes required in the Northeast region.

The project planning team spent considerable time developing and implementing a disaster recovery plan and also a risk mitigation and contingency plan.  These detailed plans allowed time prepare for events that may occur, allowed an opportunity to prevent certain events, and also established plans for the inevitable.  Part of the disaster recovery plan includes a 350-gallon diesel generator that can keep the facility functional for up to 24+ hours in the event of a commercial power outage.

This careful planning has also allowed CSC to serve as a disaster assistance site for other local agencies and offices.  Since opening, CSC assisted both DSS and local child support offices by taking all of their calls during a disaster when assistance was required by clients.

In the planning stages, information was limited on the anticipated number of calls the new facility would receive.  Accurate forecasting of call volumes was not possible, although projections were made based on available data to determine needs.  The project planned for a system that would not reach full capacity and would allow room for growth.  Even with 96 ports available in the automated system and a capacity of up to 164 simultaneous calls (this includes calls waiting for a representative and those speaking with a representative), the CSC has found that more equipment is needed. 

Contact:  

State-level:

Elizabeth Harris, 

Phone:  (919) 255-3800

Email:  elizabeth.harris@ncmail.net
On-Site:

Carolyn Dickerson

Operations Manager

Phone:  (252) 789-5212

Email: carolyn.dickerson@ncmail.net
NORTH CAROLINA

MEASURE EFFORTS – GET RESULTS

Goal:  To change the focus of the Child Support (CSE) organization from one of a “process” to “results” by measurement of effort and the attainment of results which are the federal incentive goals. 

Description:  In early 1999 it was apparent that productivity of the North Carolina Child Support Enforcement Program needed to rise to meet the needs of our clients and to respond to the newly legislated federal incentive goals that were about to take effect.  A workgroup was formed to develop a strategic plan to that end. By June 1999, the workgroup of volunteers from across the state had developed a Five-Year Action Plan.  Part of that plan was the development and utilization of a performance measurement system to assist managers and staff in their efforts to maximize use of resources.  

The performance measurement system developed standards for critical child support functions (collection rate, establishment, collections/agent, arrears collection, percent of cases under order), as well as measurable outputs and more rapid processing times. This, in turn, enables individual agents and supervisors to evaluate performance.  It also allows supervisors to determine how to utilize current resources most effectively (i.e., the need to shift resources as the national focus shifts from one goal to another).  

With the new tool, supervisors have an empirical measure to determine progress toward goals and make informed adjustments.  Tracking work against the goals in a performance measurement system is an excellent way to demonstrate the need for the reallocation of resources or the need for additional resources to attain the federal, state or local goals.  The tool was developed with in-house staff borrowing concepts from the private sector to develop an organizational focus that produces measurable results. 

Results:  Statistical evidence suggests better than anticipated results from the state as a whole.  Statistical data from forty-four months demonstrate significant improvement in the measures:  productivity, collection/agent, percent of cases under order, paternity establishment.  Statewide results are shown below.  Seventy-one percent (71%) of the categories measured experienced double digit annual growth in improvement.  Prior to the implementation of this tool, North Carolina’s growth rates for these categories were significantly smaller.

	Measure
	FY 99
	FY 03

( 9months)
	Percent chg.
	APR

99-2003
	Prior 94-98 APR

	Productivity
	44%
	64%
	45.5%
	12.3%
	N/A

	Enforcement
	40%
	64%
	60.0%
	16.2%
	8.2%

	Collection/Agt.
	$425,110
	$583,072
	37.2%
	10.1%
	8.9%

	% Cases under order
	54%
	77%
	42.6%
	11.5%
	7.4%

	Collection Rate
	60%
	62%
	3.3%
	0.9%
	N/A

	Arrears
	48%
	65%
	33.3%
	9.0%
	N/A

	Paternity Establishment
	47%
	91%
	93.6%
	25.3%
	7.4%


Location: This process is offered statewide as a local option.  The counties involved across the state range from Perquimans County with a population of 11,368 to Mecklenburg County with a population of 695,454.  In all, 65 of 100 counties are utilizing the resource management tool.

Funding:  Regular IV-D funds and existing staff were used.

Replication Advice:  This is an excellent tool to assist all involved in the CSE program to do a better, more efficient job of utilizing existing resources and justifying needs for additional staff.

There are several points to take into consideration prior to adopting this practice.

· This is not a “quick fix.”  A relatively long implementation period of 18 – 24 months is suggested. 

· Extensive preparation is necessary for staff assigned to disseminate this tool.

· Existing outputs to develop standard performance levels should be used.  It is suggested that 3 sets of standards be developed.  The existing data of the highest performers, average performers should be grouped and lowest performers and three sets of standards developed.

· Local offices should be encouraged to make their own choice from among the three sets of standards they will implement.

· Management at the highest level must remain focused on changing the focus on “process” to a focus on “results” and constantly communicate support for the organizational vision, the mission and the performance management concepts. 

Contact:  

Barry Miller

Phone:  (919) 255-3800 x3935

Email:  Barry.Miller@ncmail.net
Bill Upchurch

Phone: (336) 351-3078 or (336) 351- 3209

Email:  Bill.upchurch@ncmail.net
OHIO

ADMINISTRATIVE LIENS

Goal:  To obtain administrative real property liens to collect past-due child support.

Description:  The Summit County Child Support Enforcement Agency (CSEA), is under the designation of Sherri Bevan Walsh, Summit County Prosecutor.  Summit County, Ohio is the sixth largest county in the state which is state supervised and county administered.  The CSEA employs 208 staff, has a caseload of 49,000 and collects over $85 million in child support annually.

The administrative lien process has proven to be an effective, yet simple, process to administer and collect on delinquent cases.  Traditionally, judicial liens have been filed by Assistant Prosecuting Attorneys.  Today, the emphasis is on obtaining administrative real property liens to collect past-due child support.  A savings in both time and dollars is achieved by obtaining an administrative lien rather than going to court for a judicial lien.  With interest rates at an all time low, many people who have support obligations are purchasing or refinancing real properties, which makes liens an attractive enforcement tool.  Once real estate companies, mortgage companies or title agencies discover the existence of the administrative lien, calls or facsimiles are received by CSEA to verify how much money is needed to satisfy the administrative lien obligation.

CSEA’s Child Support Specialists receive the calls or facsimile and immediately obtain the CSEA file; print all payment history information from the computer system; obtain a copy of the lien and forward the file to our Fiscal Department to calculate the interest which had accrued on the unpaid judgment balance.  Fiscal staff utilize Quattro Pro software to expedite the interest calculation process. 

The files are then referred to CSEA Assistant Prosecuting Attorneys who prepare lien payoff letters which inform the real estate companies or financial institutions to issue a check payable to the Ohio Child Support Payment Central and an additional check to the Summit County Clerk of courts for the fees required in order to release the lien.

Within a matter of days, custodial parents and their children receive back support and in many instances the full amount of arrearages owed. 

