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e Total Number of Recipients* o =+ 1 7
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e Claims Lines Processed- 3,091,484
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Medicaid Sf9listics; FY95 -FY99

%

..... _ Fyos Change  Fyoe
(FY95 to FY96)
Eligibles 86,445  0.8% 87,159
Recipients 69,739 -0.2% 69,608
Pet. of Eligibles Participating 80.7% -1.0% 79.9%
Cost Per Recipient 3686.20 9.0% 4,016.19
Cost per Eligible 2,973.82  7.9% 3,207.46
Providers Participating 2,887
$89,045

Payment Per Participating

Total Reimb. for Claims 257,071,900
Paid**
WWW

8.7% 279,559,000

Claim Lines Processed* 2,067,963
Paid Claim Lines 1
Processed Claim Lines
Payment”
pWi

1/

257,071,900

FY' %

279,559,000
.80 /[/:/o -

py 00= 467 MILLION: +18.96

% % %
Change gy 97 Change Fy 9g  Change
FY96 - FY97 FY97 - FY98 FY98
FY99

0.9% 87,977 G.3% 88,210 7.1%
2.3% 71,179  3.8% 73,859  8.0%
1.3% 80.9%  3.5% 83.7% 0.8%
1.5% 4,077.75  6.7% 4,349.43  9.1%
2.9% 3,299.16 10.4% 3,641.81 10.0%
6.3% 3,547 6.8%

4.1% $90,568 10.3%

3.8% 290,250,300 10.7% 321,244,383 17.8%
2,714,757 13.9%

A55,370 10.5%

»2.9%

FY 99

94,509
79,777
84.4%
4,743.87
4,004.40

3,787
$99,934

378,451,84"

3,091,484
2,492,840
80.6%
$151.82
2
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HOW PROVIDERS SET PAID
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»

RECIPIENT NUMBER ("MEDICAID NUMBER")- ASSIGNED BY
DIVISION OF PUBLIC ASSISTANCE TO MEDICAID RECIPIENTS

ASSIGNED BY FIRST HEALTH TO A PROVIDER OF

DATE OF SERVICE-the date a medicaid recipient receives health
CARE SERVICES FROM AN ENROLLED PROVIDER

DIAGNOSIS fW HAT WAS WRONG?)-DETERMINED By THE PROVIDER IN
ACCORDANCE WITH AMA CODE BOOKS

REIMBURSEMENT - BILLED BY PROVIDER-PAYMENTS MADE ACCORDING TO A
D S LE AND WITHIN PRE-ESTABLISHED LIMITS



PRESCRIPTIONS ARE

REIMBURSED ON . POS
SYSTEM



REGARDLESS OF THE AMOUNT BILLED
BY THE PROVIDER
DMA W i1a ONLY PAY THE
REIMBURSEMENT AMOUNT
FOR THE CPT CODE SELECTED BY THE
PROVIDER
IN HIS BILLING.

IF THE PROVIDER BILLS LESS THAN
THE ALLOWED
AMOUNT. DMA WILL PAY THAT LESSER
AMOUNT.
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MEDICAID WILL NOT PAY FOR EXFEN
WHICH ARE

NOT REASONABLY NECC. TO THE

ITEMS/SERVICES NOT PROPERLY Rx'cd

SCHOOL CHECK-UP's

COSMETIC THERAPY/SURGERY
[ELEPHONE CONSULTATIONS
SEX CHANGE OPERATIONS
INMATES WHO ARE IN CUSTODY
WEIGHT LOSS THERAPHY
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CLAIM THAT IS FALSE

TO A DEPARTMENT OR AGENCY
OF THE UNITED STATES

KNOWING THAT IT IS FALSE.
FICTICIOUS OR FRAUDULENT

5 YRS/$250 K PER COUNT







-1 8 USCsec.

DEVISING . SCHEME /ARTIF
TO DEFRAUD OR FOR OBTAINING
MONEY OR PROPERTY VIA A

FALSE OR FRAUDULENT

PRETENSE.

USE OF THE MAIL

5 YEARS/$1000 PER COUNT (IF
VIOLATION AFFECTS FINANCIAL

INSTITUTIONS 1 M OR 30 YRS
OR BOTH)



18 USC sec. 1343

DEVISING A SCHEME Oft
ARTIFICE TO DEFRAUD OR FOR
OBTAINING MONEY OR PROPERTY
BY MEANS OF FALSE Oft
FRAUDULENT PRETENSES.

INTERSTATE USE OF WIRE.
RADIO OR TELEVISION
COMMUNICATION

- 5 YEARS/$1000 PER COUNT







18 USC sec. 1956

ENGAGING IN A FINANCIAL
TRANSACTION
KNOWING THE PROCEEDS COME FROM

SOME FORM OF “UNLAWFUL
ACTIVITY"™

CONDUCT INTENDED TO PROMOTE
THE “UNLAWFUL ACTIVITY" or
ENGAGE IN TAX FRAUD/EVASION or

CONCEAL CONDUCT or AVOID A
REPORTING REQ.5 YRS/S250K PER CT.






RICO PENALTIES

« DEF. CONVICTED SUBJECT TO
JAIL UP TO 20 YRS. AND

“SHALL"
* FORFEIT INTERESTS/PROPERTY
OBTAINED IN VIOL. OF RICO.