Results:  The Administrative Lien process has been instrumental in collection of delinquent child support.  In 2002, this process has reduced child support arrears by $1,197,231.  Summit County CSEA leads all counties in the State of Ohio in Administrative Lien filings. 

Location:  Summit County, Ohio

Funding:  Regular IV-D funding is used.

Replication Advice:  Adequately research lien laws; properly train child support staff; and enter into a contract between the state IV-D program and county auditor or fiscal officer.

Contact:  

Edward J. Harshbarger

Director of CSEA

Phone:  (330) 643-2765

Email:  harshe@odjfs.state.oh.us
OHIO

MONITORING FOR IMPROVED PERFORMANCE

Goal:  Improve performance and increase incentives for the state and local agencies by monitoring the program on a monthly basis.

Description:   Statewide monthly monitoring, which began in June 2002, is a supervisory tool used by the State Office of Child Support (OCS) to provide guidance to counties, to improve performance and increase collections to families in Ohio.  

Ohio is a state supervised, county administered program. The state’s CSEAs are divided into one of three tiers based on caseload size and/or performance in the incentive categories.  Counties understand that improved performance may increase incentives earned by the state which are then distributed to each county. 

The monthly monitoring process involves staff from the OCS, Bureau of County Services, and each of Ohio’s 88 child support enforcement agencies.  OCS staff are responsible for completing the monthly random selection and review of cases (when applicable) to complete the monitoring process.  After the review the results are provided to CSEAs prior to on-site visits, phone conferences, video conferences, or via email. 

The monitoring process is used to educate counties and improve accuracy of each case data in Ohio’s Support Enforcement Tracking System (SETS).  Monthly monitoring categories are determined by OCS’s identification of program areas where improved performance is required.  OCS works in conjunction with a CSEA monthly monitoring focus group (a group of 9 counties) to obtain their input and suggestions on monitoring documentation and methodology before the program was implemented statewide.  Monitored categories currently consist of Application Aging, Supervisory Review, Case Closure, Undistributed Collections, Medical Support, Financial Institution Data Match, Paternity and Interstate.  In addition, data mapping of the Federal OCSE 157 report was completed to convey to counties the fields and screens in the statewide system which are used to prepare the report. 

In preparation for rolling out each category OCS staff prepared a procedure manual called a “tool kit” which includes, but is not limited to:

· Ohio’s Child Support Enforcement Manual (CSEM) citations;

· Available mainframe and web based reports;

· Business and system requirements work flows;

· SETS screens; and

· The method forms used by OCS to conduct the monthly monitoring review.

During the monitoring process, when improvement goals or tasks completion (such as the elimination of a backlog) are date-driven, counties may be required to complete a Performance Enhancement Plan (PEP).  The PEP is a written document, monitored monthly, outlining the county’s plan to complete the task or achieve the required improvement goal by the specified date.

Results:   

June 2002:  OCS completed roll-out of tool kits for the application aging and supervisory review categories.  

· Ohio decreased outstanding applications by 99% through May 2003.

· Through May 2003, OCS reviewed 18,504 cases randomly selected for the purpose of ensuring the supervisor approval function insets is  properly used in reviewing staff decisions for case closure, billing suppression, and financial adjustments.  Eighty-eight percent of the cases reviewed have passed.

July 2002:  OCS rolled out tool kits for the Case Closure and Undistributed Collections categories:

· Through May 2003, over 140,000 cases with a high likelihood of closure were identified from existing reports.  CSEA’s closed over 49,000 of these cases or approximately 35% of the baseline.

· Overall undistributed collections were reduced by over $15 million through May 2003.

August 2002:  OCS rolled out tool kits for the Medical Support Enforcement and Financial Institution Data Match (FIDM) categories.  Also distributed in August was a data map of the Federal OCSE 157 report.  The data map linked report lines to the corresponding data fields which users must complete accurately in the statewide system.  Additionally, a recommended enforcement techniques workflow was distributed to counties.  The workflow conveys available administrative and legal remedies to be used when enforcing support orders.

· CSEA’s work from two reports which identify cases needing medical support orders and cases requiring action to enforce a medical support order.  Each county is required to review the medical support requirements on at least 10 cases per month. 

· Ohio monitors the number of FIDM collections and the amount of the collections for each county every month.  As a result, an increase in the number and amount of collections via the FIDM program has occurred.  Ohio has collected over $4.6 million through the FIDM program through 2003.

April 2003:  OCS rolled out Paternity with monitoring beginning May 2003.  Counties were provided with specific reports to help them identify cases where paternity needed to be established.

June 2003:  OCS rolled out Interstate with monitoring beginning July 2003.  Counties have begun to identify cases on the system which need to be built as initiating or responding interstate cases.  Reports were created and distributed to counties to assist them with this effort.

Location:  All counties in Ohio.

Funding:  Regular IV-D funds are used.

Replication Advice:  Implement monitoring categories in stages.  Obtain stakeholder input into the process.  The collection of measurable data is essential in order to determine progress.  Establishing the new categories for monitoring should be completed in county staff meetings which are accessible and convenient for local offices to attend.

Contact:
Althena Reily
Bureau Chief

Phone:  (614) 466-4123

Email:  Rileya@odjfs.state.oh.us
LeeAnn Cooper

Section Chief

County Review

Phone: (614) 466-4065

Email:  Coopel01@odjfs.state.oh.us
Al Marcinonis 

Section Chief

County Support

Phone:  (614) 466-4094

Email: Marcia01@odjfs.state.oh.us
OREGON

LOCATE - IMPROVE PERFORANCE 

Goal:  Improve Oregon’s performance in “establishment” by focusing on the “locate” caseload.

Description:  At the end of 2000, Oregon recognized that the state was not meeting the federal benchmarks in “establishment” primarily due to our poor performance in the “locate” function.  Oregon recognized that we identified locate as an area needing attention; a workgroup was formed to create and implement a Corrective Action Plan (CAP).  We knew our success in “locate” hinged on completing six basic actions within 75 calendar days.  

Based on those six actions, we identified three key areas for improvement:

· Training staff on federal locate requirements;

· Identifying work that needs to be done by a locator vs. work that could be done more efficiently elsewhere; and 

· Adjusting our Child Support Enforcement Automated System to streamline “locate” work.

Our first focus area was to ensure that staff knew and understood the requirements of 45 CFR 303.3(b)(1)-(3).  A common misunderstanding was that the 75-day timeline started when the case was moved into the “locate” function. We advised staff that the clock starts ticking as soon as “locate” of the noncustodial parent is an action necessary to take on a case, not when the case is moved into the “locate” function. 

Our emphasis was to work new “locate” cases while leads may still be fresh.  Therefore, we changed the practice of exclusively working the oldest “locate” cases first.  With our locators’ involvement, a caseload management plan was developed and implemented which requires attention to cases initially entering the “locate” function first, yet still ensuring adequate time is available to work the older cases. 

We soon realized that non-locators didn’t always know what information or cases to refer to a Locator.  For example, not all non-locators knew not to refer requests to locators to look for a deceased parent as a way to track down assets from an estate.  We also emphasized to non-locators the importance of closing cases whenever appropriate to avoid overloading the “locate” caseload.

The “locate” function is being moved to field branches because we believe child support cases are more efficiently processed when staff working on different aspects of case management are physically located near each other.  When a locator is seated near a case manager, they personally discuss case situations.  A case may avoid going through a lengthy process simply by having the locator and the case manager work together to pool their knowledge.

We identified the need to designate a “Locate Lead” and an “FPLS Lead.”  These point-people act as conduits of information for program staff and ensure that we continue to meet performance expectations in the “locate” function. 

Of the six required “locate” actions to be completed within 75 days, we identified that four actions could be performed by the case manager prior to referring the case to a locator.  These actions are:  

1. Contact the noncustodial parent.

2. Check motor vehicle records.

3. Check employment department records.

4. Issue a postmaster letter to the last known address.

The case manager can perform these actions to locate the noncustodial parent often without moving the case to locate.  We instituted a requirement for the case managers to perform these actions within 10 days.  For cases referred to “locate,” the locator ensures that the case was submitted to the FPLS and that a credit bureau check has been completed.

Automation plays a crucial role in our success.  We learned from the Self-Assessment Team that cases were not automatically being submitted to the Federal Parent Locator Service (FPLS). We thought our system was programmed to submit cases to locate between days 44 and 56.  We found the cause of the problem and fixed it.  There were also several outstanding system work orders intended to streamline locate work and reduce necessary intervention by staff.  These were expedited and have now been successfully implemented. 

Results:  The “locate” CAP was implemented during the 2nd quarter of 2001.  Our Self-Assessment Team compared the results from the 1st and the 2nd quarters to track the effectiveness of the CAP.  The efficiency rating showed a 31.43% increase; from 44.95% during the 1st quarter of 2001, to 76.38% during the 2nd quarter of 2001.  The tremendous success of the CAP is clearly demonstrated through these statistics. 

Location:  Statewide.

Funding:  Regular IV-D funds are used.

Replication Advice:  

· Identify and zero-in on the root cause of the problem;

· Explain the problem to staff and involve them in the development of the solution(s);

· Ensure staff know the expectations and provide them with the tools needed to do their work; and

· Provide regular status updates to let staff know their efforts are making a positive difference.

Contact:

Brian Thompson

Region One Manager, Division of Child Support

Phone:  (503) 378-3696

Email: brian.thompson@state.or.us
OREGON

WORKING WITH PRIVATE COLLECTION AGENCIES
Goal:  Revise laws regarding the interaction between the Child Support program (CSP) and private collection agencies (PCAs) in order to create a working partnership.

Description:  In 2001, Oregon passed a law outlining the interaction between the CSP and PCAs as related to child support.  The 2001 law was found to be too restrictive for PCAs.  As a result, no PCAs chose to do business in Oregon if the custodial parent had a IV-D case.

Key amendments to the law (Legislation signed by Governor June 18, 2003 and these amendments become law in January, 2004):

· Remove the 180 day limit on the length of time the PCA would be on the case as a “payto”; 

· Raise the fee cap from 20% to 29%.  More than 29% may be charged if the PCA hires an attorney to perform legal services on behalf of the custodial parent and those terms are included in the agreement between the PCA and the custodial parent;

· The agreement between the PCA and the custodial parent must provide information on the fees, penalties, termination and duration of the agreement in at least 12 point font; and

· The Department of Consumer and Business Services shall adopt rules that regulate the practices of PCAs that enter into agreements with custodial parents who are receiving IV-D services.  (This department already has oversight of other PCAs.)

Key provisions of the existing law which will remain:

· The CSP provides notice to the custodial parent advising of free services by the IV-D program, it also requires the custodial parent to submit documentation, including a notarized form, before the PCA will be added as a “payto;” 

· The PCA may provide locate and investigative services then disclose the information to the CSP for enforcement; 

· Payments will be reinstated to the custodial parent upon the custodial parent’s request if the PCA violates the law or the rules adopted by the Department of Consumer and Business Services; and

· The PCA may take enforcement actions only in coordination with the CSP.  

Anticipated Outcomes:  

Raising the fee cap and removing the 180-day length of the “payto” should cause at least a few PCAs to be willing to offer their services to custodial parents who are receiving IV-D services in Oregon.  Also, knowing that there will be a state regulatory agency for the PCAs will address some of the consumer protection concerns of legislators and program staff.  These improvements should enable the CSP and PCAs to begin working in coordination to serve families in Oregon.  Oregon anticipates ongoing communication between CSP leadership and the CSEC to monitor progress of this new legislation.

Location:  Statewide

Funding:  State operating funds using regular FFP.

Replication Advice:  Know what kind of partnership your state CSP wants to have with PCAs and then work with the Child Support Enforcement Council (an association of private child support enforcement companies) when developing any PCA legislation.  Find a balance between CSP resources and PCA business needs and general consumer protection and overall customer service.

Contact:  

Ronelle Shankle

Assistant Director for Policy, Rules, and Legislation

Phone:  (503) 986-6087

Email: ronelle.shankle@doj.state.or.us
OREGON
TRAINING ON NEW CHILD SUPPORT GUIDELINES
Goal:  To provide training to staff on the newly amended Oregon Child Support Guidelines.

Description:  Oregon made several changes to the Child Support Guidelines referred to as OAR 137-050-0320 through OAR137-050-0490, which became effective May 12, 2003.  We developed training modules (in WordPerfect “Corel Presentations”) for the intranet to walk users through the guideline changes.  Included are the more difficult concepts of the guidelines calculation and several sample child support calculations.  At a time when budget constraints limited travel, the computer-based training enabled us to provide consistent training materials for staff throughout the state.  We also posted training modules on our website as a resource for attorneys, judges and customers.  This tutorial may be accessed via the Oregon Child Support Program website at:  http://www.dcs.state.or.us/oregon_admin_rules/guideline_assistance.htm.

Results:  Child Support Program (CSP) staff appreciated the easy access to the guidelines training and provided positive feedback regarding the effectiveness of the online training.  We anticipate the tutorial will also be a valuable resource for attorneys, judges and customers to familiarize themselves with the newly-amended guidelines.

Location:  The detailed guidelines training modules are available to all staff statewide by accessing the Department’s intranet.  The tutorial for the public is available to any person who has access to the internet.  This type of training has been used by the CSP on a limited basis in the past, but is now being utilized statewide due to limited budget and travel restrictions.

Funding:  Regular IV-D funding was used.

Replication Advice:  The development of web based training was quite simple.  This type of training tool has been extremely effective.  

Contact: 


Chris Angel

Phone: 503-986-6088

Email: chris.angel@doj.state.or.us.

OREGON
USER ANALYST FORUMS

Goal:  To increase the participation and information levels of the Child Support Enforcement Automated System (CSEAS) users.