« ANY PROPERTY DERIVED

« COURTS MAY RESTRAIN FUTURE

VIOL. BY ORDERING
DIVESTITURE OF PROPERTY OR

IMPOSING RESTRICTIONS ON
ACTIVITIES.










« CONSPIRACY

e THEFT OF GOVERNMENT
PROPERTY

« OBSTRUCTION OF JUSTICE

 ANTI-KICKBACK STATUTES



5|A|£0r AL A S K A S T A T U T E S

THEFT - A S11.46.100 through as 11.46.180

FIRST DEGREE B FELONY $25. 000 OR MORE
SECOND DEGREE C FELONY s500 TO $25,000
THIRD DEGREE A MISDEMEANOR s50 TO s$500

FOURTH DEGREE B MISDEMEANOR OVER s50

FORGERY-SECOND DEGREE- AS 11.26 .500 through AS 11.46 . 510 -
C FELONY

SCHEME TO DEFRAUD -AS 11.46.600-B FELONY INTENT TO DEFRAUD
$10,000 OR s PERSONS

FALSIFYING BUSINESS RECORDS - AS 11.46.630 -
INTENT TO DEFRAUD C FELONY

MISCONDUCT INVOLVING A CONTROLLED SUBSTANCE- AS 11.71
PENALTIES RANGE FROM UNCLASSIFIED FELONIES.
A B, C_MISDEMEANORS



BILLING FOR
GOODS/SERVICES
NOT PROVIDED

BILLING FOR
PHANTOM
PATIENT VISITS

UPCODING
UNBUNDLING

DOUBLE BILUNG

BILLING FOR
MED.UNECC.

SERVICES OR TESTS

BILLING FOR NON-
COVERED SERVICES

BILLING MEDICAID

HIGHER THAN
OTHER PAYERS

KICKBACKS




CRIVES AGAINST PERSONS PATIENT ABLEE or NEALECT
ASSALLT 1 through  RECKLESS ENDANGERVENT

AS 11.41.200 through 250

Class A Felony through A Misdemeanor

SEXUAL ASSAULT AND SAM -

AS 11.41.410 through 460
Unclassified Through C Felony

MURDER THROUGH CRIM. NEGLIGENT HOMICIDE

AS 11.41.100-130

Unclassified felony through <class C felony

ENDANGERING THE WHFARE OF A VULNERABLE
ADULT

AS 11.51.200 through 210
First Degree C FELONY

Second Degree -A Misdemeanor

HARASSVENT -AS 11.61.120 B Msdemeanor



CARE PROGRAMS
MANDATORY- GENERALLY 5 YEARS

UPON CONVICTION FOR PROGRAM
RELATED FELONY CRIMES-STATE OR

FEDERAL.

PERMISSIVE-GENERALLY UPON
CONVICTION FOR MISDEMEANOR
PROGRAM RELATED CRIMES

CORP. INTEGRITY AGREEMENTS
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INVESTIGATING AND PROSECUTING HEALTH CARE

k) s MWt FRAUD REFERRALS

Private Citizen
STATE op FEDERAL AGENCIES

W ebsite = - | DMA-SURS-DURS-NAMFCU
- Hotline 269-6279 J
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Introduction

With four years of welfare
reform behind it, Alaska has
remained successful at
moving Alaskans off welfare
and into work. The caseload
has dropped, millions of
benefit dollars have been
saved and most families are
bettei off than they were on
welfare. This success is not
without challenge, however,
as families will soon reach
their 60-month lifetime limit
on welfare benefits.

Federal and state laws
implemented in 1997 made
fundamental changes to
welfare programs that had
been in place for decades.
The new Temporary
Assistance program has a
strong emphasis on work. At
the same time it remains an
essential safety net program
for poor Alaskan families.

In Alaska, several families
will hit the time limit in July
of 2002. An estimated 180
families may be removed
from the program during the
year after that date. About
7,000 families now receive

W elfare Reform

Welfare reform laws have

changed welfare by:

e Imposing a 5-year
lifetime limit on benefits

e Requiring most
recipients to be in a work
activity within two years

e Diverting families from
welfare by addressing
immediate needs

Produced by tre Alaska Division of Rlblic Assistane

e Requiring

benefits in Alaska through
state and Native run
programs.

Alaska hasmany tools to

help families on welfare find
independence before their
60-month limit runs out.
Each year, the State
reinvests millions of welfare
savings to assist families
toward  self-sufficiency.
Strong partnerships between
state and community
agencies provide case
management, childcare,
workforce development and
other supportive services.

Native organizations play an
increasing role in delivering
welfare services in Alaska.
Tar.ana Chiefs Conference,
Tlingit & Haida, and the
Association of Village
Council Presidents have
taken over welfare services
for Native families in their
regions.

Currently, the State s
partnering with the
University of Alaska to
study long-term recipients

IN ALASKA

¢ Reducing benefits to two-

parent families in the
summer and to families
with low housing costs
recipients to
develop a family self-
sufficiency plan

e Allowing families more

earned income so that it
pays to work

with the greatest barriers to
employment. The results of
this study will help the State
better understand what steps
to take to help low-skilled
welfare recipients into
employment before their
clock runs out.

This year's Welfare Reform
Status Report is an
abbreviated version a similar
report that has been
published for the past three
years. Copies of earlier
reports are available from
the Division of Public
Assistance.

e Penalizing recipients for

quitting or refusing a job

* Enabling communities to

play a greater role in the
delivery of welfare-to-
work services

e Requiring minor parents

to live with their parents
or safe home, and finish
high school

Department ofHealth and Social Sarvicss
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Four Year Statistics

Welfare
Caseload
Down

39%

(FY97-FY01)

h Thousands

*In FYOL1,

Four

HIGHLIGHTS

vear

» The average caseload for

FYO1 was 39% below
FY97, the vyear before
welfare reform was
implemented.

* In November of 2000, the

caseload dropped 48%
below the historic high in
April of 1994.

the percent of
Alaska’s population on
welfare declined to
approximately 3.5%, down
from 6.2% in FY94.

* Annual savings in welfare

cash benefits reached $55
million in FYO01l. The

statistics

FYO02 budget shows a $48
million state general fund

savings due to welfare
reform.

In June of 2001, 35% of
the adult Temporary

Assistance caseload was
working with an additional
30% assigned to other
activities leading to work.
The average wage of

working recipients was
$8.88/hr.
Over $27 million s

invested in FY02 to help
recipients find work,
receive childcare,

2001 Welfare Reform Status Report

eliminate barriers, and stay
on fiie job. Twenty-nine
community organizations
are helping the welfare-to-
work effort.

*Childcare assistance has
increased from $19 to $30
million in four years.
‘Denali KidCare provides
over 18,000 children from
low-income working
families with health
insurance.

e Child support collections

have increased from $50
million in FY93 to $91
million in FYO01.

C aseload and spending still declining

AFDCATANF Casoload FY94-FY01

Temporary Asslstanco Cash tier.oflt FxponJHuros

FY97

FY 98

FY99 FY0O0 FYO1

The state’s TANF caseload was down
39% in FYO01 compared to FY97, the
year before welfare reform took effect.
In November of 2001, the caseload for
TANF programs in Alaska declined to
6,847 families, a 48% reduction from
the historic high of 13,164 in April of
1994. These figures include the state’s
Temporary Assistance program and
three Native TANF programs.

The percentage of Alaskans receiving
cash welfare benefits has declined, from
6.4% in FY94 to 3.5% in FYOL1.

Spending on welfare payments continues to decline.
In FYO01, cash benefit expenditures dropped to
$59.5 million, down 48% from the $115.2 million

spent

in FY97. This

is attributed to recipients

leaving welfare for work, fewer applicants, more
recipients working, and seasonal benefit cuts to two-

parent families.

Welfare reform has saved the state millions of
general fund dollars. The general fund savings for
FYO02 alone is $48 million when compared to FY97.



2001 Welfare Reform Status Report

Partnerships

Welfare reform in Alaska
has been successful because
of strong partnerships:

Community providers
are critical to providing case
management and supportive

services to welfare
recipients. Over 50% of
welfare families receive

services from 29 separate
organizations through grants

or contracts with the
Division of Public
Assistance (DPA). These

providers are knowledgeable
about the local economy,
jobs, social services, and

needs of their communities.
Native organizations are key
partners in service delivery.

Child care is essential to
the success of welfare
reform. The Department of
Education and Early
Development in partnership
with DPA and local
administrators assist
hundreds of iamilies in their
move from welfare to work.
Continued efforts are
underway to increase the
availability of safe, nurturing
and developmentally
appropriate childcare.

services IS a

DPA

Work
partnership between

EVALUATION

WELFARE "LEAVER” STUDY: A
comprehensive study of 694
former welfare recipients has
found that most who leave
the welfare rolls stay off and
find employment. The
"leaver" study assessed those
who left after welfare reform
began in 1997. Highlights:

e The average wage for
people who had worked was
$10.52/hour in 1999;

e« Health
disabilities,

problems,
and child care

and the Division of
Employment  Security,
which  provides services

designed to move Alaskans
from welfare to work. This

includes work search,
transportation, ESL,
vocational training

programs, and job retention,
development, and
advancement. Effective case
management is the core of
work services.

One-stop job centers
provide welfare recipients
with  professional and

convenient resources to find
work. Job Centers combine
under one roof various state
and community services
geared to assist job seekers
with workforce development
and social services. Key
partners include DPA,
Employment Security and
Vocational Rehabilitation,
the Workforce Investment
Act agencies and local non-
profit organizations.

W orkStar is a business-
led initiative created by
Governor Tony Knowles to
connect welfare reform and
employers. It is operated by
the Alaska Human Resource

Investment Council with
funding from DPA.
problems were frequent

challenges to working;

e Thirty percent of
respondents reported at least
one family member with no
medical coverage;

e Over 80% agreed people
on welfare should be
required to work;

* Only 18% reported their
household received child
support payments.

e Seventy-five percent of

Exemplary employers who
have hired welfare recipients
are recognized at an annual
event. WorkStar also hosts
job  fairs statewide and
provides an avenue for the
state to receive advice from
employers in the design of
welfare-to-work programs.