Description:  Beginning in October 2002, the User Analyst team began holding periodic forums broadcast via video conferencing to all interested users of the CSEAS system, and partner agency staff that wish to participate.  The purpose was to create an open line of communication between the end users and the system’s staff to give additional information, clarify confusing activities and to give detailed explanations of any recent enhancements and changes to the CSEAS system.

An agenda is released of all topics the User Analysts have determined to be consistent issues for the end users, with questions taken from each remote location following each agenda item.  In addition to the agenda, there is a roundtable section in which issues can be raised for clarification and/or investigation by the User Analysts.

Utilizing video conferencing equipment, the User Analysts are able to display CSEAS on the monitors at each remote location, and walk through the steps necessary to get specific desired results, to explain how enhancements work and to answer questions.

Results:  From June 2002 through October 2002 the User Analyst Team received an average of 150 contacts per month from end users of the CSEAS system that are seeking additional information on how to utilize the system properly.  Following the introduction of the User Analyst Forums, the contact count has been reduced to an average of 100 per month which has resulted in the end users of the CSEAS system using the system with less technical assistance.  In addition to reducing the number of contacts, the time spent went from an average of 19 minutes to an average of 12 minutes each.  This has enabled User Analyst Team members devote more time to ongoing automation activities and projects.

Location:  The User Analyst Forums are hosted from one of two locations in Salem, Oregon.  Through video conferencing, all locations within the Division of Child Support are able to attend.  The District Attorneys offices in the State of Oregon’s Child Support Program are invited to attend at the nearest Division of Child Support Office.  

Funding:  Regular IV-D funding was used.

Replication Advice:  To make the forums meaningful to end users, ensure that the technical staff uses non-technical language to describe the actions of the system.  It is important that the end-users of the system feel involved as a part of the development process.  Valuing input from them, and conveying that during forums let’s them feel a connection to the automation rather than a sense that it is “us versus them.”  For our user analysts, we also look at this as an ongoing opportunity to help our users to get the most out of our system by making sure that we educate them on all of the hidden tricks and often missed shortcuts.  

Contact:

Darrin M. Jones

Phone:  503-373-7455 x22280

Email: darrin.jones@state.or.us
PENNSYLVANIA

BERKS COUNTY WEBSITE

Goal:  To provide a cost-effective way to educate, inform, and serve county child support agency clients and attorneys by using web technology, and to share that model with other county child support agencies.

Description:  In September 1998, a web site for Berks County Domestic Relations Section was developed to help the public get information on the child support process.  In early 1999, printable and downloadable forms in Microsoft Word and HTML formats were added, with Adobe PDF format being added later.  In October 1999, a listing of all outstanding bench warrants for defendants who failed to appear for child support proceedings was added along with an online WANTED Poster and E-Tip capability (anonymous tips via the website).

In the site design, efforts were made to insure that information for clients and attorneys was detailed, yet user friendly.  Users have several ways to initiate a search and there are links to related web sites.  

The forms menu includes the following, among others:

· Petition to Modify a Support Order

· Plaintiff EFT form

· Direct Deposit authorization form

· Telephone Conference Request

· Medical data Sheet

· Client Feedback Survey

The site’s Lawyers Only portion, which is restricted to attorneys, offers a variety of forms.

Bench Warrant Listing:  Along with the 1000+ warrants listed in alphabetical order, there are photos of particularly hard-to-locate individuals.  The site also provides a detective hotline for tipsters who prefer to speak to detectives directly.  

E-Inquires:  Beginning February 2001, functionality was added to allow clients to send e-inquiries to service workers via an interactive form on the website.  A worker then emails the reply to the client via a generic email address.  This allows agency workers to send/receive internet emails without revealing an individual worker’s unique email address.

Results:    Berks County had a population of about 377,000 in 2001.  The child support caseload was about 18,000 cases.  The site has approximately 30,000 homepage hits per year, and receives approximately 6,000 emails.  Both these statistics reflect a high degree of client use given the population size.  Anecdotal findings show that a large number of pro-se clients use the downloadable forms found on our web site.  The Berks County Domestic Relations Section also refers clients to its website for common client needs for information such as support guidelines, local procedures, and forms.  The site’s “E-tip” link generates approximately 40 tips per year.  The public is encouraged to help county detectives locate these delinquent obligors by calling a detective or submitting a confidential E-Tip.  Within 6 months of the beginning of the program, 7 of the 17 profiled on the wanted poster were apprehended.

Three other Pennsylvania counties (Montgomery, Clearfield and Lackawanna) have used the Berks County website as a template and/or have copied extensive amounts of the site content.  Other counties have used it to a lesser but significant amount as a model for their own websites.  This has saved those counties (and the IV-D program) considerable time and money by simplifying their website development.  

Cost:  Costs associated with this project totaled $1,080 for the first year, and $155 per year thereafter.  In the first year, there were a number of one-time start-up expenditures for software, training and reference books and registration of the site’s domain name.  The only recurring cost is web hosting fees of $155 a year.

Funding:  Regular IV-D funds are used.

Location:  This site is accessible through the Web.  Site statistics show users throughout the United States and worldwide.

Replication Advice:  To receive a copy of the entire Berks website (including HTML documents, style sheets, graphics, and multimedia files) or to obtain additional information, contact the Berks DRS webmaster at Support.Berks@pacses.com.   PACSES network users may contact Michael Spilde via the PACSES network.  For additional information, see the description on the web at: http://www.drs.berks.pa.us/webexp.htm.

Also, the website can be used as a template for any child support agency.  Agencies can edit the content to meet their needs, and then design their own website in-house, or use an outside vendor to design the website.  Agencies which prefer to design their own website will have to train one to two people in MS Front page or another web editing program.

Contact:

Mark Poserina, Director, Berks County Domestic Relations Section

Phone: (610) 478-2980

Email:  MarkPoserina@pacses.com
Michael Spilde – Assistant Director, Berks County Domestic Relations Section

Phone:  (610) 478-2929

MichaelSpilde@pacses.com
PENNSYLVANIA

CSENET STATEWIDE TRAINING

Goal:  To develop a CSENet training curriculum aimed at Pennsylvania Domestic Relations Section (DRS) workers and conduct training sessions at various locations throughout the Commonwealth.

Description:  Training manuals, handouts and PowerPoint presentations were developed for use and distribution during six training sessions which were each two days long.  Sessions were held in Wilkes-Barre, Lock Haven, Media, Harrisburg and Butler.  The course content consisted of the following:

· Overview of the history of interstate case processing from URESA to UIFSA.

· “CSENet 101” PowerPoint presentation highlighting the basic concepts of the national CSENet system.

· In-Depth review of every Interstate/CSENet processing screen and table within the Pennsylvania Child Support Enforcement System.

· Hands-on explanation/review of Interstate/CSENet diaries and alerts using actual production environment cases supplied by the attending workers.

· Conferring of “CSENetology” diplomas” to each attendee at the conclusion of the two-day session.

Results:  Participants appreciated that the training sessions used layman’s language and could easily be understood.  Workers who had taken the course found that colleagues in other states were impressed by their ability to use CSENet.  Participants were pleased to find they could send a CSENet message to the courts and get a response back faster than by writing up an instruction sheet requesting secretarial staff to send the transmittal out.  

Five months after the CSENet training was presented, compared to the same five-month period a year earlier, showed an increase of 136.3%.  Pennsylvania workers kicked off 48,694 CSENet transactions during the post-training period compared to 20,607 CSENet transactions a year earlier.  Likewise a comparison of these same two five month periods shows that interstate collections in the Commonwealth increased by $1.18 million dollars.  

Replication Advice:  Pennsylvania’s CSENet System is only as good as the frontline workers who use it.  The key to a successful training is in the preparation of materials and live demonstrations which remove the confusion and mystery from CSENet.  Through the demonstration it can be shown that CSENet is a simple-to-use, electronic communication tool.

Funding:  The cost is minimal.  Expenses include the development and printing of training materials, trainer salaries, lodging and transportation expenses.

Contacts:  

Michael J. Noreika

Interstate/CSENet Subsystem Lead PACSES

Phone:  (717) 705-5158

Email:  mikenoreika@pacses.com
John Clark

Program Specialist ACF RO III

Phone:  (215) 861-4067

Email: jclark@acf.hhs.gov
PENNSYLVANIA

TRAINING SESSIONS DEDICATED TO LOCATE

Goal:  Hold collaborative “locate” training sessions in order to increase the number of successful locations of noncustodial parents in Pennsylvania.

Description: The training sessions hosted by Jefferson and Lehigh Counties in July 2002 were sponsored by Federal Administration for Children and Families Region III office.  A two-day meeting was held for county workers, featuring federal, state and local experts.  Included were representatives from OCSE Federal Parent Locator Service and the Department of Defense, Pennsylvania State systems specialists, state policy specialists, a local county expert and a private vendor who works on the Pennsylvania automated system.  These presenters provided information to county child support workers on the three different considerations required for a successful locate:

1. What is the locator’s role in deciding whether or not new information is valid?  Should the new locate information be posted to the case?  Is the recently acquired information more reliable and current than the current information? 

2. Guidance on the locator’s role in judging new information:  Often two different addresses are received for the same case.  How does the locator judge which is more reliable and accurate?

3. Suggestions to help locators in their investigator roles.  In cases where there is no information, what resources can be used to get locate information?

To encourage interaction and idea sharing, the format emphasized breakout sessions of 30 or fewer participants.  The sessions explained effective utilization of locate information from the federal, state and local perspectives.  Separate sessions discussed:

· Data quality

· Manual locate

· Mail alerts

· Use of the internet

· Locate 101

· Military locate

About 200 child support professionals attended.  Pennsylvania has about 35% of child support cases in which the noncustodial parent and putative father information is missing one or more of the four crucial locate items (address, date of birth, social security number and/or employer).

Presentations were made by representatives from the federal, state and local governments which showed the “big picture” as it applies to a large automated statewide program.

Successful location is a key element in providing support to children.  Location of a noncustodial parent also has a direct impact on 4 of the 5 federal performance measures.  Locating a putative father/noncustodial parent helps a child support office establish both paternity and a support order.  Location of the noncustodial parent is also an important factor in collecting current support and receiving payments on arrears cases.  In many cases, the barrier to distribution of child support payments involves unsuccessful validation of residency for the custodial parent.  A strong custodial parent location initiative can reduce undistributed collections and improve incentive payments because a state does not receive credit for a child support payment until it is disbursed.

Results:  Pennsylvania measured the impact of the conference on the statewide caseload.   The measure consisted of the number of noncustodial parents missing one or more of the four crucial locate items in late June 2002 with the number missing one or more items in January 2003.  We believe this was a valid measure of the impact of the locate sessions since there were no system enhancements during this period.  

In June 2002, almost 35% of all cases had one or more crucial locate items missing on noncustodial parents.  After the training, this number was reduced to 20%.  The reduction translates to the state having locate information on 6,826 defendants.  Additionally, 90% of the respondents gave the meeting the highest rating on the evaluation scale.

Funding:  The host counties helped to make the arrangements and process registration.  Speakers were willing to donate their time.  A registration fee of less than $50 was charged to each participant.  

Replication Advice:  It is critical to get the support of the state IV-D Director and the Director of Systems as well as the federal Parent Locator Service.  This enabled conference organizers to develop seminars that provided valuable information to all participants.  The hard work and hospitality of the local conference hosts was critical to the success of the seminars.

Contact:  

Harry Werner

PACSES

Locate Sub-Systems Lead

Phone:  (717) 705-5160

Email:  HarryWerner@pacses.com
John Clark

ACF Region III

Phone:  (215) 861-4067

Email:  jclark@acf.hhs.gov
TEXAS

EMPLOYER INITIATIVE
Goals:  

· To improve communication and the exchange of information with employers 

· Increase child support collections from income withholding by employers 

· Improve customer service to employers  

Descriptions:  The Texas Office of the Attorney General’s Child Support Division initiated four projects to achieve the goals.

1. Improve Timeliness of Quarterly Wage Data:  In Texas, quarterly wage data come to the Child Support Division (CSD) via an interface with the Texas Workforce Commission.  The data are used to update our employer records.  

Previously, the Texas Workforce Commission waited to provide wage information until all wages from employers for the quarter were reported and entered.  This process delayed receipt of the data from four to five months after the wages were earned.  Because of the age of the data, we issued verification of employment letters before sending a wage withholding order to ensure the non-custodial parent was still employed.  This resulted in missed collections.  Also, the non-custodial parents had often changed jobs by the time the income withholding order was received.

The CSD implemented new procedures with the Texas Workforce Commission to provide more timely data.  The new process sends wage data to CSD monthly as it is reported.  This has resulted in CSD issuing an average of 8,000 wage withholding notices per month in the second and third months after a quarter ends.  In addition, verification of employment letters are no longer sent prior to issuing a wage withholding order since the data are now current.

As part of this effort, CSD obtained employers’ payroll address information to ensure that wage withholding notices were sent to the proper place.  Employer records were closed automatically on cases where wages were not reported within the previous two quarters.

Results:   During fiscal year 2003, Texas collected over $22 million due to improvements in quarterly wage data.  Ongoing collections average $3 million per month.

2. Employer Data Match:  Texas entered into a contract with the largest provider of human resource payroll and benefits verification services to obtain access to 2,200 employers’ payroll records via an electronic interface.  This interface produced 6,530 wage withholding orders for the four months between September 4, 2003 and December 31, 2003 and yielded $1,904,498 for that time period.  The percentage of paying cases is considerably higher compared to some of the other interfaces.  This is due to the timely reporting of wages and data on the interface allowing CSD to only accept recent wages.

Results:   Almost all verification of employment letters are eliminated for employers who use this employment and verification service.  Major effort was expended to clean up records to ensure wage withholding orders were sent to the proper place.  In addition, there was a reduction in correspondence that employers received from us after an employee terminated as a result of regular payroll data submissions by employers which closed out employment records.