Denali KidCare provides
health care for over 18,000
children of low-income
working parents and s
administered jointly by the

Divisions of Medical
Assistance, Public
Assistance, and Public
Health. Parents are more

comfortable leaving welfare
for work when they know
their children will have
health coverage.

Child support collections
are essential to the long-term
success of welfare reform.
The Division of Child
Support Enforcement helps
to ensure that both parents
live up to the responsibility,
within  their means, of
providing financial support
for their children. A portion
of child support collections
are used to reimburse the
state for welfare payments
provided to poor families.

the "leavers" have worked
since leaving welfare;

e Over half of respondents
said their lives were better
after leaving welfare;

* Almost 90% of recipients
who left welfare v/ere female
and the typical family
included two children.

The study was conducted by
UAA's Institute for
Circumpolar Heallli Studies
with support from DPA.

Page 3
Partnerships and Evaluation

e
3
:

aldanCGrmrity

o
3\%%%5 .

To hire a worker

888 838-J0BS



Page 4

The Future

*a9Q

THE FUTURE
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W elfare reform: What's NEXT

While welfare reform in
Alaska has met with
significant success, serious
challenges lay ahead.

The 60-month limit:
Welfare recipients with
employment barriers such as
mental illness, drug and
alcohol abuse, learning
disabilities and family
violence represent a higher
proportion of the caseload.

The 60-month time limit for
many families will run out
in July 2002. In the past
year a number of efforts
have been underway to plan
for families reaching the 60-
month time limit:

e Community meetings
were held to solicit input on
welfare reform policy and
possible solutions to
challenges in the future.

e The Division of Public
Assistance developed
enhanced partnerships with
other agencies and
organizations to collaborate
on providing services.

e Criteria were developed
for allowing extensions
based on the language in
state law.

e The state has developed
processes to ensure families
are fully assessed and
referred for services they
need, and to determine if
they should receive
extended time on assistance
if they meet the criteria
provided in law.

The state will insure that a
safety net remains for
families who reach 60-
months, but face
circumstances that would
make them eligible for an
exemption to the limit.

Study of long-term
RECIPIENTS: The Division
of Public Assistance and die
UAA Institute for
Circumpolar Health Studies
are continuing efforts to
leam more about why some
families have a difficult time
leaving public assistance. A
new phase of research will
focus on families who have
received Temporary
Assistance benefits for 40
months or longer.

The purpose of this study is
to discover the factors
associated with long-term
reliance on Temporary
Assistance and die degree to
which they are being

This report was produced by the:
Department of Health and Social Services
Jay Livey, Commissioner
Division of Public Assistance
Jim Nordlund, Director

For additional copies, please call 907-465-3347

View this report online at:
http://www.hss.state.ak.us/dpa/

addressed so that the State
can continue to develop
effective policy and service
responses. Some of the
factors to be studied include
work history, employment
barriers, screening and
assessment activities and
client perceptions.

Reauthorization: At the
same time Alaska is
preparing for die imposition
of the 60-mondi limit,
Congress will be debating
reauthorization of the
federal welfare reform law.

The entire law may be
reconsidered including the
purpose, funding levels,
work requirements and time
limits.

States will undoubtedly
want to retain their current
federal funding and the
flexibility that has allowed
them to be so successful.
Reauthorization of Native
TANF will be an important
issue in Alaska.

While four years of welfare
reform have yielded positive
results, only if families
escape poverty and reach
self-sufficiency can Alaska’s
welfare reform efforts truly
be considered a success.


http://www.hss.state.ak.us/dpa/

m\ %

PIRERI et

Assessment
OF
Alaska's Welfare Reform
Program

Prepared by:

The American Institute for Full Employment

For:

Senator Lyda Green

Chair, Senate Health, Education & Social Services Comm ittee
and

Representative Fred Dyson
Chair, House Health, Education 6¢c Social Services Comm ittee
September 2001

P.O. Box 1329 Klnmoth Foils, OR 97601 800 562-7752 541 885-7454 fox
www.fullemplovmont.org