3. Income Order/Notice Improvements:  Several system edits were implemented to increase the accuracy and timeliness of issuance of wage withholding notices.  Changes were put in place to reduce the mailing of duplicate notices, the number of notices sent to deceased parties, and the number of notices sent on cases that are flagged for closure.  These edits prevented issuance of 17,422 erroneous wage withholding notices between August 28, 2003 and November 12, 2003 and provided a cost savings of $365,862 for postage and filing fees. 

Results:   The system edits reduced the number of wage withholding notices sent in error, the number of complaints from employers due to erroneous payment amounts, and the amount of time employers spent with CSD staff to identify errors.

4. Employer File Enhancements:  Texas implemented commercial software in September, 2003 that performed address validation for adding employer information.  The automated screens for employer updates were changed to increase search capabilities so staff could search for payroll addresses.  These payroll addresses were verified by CSD staff to ensure accurate payroll information for issuing wage withholding orders. 

A Federal Employer Identification Number (FEIN) data correction updated Texas’ automated employer file for cases where the master records and the member records did not match.  This resulted in the correction of 2 million records by enhancing successful matches from incoming interfaces to prevent duplicate employer records from being added.

Employer interface table changes route each of the main employer interfaces through the same employer table to ensure each is choosing the same employer record.  This interface also allows a separate medical benefits address for an employer record to issue the medical support notice to the correct location.  

In addition, over 900,000 duplicate, invalid and incomplete employer records were deleted to ensure field staff no longer select an invalid employer from an automated search.  Removal of the bad employer records from our automated system increases the response time for employer searches.

Results:   Wage withholding orders got to employers at the right location.  Users reduced the amount of time spent researching employer records.  Also, by matching employer federal identification numbers to employer records on the system, duplicate notices were not sent.

Funding:  Regular IV-D funds were used.

Contact:  

Ruben Barbosa

Project Director

Phone:  (512) 460-6570

Email:  Ruben.Barbosa@cs.oag.state.tx.us

VIRGINIA

NETWORK VIDEO CONFERENCE DEMONSTRATION
Goals:  

· To introduce video conferencing as an additional tool for social services and child support staff to lessen the workload and increase productivity.
· To demonstrate the increased effectiveness of broadband network video- conferencing over narrower bandwidth ISDN lines.  The narrower bandwidth ISDN was used in the first video demonstration.
Objectives:

· To save staff time in scheduling and case-processing for social services and child support staff during the initial eligibility Interview, at the same time creating a “one stop” service for the client at the local social services agency.
· To reduce/eliminate additional appointments and travel to the child support office for joint social services/child support clients and save the client time.
· To reduce/eliminate child support staff traveling time to the social services agency for client interviews and follow-up appointments.
· To reduce required travel for social services and child support staff when holding joint meetings and training sessions.
Description: The project, “Spotsylvania – Fredericksburg Network Video Demonstration:  “Making the Connection,” was composed of partners from the Spotsylvania Department of Social Services and the Fredericksburg district office of child support enforcement.  The project ran from June 1, 2000 to June 30, 2002 during which social services workers scheduled and held a number of their TANF re-determination and new TANF or Medicaid appointments as video-conferences as a means to provide an easier way for overworked staff to handle heavy caseloads.

The social services agency provided a list of appointments, with the client’s social security number, to the child support agency so they could review the automated system and determine if the client had an existing child-support case.  If there was an existing case, then the case was screened for a possible video interview to be held before or after the Social Services interview.  Child support then provided its list of requested video interviews to the social services agency.  Child support and social services coordinated the video interview schedule.  For existing child support cases, information was obtained by video interview and the automated case-management system was updated during the interview.  The case was usually processed at that time.  Similarly, new social services applicants were video interviewed, and their cases were set up in the automated case-management system by the child support worker during the interviews.  Those cases were also processed at that time.  The eligibility worker faxed documents provided by the client, and documents requiring a client’s signature, to the child support agency.  Where original documents were required, they were sent to the child support agency by courier after the interview.  For the convenience of some child support clients, video appointments were scheduled at the social services agency.

Results:  Both new and re-determination cases were processed in a more timely fashion, cutting processing time, especially for new cases by between 30 and 60 days.  Additionally, joint staff meetings and training sessions were held by video, rather than at one of the agencies.  This practice has saved both travel and scheduling time and expense. The department information systems director has been using video conferencing for his bi-monthly information-sharing meetings with field staff and offices.

In May 2003, the commissioner of the department of social services started to hold separate monthly videoconferences with staff in the social services and child support offices around the state.  The commissioner uses this forum for staff to provide suggestions, ask questions, and express concerns they have about agency operations and their jobs.  This has been especially useful during the ongoing departmental restructuring. 

By July 2003, the state department of social services had equipped 38 offices for video conferencing:  28 child support offices (i.e., all 21 district offices, 3 regional training centers, and 3 field directors’ offices and central office), and 10 local and training (regional) social services offices.  Furthermore, there is considerable interest in equipping more of the local social services offices with basic (i.e., 1-2 desktop systems) video.  There are 121 local social services offices in Virginia.

By summer of 2001, the network was upgraded with ATM T-1 circuits to each location.  This infrastructure was required to support video and data over a single data circuit.   From that point, we were able to migrate from ISDN lines (128 Kbps) to IP video conferencing.  The upgraded video-conferencing network provides three times the bandwidth (384 Kbps).  

Location:  Video conferencing systems are in place in the Fredericksburg District Child Support Office and in the Spotsylvania County Department of Social Services.  Spotsylvania County has a rural-urban population of 99,915.  It covers 400 square miles and is just south and west of Fredericksburg.  The Fredericksburg district office is planning to equip several outlying Social Services sites with video.  Two immediate locations are the Westmoreland and Lancaster County Departments of Social Services.  Both are about a two-hour drive from the Fredericksburg office.  Clients will be able to video-conference with their child support worker on scheduled days and times of the week.

Funding:  For “Making the Connection,” state child support, state and local social services had cash and in-kind funds, as well as private in-kind support from several vendors.  The cash outlay for desktop video systems (23, totaling $20,200), group video systems (2, totaling $20,400), and network video equipment (totaling $49,000), was about $90,000.  Ongoing, in-kind network and technical support from all partners is critical and priceless.

Replication Advice: The introduction and implementation of a major organizational change (in this case, video technology) requires substantial funding (cash and in-kind), almost daily oversight and trouble-shooting, and continual staff training.  Training is also necessary for desktop and group users and on-site technical assistants who serve as the “eyes and ears” for a small technical support staff.

There must be a commitment of the participating agencies and staff to use video conferencing to accomplish their work, along with an attitude of flexibility and willingness to make video conferencing a useful tool.

Contact:

Carol M. Marion

Program Administration Specialist

Phone: 804-786-0965

Email: cam900@dcse.dss.state.va.us
VIRGINIA

COLLABORATION THROUGH CO-LOCATION

Goal:  To create and maintain a “one-stop shop” center. 
Description:  The Manassas District Office of Child Support Enforcement has a separate unit that manages IV-A cases.  The office serves Prince William, Fauquier and Rappahannock counties and includes the cities of Manassas and Manassas Park.  Child Support workers are co-located in the IV-A offices to better serve the customer.  