http://www.fullemplovmont.org

Table of Contents

[ AT o I o BV o A o o LSOO USRS POPPTORUPPRN 1
1 WOrK—F B St o e e e 3
11 Background/Findings Using Work-First Principles.........cccovveviiiiiinnnnnn 3
1.2 Recommendations: Take Further Steps to Incorporate the
Work-First Philosophy Into ATAP Operations..........ccoevveveieieneneneneninns 7
2. DEVeErsiIoN Progrram .o et e eeeeeeeceial 9
2.1 Background/Findings Related to the Current Diversion Program 9
2.2 Recommendation: Revise Diversion Program to Offer More
Useful Diversion Benefits and Provide Diversion Option as
AN UPTIONE ACTIVITY ... 10
3. Performance Goals and Performance MONTE€Or INg ccco oo ooooooaaaccaaao- 11
3.1 Background/Findings Related to Performance Goals and
Performance MONITOMING.......ccouiiiiieeie e 1
3.2 Recommendations: DPA's Performance Goals Should Be
Expanded and Performance Requirements Should Be
Established for DPA Staff and Contractors.........c.cceevvvevvevenieeneeie s, 15
4. Case Management e 16
4.1 Background/Findings Related to Case Management..........cccoccoereriennnne 16
4.2 Recommendation: Develop a Statewide, Consistent Case
Management Model That Maximizes the Ability of Staff to
Meet Performance EXpPectations.........cooooeiirireninieieesene e 20
5. Contractor PerformancCe oot idciceeeeeeecoe 22
51 Background/Findings Ftelated to Contractor Performance.................... 22
5.2 Recommendation: DPA Should Ensure That Case Management
and Work Search Contractors Are Accountable for Performance.......... 25
6. Chilld Care SerVICesS o 28
6.1 Background/Findings Related to the Delivery’ of Child Care.................. 28
6.2 Recommendation: Improve the Delivery of Child Care.........cccccceeeveennene 29
7. TANF TiEme LEME S ottt e e 32
7.1 Background/Findings Related to TANF Statutory Time Limits
ANd Alaska's ATAP Program.........cccccoereieneninieesiseee e 32
7.2 Recommendation: Ensure That Long-Term ATAP Recipients
Do Not Trigger Federal Penalties.........coccovieiiniiiiinieesee e 34
8. Alaska®™s Sanction Pol ICY o e 36
8.1 Alaska's Sanction Rules and ProCedures.........ccccovvveienieninieeiie e, 36
8.2 Recommendation: Make the Sanction Policy More Family Friendly.......37
9. Providing TANF Services toNative Alaskans .. ... ooooooaaa--. 39
9.1 Native Alaska Family AsSiStance Programs........cccoeeerieeiesieeseesiesiennnens 39
9.2 Recommendations Related to TANF Services for Native Alaskans......... 42
0. Food Stamp P roOgr am oo e 44
10.1 Background/Findings Related to the Food Stamp Program/
TANF Program Coordination..........ccecvveiiieiiie i 44
10.2 Recommendations: AlignFood Stamp and TANF Policies...................... 45



Assessment of Alaska's American Institute
Welfare Reform Program for Full Emplox/ment

Introduction

Responding to a Welfare Reform Progress Report prepared by the
American Institute for Full Employment (AIFE), and a subsequent
presentation, Senator Lida Green and Representative Fred Dyson
requested that the AIFE assess Alaska's welfare reform efforts. This
report contains our assessment of Alaska's welfare reform program, and

includes recommendations for improvements.

It is important to point out that although the purpose of this report is to
recommend changes, we were for the most part very impressed both with
the design of Alaska's welfare reform program and with Alaska's attempts
to implement a program based on work-first principles. We met with
dedicated, knowledgeable staff at all levels; reviewed policies that are in
general conducive to a program that will be successful in assisting
families toward self sufficiency; and found service delivery methods that
clearly constitute best practices. In particular, we found that staff at all
levels are committed to a work-first approach and believe that the great
majority of welfare recipients are capable of self-support, Thus, although
much of the report discusses problems and recommends solutions, we
believe that the main programmatic elements of Alaska's program are
valid, and that sound management practices have been used to
implement the program. At the same time, we saw significant variations
in the levels and kinds of services provided, and found gaps in the
provision of services.

The recommendations in this report result from a very quick review of
Alaska's program. We interviewed DPA central office management
officials, and both management officials and line staff in each Regional
office. Both urban and rural program operators and line staff were
interviewed, and review staff traveled to remote locations to view program
operations. In addition, administrators of two native TANF programs
were interviewed. We also reviewed Alaska's statute, regulations,
program manual, TANF State Plan, organization charts, data reports,
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Welfare Reform Status Reports, Implementation Memoranda, proposals
from potential contractors, Tribal Grant Awards, budgetary material, and
Alaska's study of welfare leavers.

In addition, we attempted to review descriptions and evaluations of
welfare reform program aspects for other states and the nation produced
by researchers and technical experts. However, the limited time for the
onsite review did not permit us to actually attend and assess the
eligibility interview process, case management sessions, or Work Search
classes; and interviews with line staff members were limited in both time
and number. In addition, we were not able to talk to work program
participants to gain their perceptions of the services they were receiving.
Despite these limitations, we hope that our understanding of Alaska's
TANF program and of the delivery of Alaska Temporary Assistance
Program (ATAP) services is correct, and apologize if we misinterpreted
any facet of program rules or delivery mechanisms.

We also want to thank DPA officials and line staff for their cooperation in
fitting our visit into their already busy schedules and for the openness
with which they conversed with us. We hope that these
recommendations will assist Alaska to deliver an even better welfare
reform program.
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1. Work-First

1.1 Background/Findings: Using Work-First Principles

The "work-first" philosophy is consistently espoused by managers,
workers, and contractors, and this is an important accomplishment. We
were also impressed with workers' understanding of work-first principles.
In the one-stops we visited, we found the Department of Labor and
Workforce Development (DOL) staff as well as Alaska Temporary
Assistance Program (ATAP) staff working together, and this, combined
with the clients' ability to access employment related-resources
immediately, certainly promotes the work-first message. However, in
practice, we found considerable variation in the actual application of
work-first principles, and we believe that there are additional steps that
Alaska can take to ensure that work-first is more consistently employed.