In 1999, the Manassas District Office was asked by the IV-A Director of Fauquier County to participate in the creation and on-going development of a one-stop shop in Fauquier County.  The center opened April 2000 to provide                                         services such as:  job postings, career development information, internet access to career and employment resources, education and training classes and information, copy and fax machines, telephones, employment mentors and multi-agency services.

Services that meet regularly with customers at the center are:

· Department of Social Services – IV-A

· Division of Child Support

· Department of Rehabilitative Services

· Literacy Volunteers

· Fauquier Family Guidance

· Fauquier Community Action – HUD vouchers

· Independence Empowerment

· Virginia Employment Commission

· SAFE – Services to Abused Families

· SAVVI – Sexual Assault Victims Volunteer Initiative

Circuit Rider, which is a shuttle bus service operating in the community, has its dispatcher’s office in the one-stop shop center. Customers who find a job, but do not have transportation, can make daily commuting arrangements with the Circuit Rider.  
Results: The center provides a central location where customers can meet with representatives who provide many of the service they need.  Having a child support worker in the community ensures the visibility of the IV-D agency and provides better customer service to the community.  Co-locating with IV-A, and especially at the one-stop shop center has improved the information flow between agencies and customers; enabling each agency to better meet their program goals.  Customers are more comfortable working with the IV-D agency because it is more accessible.  

Location:  The Manassas District Office in Prince William County and Fauquier County.  Prince William is suburban and Fauquier is a combination of suburban and rural.

Funding:  The Manassas District Office of CSE supplies the furniture and equipment for the workers and IV-A provides the space.

Replication Advice:   Close and open coordination with the local department of social services directors.

Contacts:  

Nancy Hill

Manassas District Office

Phone: (703) 530-7200

Email:  nvn978@dcse.dss.state.va.us
Barbara Nye

Fauquier County

(540) 341-0209

Email: bvn978@dcse.dss.state.va.us  

VIRGINIA

REVIEW AND ADJUST

Goal:  To reconcile any disparity between the child support order and the noncustodial parent’s current income. 

Description:  In October, 2002, the Abingdon District Office of Child Support Enforcement, an office with a caseload of 17,000, initiated a special review and adjustment project targeting child support cases in which the noncustodial parent’s earnings appeared to warrant a much higher support amount than ordered.  As of September 26, 2003, 111 special project reviews had been completed resulting in an annual increase of over $300,000 in current support. 

In 1998, Virginia’s automated child support system started exhibiting the National Directory of New Hires and quarterly earnings of noncustodial parents.  DCSE Abingdon’s wage withholding unit noted that there seemed to be a disparity between the noncustodial parent’s quarterly earnings and the amount of child support ordered on many of the District’s cases.  Using the National Directory of New Hires, staff reviewed current support cases of noncustodial parent’s with earnings over $8,000.00 per quarter.  This amount was then compared with the child support order.  Two hundred-ten cases were initially identified which appeared to have a significant discrepancy between earnings and the child support order.  After identification, letters were mailed to the custodial parents notifying them of their right for a review of their child support order.  On the bottom of the letter, a space was provided for the custodial parent to sign a request for review.  A postage-paid return envelope was also included.  

In a second effort, the district reviewed all cases in which the child support order was less than $150.00.  By Virginia child support guidelines, a noncustodial parent earning minimum wage will typically have a child support order for $172.00 per month.  Through ad hoc reports, paying cases with orders below $150.00 were extrapolated from the automated system and compared to the noncustodial parents’ quarterly incomes.  Seventy-five cases were identified (37 of which were TANF).  Again, letters were sent to custodial parents on non-TANF cases.  TANF cases were immediately referred for review and adjustment.

Results:  Of the 248 letters mailed, 127 letters were returned by custodial parents requesting a review and adjustment.  The cases were typical of the District’s overall caseload distribution with one-third requiring a new administrative support order, one-third needing to be processed through the courts and one-third requiring a UIFSA petition for modification.  Current support for the 111 completed reviews has increased from $19,643.16 to $46,036.25 per month.  The average increase per case is $235.80 per month.  If the 53 remaining cases continue to have an average increase of $235.80 per month for each case, then the final annual increase for these children will be $464,054.00 per year.

Funding:  Federal IV-D funds were used.

Replication Advice:  This project was labor intensive and would benefit greatly from automated support.  As a result of the Abingdon District Office’s success, the Virginia DCSE Information Systems team is testing an automated program that calculates a child support order based on the Virginia child support guidelines using the noncustodial parent’s quarterly income data.  The program then compares the calculated order with the existing order and provides the difference.  Initial field-testing has been promising, being highly accurate, while reducing the countless staff-hours for reviewing cases.

Contact: 

Pat Dubose-Lardy

Manager, Abingdon District Office

Phone: (276) 676-6751

Email: pad986@dcse.dss.state.va.us
WASHINGTON STATE

COLLECTION EFFICIENCY MODEL (E-MODEL)

Goal:  Implement a mechanism to assist the Washington State Division of Child Support (DCS) to meet rising performance expectations and better utilize limited resources.

Description:  The Collections Quality Improvement Team concluded that the Division needed a method to evaluate the efficiency and effectiveness of specific collection processes.  The E-Model was created to do this evaluation.  It also provides the basis for establishing an improved method to prioritize resources and to maximize performance.  Potential benefits achieved from the implementation of statewide efficiency measures include the following:

· Identify areas in need of process improvement.

· Assess training needs of staff.

· Encourage ongoing experimentation.

· Focus on activities and resources and on key outcomes.

· Support possible standardization of workload and processes.

The E-Model Reports are expressly designed to report on collection actions and processes that impact key Division outcomes.  The reports provide data at the Support Enforcement Officer level, the Unit and Supervisor level, and the Field Office level.  Each report includes activity for the month as well as historical presentations of activity for previous months.  Data is available from January 2001 and continues to be maintained.

The E-Model was developed to total specific incidents of a collection-related event or action, multiply that number by a weighed factor, and give a point total for the event.  The point total is divided by the number of full time equivalents (FTEs) in the unit or office being evaluated, yielding an average points-per-FTE.  This provides a basis for comparing one unit with another unit, one worker to another worker, or one office to another.

The report is divided into three major sections:

1. Work by Volume:  This category represents the outcome measurement of the E-Model.  The general objective of the Division is to increase the number of paying NCPs as much as possible; other incentive measures and key outcomes will also increase accordingly.  This category breaks out NCPs into paying, partial-paying, and non-paying categories but gives positive credit for all NCPs with obligations.  Positive credit is given for non-payers because they represent work that must be done whether there is payment or not.
2. Positive Considerations:  This section of the report represents two basic categories of information – direct collection actions (i.e., specific forms that may result in the receipt of money), or the results of direct collection actions (i.e., determining if money was received after the form was sent).  Positive points are also awarded for all orders entered for the month.  Collections actions cannot begin until a support order exists.  The weighted factor for each category generally relates to the importance of the action in the collection effort. 
3. Negative Considerations:  This section of the report generally contains reporting categories that can influence collections by improper utilization of staff time.  These categories represent work processes that impact collections such as hard-to-collect cases.
Results:  Data for the seven-month period - January 2001 through July 2001 - for all Field Offices was submitted to the DCS Management and Audit Program Statistics (MAPS) Unit for correlation analysis.  The MAPS evaluation indicated a strong correlation between the outcome measurement – Percentage of Paying NCPs and Efficiency Points.  The Correlation Coefficient for these two measures ranged from .77 to .94 for the 10 field offices.

Based on the analysis, and very positive increases in collections and collections actions, Division management directed that the E-model be used statewide as a tool to improve and evaluate collection processes.  E-model results are a part of the annual evaluation of all collection staff, supervisors and managers. 

Several innovative unit collection projects have been initiated by the Field Offices because they now have a tool to measure the success (or failure) of new ideas and projects.  Thee include:  segmented and specialized caseloads, e.g. caseloads containing only ‘hard to collect’ cases; assigning lower producing staff to work as a team with higher producer; and caseloads centered on other state social programs, for example,  Washington State’s Work First program.

The E-Model has given management the ability to measure the ‘before and ‘after’ of collection performance.

Location:  This project was developed in Olympia, Washington and has been implemented in all DCS offices throughout the state.

Funding:  Regular IV-D funding was used.

Replication Advice:  DCS recommends that other agencies which use this model be sure to include all facets of collection efforts.  If a tool or remedy is available, the model should measure the utilization of that tool.

Contact:  

Aaron Powell, SEMS Project Manager

Phone: 360-664-5402

E-mail:  apowell@dshs.wa.gov
WASHINGTON STATE
IMAGING SYSTEM

Goal:  To reduce the costs and improve the timeliness of processing payments, court orders, and case correspondence.

Description:  Since 1988, Washington State county clerks have been required by state law to send copies of child support orders to a central location within the Division of Child Support (DCS).  Welfare reform expanded this requirement to include all child support orders, regardless of whether there has been a specific request for services or not.  This not only substantially increased the volume of orders the clerks are responsible to send to DCS, but increased the DCS workload as well.  The imaging system allows clerks to export documents from their local imaging systems.  DCS provides scanners and scanning applications to clerks without imaging systems.  These solutions help the clerks and DCS to be more efficient.  For example, what used to be an all day process for the Pierce County Clerk’s office is now a five-minute process.  DCS also uses fax servers in the imaging system as a way for clerks with low volume to submit the orders to the DCS central location.

Prior to imaging these documents, DCS found it difficult to comply with federal and state law regarding the timely processing of payments and court orders.  In addition, child support case workers were spending much time performing functions associated with handling paper documents and wrestling with the workflow restriction which paper imposed on the organization.  For example, we would have had to double our processing staff to process the huge volumes of payments without this system 

Results:  The division can now process child support payments according to generally accepted accounting principles (GAAP) and deposit the checks in the bank within 24 hours.  In addition, the division is able to process over twice the number of payments without increasing the number of payment-processing staff. 

DCS now images all case correspondence, including all the paper case files previously maintained in hard copy.  The paper has been recycled, freeing up more physical space.  All child support paper documents are now digitized and available statewide; geography is no longer a barrier to caseworkers needing information about the cases. Documents are delivered much faster and are instantly available statewide, and missing documents are becoming a thing of the past. 

Since the vast majority of our case workers no longer physically handle the original paper documents, they are reporting that they feel much safer from the recent biological threats.  The Imaging System has also allowed the division to centralize all mail, which brings cost savings due to the benefits from economies of scale.  Many clerical functions, such as filing and routing of mail, are now automated.

One of the most valuable aspects of the program is the improvement in customer service.  DCS calls it the “No Wrong Door” benefit.  All clients can come in or call any of the DCS offices statewide.  The location of the case worker helping the client is not important since case workers have complete access through the imaging system to all documents they need to help the client.  All DCS staff and all county prosecutors under contact across the state have instant access to the imaged documents.  Since the file is not physical but virtual, location is no longer a restriction.

Funding:  Regular IV-D funds were used.

Replication Advice:  DCS recommends that child support programs wishing to take advantage of imaging technology first map their present workflow.  The child support program should also become familiar with how the technology works.  This can be done by site visits to organizations that employ the technology.  The Washington State child support program continually hosts visits by other interested parties and would be happy to provide tours to staff from other states.

Contact:  

Steve Spitzer, Imaging System Manager

Phone:  360-664-5361
E-mail:  sspitzer@dshs.wa.gov
WASHINGTON STATE
FEDERAL SELF-ASSESSMENT REVIEW DATABASE

Goal:  To utilize a software tool that can present audited data in a uniform and easily understood manner that is also accessible to non-technical staff.  

Description:   The Washington State Division of Child Support (DCS) created a database on a shared network drive that replaces paper audit questionnaires.  It gives DCS auditors a more efficient and consistent auditing tool for the federal self-assessment and other program and data reliability audits. The database is in a MS Access template which performs the annual self-assessment review.  The program uses the Microsoft Office 2000 (Access) and a statistical sampling program which randomly selects the cases sampled and audited.  The sampling program was locally developed but can be substituted with sampling software available commercially.

The audit samples are extracted from the Support Enforcement Management System (SEMS).  The Office of Child Support Enforcement (OCSE) recommends a standard for sampling that consists of a collection of data with a 90% confidence level.  Using the DCS system, internal auditors select a sample size for a 95% confidence level.  DCS uses the simple statewide sampling methodology for this review and draws the sample into the Access table.  It then evaluates the selected cases using a questionnaire developed under the Forms tab, and analyzes the results by querying key data elements.

Results:  The program is designed and used to support consistency throughout DCS by using identical audit measurement criteria for all segments of the caseload.  By changing the selection criteria and/or revising the questionnaire, the program can be used for targeted samples and has the flexibility to be used for sampling cases outside the annual federal self-assessment analysis.

Available in the shared environment, the tool eliminates paperwork and allows built-in queries to speed the analysis.  The federal regulations and Desk-Guide are embedded in the form for easy access and to increase consistency.  This questionnaire which is patterned after the federal model simplifies the review process. There is no need to process paper questionnaires and enter the data a second time for analysis.  

Location:  This review software system is used in statewide application by the Management and Audit Program Statistics (MAPS) analysis team in the headquarters facility in Olympia, Washington.  This database is used only by the program auditors.

Funding:  Costs are minimal.  Regular State and IV-D matching funds are used.

Replication Advice:  If requested, DCS can provide a template of the Access database as an example.

Contact:  

Theresa Murphy, Data Reliability Systems Analyst

Phone:  360-664-5352

E-Mail:  tmurphy@dshs.wa.gov
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