One of the key principles of work first is that the labor market is the best
test of employability. A strong diversion program utilizing structured
work search is necessary to achieve this principle. There is an existing
policy for diversion in Alaska, which allows a lump sum payment of up to
two months benefit to enable a potential applicant to avoid opening a
grant. However, it is rarely used. We provide recommendations for
enhancing the use of diversion elsewhere in this report.

1.1.1 The Up-Front Process and Assignment of Case Managers

Despite the philosophy of work first, Alaska's up-frort process continues
to have eligibility for the cash ATAP benefit as the primary focus instead
ofemployment and self-sufficiency. To some extent this is unavoidable
when: (1) separate workers handle eligibility and case management; (2
eligibility is the first activity; and (3) case managers are not always
assigned immediately. Time frames range anywhere from a few days to
six weeks from first day of contact until a client is engaged in the
contracted Work Search class.

Both the assignment of a case manager as well as the assessment
process used to determine if clients should be referred to the Work
Search class vary greatly from area to area and from worker to worker.
In Ketchikan, clients are assigned a case manager at the same time they
have their eligibility interview. In this office, clients meet with their case
manager on the same day as their eligibility interview, a Family Self
Sufficiency Plan (FSSP) is developed, and they are referred immediately
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to the Work Search class. Often clients will be attending Work Search
class even prior to the actual opening of the ATAP grant.

However, in other areas, the assignment of a case manager and the
length of time before a client meets with the case manager is much more
haphazard. While the Division of Public Assistance's (DPA) goal is to
have 100% of non-exempt clients case managed, we visited areas where
not all clients were working with a case manager. For example, we found
clients on a waiting list for case management in Juneau. In addition,
clients in only five of the Nome area villages have case managers; in the
Kotzebue villages, most clients are not being regularly served by a case

manager.

While the policy is that virtually all clients should be referred to the Work
Search class as the first activity, some areas report that a number of
applicants are actually not being referred to Work Search class as a first
activity because of perceived barriers.

In summary, the determination of who to refer and when by case
managers varies greatly, not just from office to office, but within the
same office, and there does not appear to be any uniform guidance or
assessment form to assist case managers in this determination.

1.1.2 Work Activities Versus "Barrier Removal”

Another principle of the work-first philosophy is that assessments should
focus on an individual's and family's strengths and build upon those
rather than presume that there are numerous barriers which must be
overcome before the family can make any movement forward. While DPA
administration clearly endorses a strength-based assessment approach,
some of the case management and Work Search class staff and managers
with whom we met appear to be moving away from this approach. For
example, Work Search class staff in Ketchikan and a case manager in
Sitka informed us that most clients now have so many barriers that a
great deal of assessment must be done first, followed by barrier removal
rather than employment activity, or at least a combination of barrier
removal and employment. As a result, we were told that fewer clients are
being referred to the Work Search class.

In Fairbanks, we were advised that orientations are now being done only
every other week and that only one individual is in the newest Work
Search class. In addition, once in the class, fewer clients are actually
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looking for work or engaging in actual work activities versus "barrier
removal™ activities. "Barrier removal” activities include obtaining a
driver's license, mental health counseling, and working on family issues.
While some of these activities may be necessary to move the individual
to employment, they do not need to be done to the exclusion of work
activities for most people. Because of this "barrier-based" view of clients,
some of the Work Search classes have moved away from a standardized
curriculum to a more individualized approach.

While there are no data to quantify the exact number of referrals to
vocational rehabilitation services, anecdotal information from case
managers creates the impression that referrals are high relative to rther
states' experience. This may be another sign that there is too great n
concentration on barriers to employment. Traditionally, vocational
rehabilitation services tend to be much longer term and more expensive
than other welfare-to-work services.

1.1.3 On-the-Job Training/Community Sendee

A third principle of the "work first" philosophy is that on-the-job training
is often the most productive method of training. To this end, DPA is
implementing several new on-the-job training approaches. Since these
are just being implemented, it is too early to assess their effectiveness.
However, some areas believe that the wage reimbursement level, i.e.
one-half the wage for OJT, and the requirement that employers make a
good faith agreement to hire the participant, will not attract many
employers. This is especially the case in the rural areas.

In the extremely rural areas, where there is very little employment, a
greater use of community service, e.g. helping at the local school, should
be possible. Often because of lack of resources, these communities have
significant infrastructure issues which clients could help meet. However,
some staff raised concerns that in small communities clients assigned to
perform such unpaid community services will be stigmatized.

1.1.4 Exemptionsfrom Work Participation

State policies providing exemptions to work participation requirements
also prevent full implementation of work-first principles. Alaska's statute
was recently changed to require adults exempt because of physical or
mental limitations to complete a self-sufficiency plan. However, Alaska’
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regulation still provides that individuals automatically qualify for an
incapacity exemption even if the individual is able to work part-time

(TAAC45.235(a)(2)).

Even individuals who are physically or mentally incapacitated can take
steps toward self-sufficiency and should be obligated to agree to
appropriate activities. Although the inability to perform full-time work
may prevent an individual from participating to the level where his/her
activities are countable in calculating participation, such individuals
should not be totally exempted from work participation. A similar issue
concerns individuals with mental health and substance abuse problems.
Currently Alaska cannot require that such clients include treatment as a
FSSP activity. In addition, even where a client agrees to treatment, there
are waiting lists for substance abuse treatment in some areas. We
understand that DPA is already addressing these problems.

Although parents with children under 12 months of age are required to
complete FSSPs, such individuals are permitted to be exempt from work
participation requirements for this total period (Section 47.27.035). This
exemption is only allowed one time per parent(s). Most workers with
whom we met believe that the 12-month exemption period is too long;
several related their own experiences in this area, advising that they had
been required to and had successfully returned to work 16 weeks after
the birth ofa child.

Experience in other states varies widely in this area. Thirty states provide
at least a 12-month exemption after childbirth, 11 states provide a three-
month exemption, one state exempts parents for six months, one for four
months, one for 13 weeks, while six states provide no exemption in such
cases (Urban Institute, Welfare Rules Data Book: State TANF Policies as
of July 1999). Although work-first principles support a reduction in the
exemption period, there are other considerations in determining
appropriate policy. Elsewhere in this report we advise that some areas in
Alaska report there is already a shortage in infant care and this would be
exacerbated were the exemption period to be reduced. In addition,
Alaska hasjust added funding to child care to eliminate a large child
care waiting list. Both these issues need to be considered in revising
exemption policies.
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1.1.5 ATAP Clients Filing for Disability Benefits

Although only peripherally related to this section on work-first, we note
that Alaska does not require individuals receiving ATAP but claiming a
disability to file for federal disability benefits (Title Il and SSI). Although
disabled individuals are not subject to Alaska's 60-month time limit,
federal policy does not exempt such individuals from the 60-month
federal time limit for receipt of cash benefits provided using TANF
funding. DPA did point out that even without the requirement, it has
moved approximately 500 individuals from ATAP to SSI. However,
Alaska's failure to require disabled individuals to file for federal disability
benefits may increase the state's risk of being subject to a federal penalty
because more than 20% of recipients have received benefits more than
60 months.

1.2 Work-First Recommendations: Take Further Steps To
Incorporate the Work-First Philosophy Into ATAP Operations

We recommend a number of enhancements/changes to ensure that the
work-first philosophy is carried out in practice. First, the "up front"
process should be strengthened. On a consistent basis, clients should
be interacting with a case manager on or as close to the first day of
contact as possible. This will send a clearer message that public
assistance is as much about obtaining employment as it is about
providing cash benefits. The Ketchikan office is potentially a good model
to follow in this area.

Second, DPA should provide stronger, more consistent guidance with
regard to assessment. As a start, a statewide assessment form should be
developed to assist case managers and work search staff, and case
managers should be trained to utilize a strength-based approach in
completing assessments. The emphasis should be on utilizing the labor
market as the best test of employability and the key presumption should
be that all individuals are capable of moving themselves and their
families forward. Only one week of basic training is routinely provided to
case managers although some additional topic-specific trainings are also
provided, e.g. domestic violence. The materials presented in this training
should be reviewed to ensure that a family strength-based approach is
utilized versus an over-emphasis on predetermining family barriers.
Additionally, the curriculum of the Work Search classes should be
reviewed to assure there is a consistent strength-based, work-first
approach.
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Our third recommendation deals with participation activities for
individuals who do not obtain unsubsidized jobs through their
participation in a Work Search class. Where appropriate, actual work
activities such as subsidized employment, work experience and
community service should be more uniformly utilized from the outset. In
this regard, Alaska should consider piloting a more complete subsidized
employment program than is now being implemented through OJT or
Trial by Hire. Oregon has demonstrated that a subsidized work program
can be effective in promoting economic development. In Sitka, staff
believed that if employers could be reimbursed for somewhat more than
50% of the wage, they could be motivated to hire clients during the
slower winter months. In addition, where neither unsubsidized nor
subsidized jobs exist, particularly where infrastructure needs are great,
such as in rural Alaska, the utilization of community service should be
increased. Alaska should look at how successful mass work
experience/community service programs in other states (e.g. West
Virginia) overcame or mitigated the issue of stigma where it existed.

Finally, Alaska should revise its policies and practices for treating
individuals limited by incapacity from full participation in work activities.
Such individuals should be required to complete FSSPs that include
activities appropriate to the individual's condition; actual work activities
should be required for individuals able to participate on a part-time
basis; and Alaska should require fully disabled persons to file for and
pursue applications for federal disability benefits. Entitlement to ATAP
should be on a contingency basis for such individuals, with federal
benefits when approved used to reimburse the state for ATAP funds
provided in the interim. Clients should be required to access substance
abuse and/or mental health treatment where needed. We understand
that DPA is alread}' taking steps to resolve most of these issues. We also
recommend that Alaska obtain and analyze data on referrals to
vocational rehabilitation to determine the appropriateness of referrals
and the achievement of clients served. In addition, if additional child
care dollars and resources can be found, Alaska should consider
reducing the 12-month exemption period for parents of infants.
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2. Diversion Program

2.1 Background/Findings Related to the Current Diversion Program

Statutory Section 47.27.026 is explicit in providing thata lump-sum
diversion payment may only be offered to an ATAP applicant if the family
appears to be eligible for benefits, the adult applicant is job ready, and
the family is determined to need only short-term financial assistance.
The amount of diversion assistance that can be provided cannot exceed
two months of ATAP benefits and must be sufficient to meet the family's
immediate needs. Alaska Regulations (7TAAC 45.266) provide that three
factors shall be considered in deciding whether to offer a lump-sum
diversion payment to an applicant for ATAP: "(1) the job readiness of the
applicant; (2) the family's critical financial needs...; (3) other resources
available to the family...". Job ready is defined as "currently working or
having prospects for employment within 30 days."

Diversion is rarely used in Alaska because of the extremely limited
circumstances under which diversion can be offered and the limited cash
diversion benefits that are available. Yet workers report that a more
open diversion program could assist a significant number of families
while avoiding dependency on cash ATAP benefits. Workers advised that,
even when diversion is appropriate, it is often not offered because of the
long waiting period to obtain an appointment to apply for PASS IlI child
care. Processing the application for ATAP provides the family with
immediate PASS 1child care.

2.1.1 Broader Diversion Options Are Available

A broader and more responsive diversion program could be effectively
used to assist families to avoid dependency on cash benefits while
providing them with the resources they need to obtain and/or retain
employment and support their families. Because the amount of cash
benefits provided would be very limited, a greater use of diversion would
also save TANF program dollars. Successful diversion programs in other
states provide several months of benefits that may be used fora number
of purposes that would prevent dependency. Some states even provide
vouchers to enable an individual to purchase an automobile. Other
states use PRWORA options including Social Security Act Section 1931
to ensure that diverted families are eligible for Medicaid and transitional
Medicaid; and provide other "transitional” benefits, such as child care
and transportation, to diverted families.
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2.2 Diversion Program Recommendation: Revise Diversion Program
to Offer More Useful Diversion Benefits/Services and Provide

Diversion Option as an Up-Front Activity

We recommend that diversion be an up-front option that is presented to
applicants at or near the beginning of the eligibility process, as soon as
the worker can determine that the family appears to be eligible for ATAP.
Although Alaska’s monthly ATAP benefits are the highest in the nation,
the cost of living is also quite high. We, therefore, believe that DPA
should request statutory authority to increase the maximum amount of
cash benefits that can be provided as a diversion payment to the
equivalent of three months of cash ATAP benefits. In addition to a cash
payment, workers should be able to provide the same transitional
benefits, such as child care and six months of transportation assistance,
to diverted families as are available to families leaving ATAP for
employment. The delay in access to PASS Il and PASS Il child care must
be eliminated to make child care available immediately. In addition,
Alaska should use available PRWORA options to provide Medicaid or
transitional Medicaid to diverted families.
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3. Performance Goals and Performance Monitoring

3.1 Background/Findings Related To Performance Goals and
Performance Monitoring

The Division of Public Assistance (DPA) has developed and utilizes
performance measures to assess the state's welfare reform progress, and
this use of an ongoing system of performance measures as a
management tool puts Alaska ahead of many other states. DPA also
collects and analyzes additional caseload data. However, to mirror
TANF's legislative expectations, additional performance measures need to
be added. In addition, we suggest that performance measures should be
turned into performance expectations, with performance standards
established for DPA and contractor staff.

Although the PRWORA legislation doesn't list performance goals per se,
they can be readily ascertained through program requirements, penalties
that can be assessed, and bonus opportunities. Clearly participation in
work activities is a TANF goal, since minimum participation requirements
are provided and states that do not meet the requirements are financially
penalized. Two separate factors can be used conclude that caseload
reduction is also an important goal. First, work participation rate
requirements are reduced by a state’s caseload reduction percentage,
making it easier for states with larger reductions to meet work
participation requirements. In addition, the 60-month TANF time limit
for cash benefits confirms that states are supposed to assist recipients to

exit cash assistance.

The TANF bonus categories can also be used to determine important
goals. Bonuses are provided to the top performing states in job entry
and job success, as well as to the states with the biggest improvements
in these measures. Job entries can be claimed for adult recipients who
enter employment for the first time in the performance year. Job success
consists of two measures that are equally weighted in determining
whether a state qualifies: job retention, for the first and second quarters
following employment; and earning gains, also measured for the two
quarters following employment. Additional bonus categories that have
been announced for future years are: rates of family formation,
enrollment in Medicaid and state Children's Health Insurance Programs,
Food Stamp enrollment, and providing child care to working families.
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Twenty eight states received a bonus in fiscal year 2000 based on their
1999 performance in one or more of the four current categories: job
entry, job success, improvements in job entry, or improvements in job
success. Alaska was not one of the states awarded a bonus in any of
these categories, and Alaska's performance ranked in the middle third of
states in each category.1

3.1.1 Current Performance Data Collected and Reported by DPA

The Division's Monthly Caseload and Benefit Summary Reports provide a
wide range of statewide data, including:

« Monthly caseload comparisons with percentage changes since the
implementation of welfare reform in April, 1997;

« EXxpenditure comparisons;

 Families served by child care and child care wait list;

* Initial application comparisons;

* All-family and two-parent family work participation rate;

* Months remaining on the TANF time limit for non-exempt families.

Performance measurement data compiled by DPA and published by
region and offices within each region, include the following data reports:

 Average and Median Hourly Wage of Employed Temporary
Assistance Adults;

* Families that Left Temporary Assistance with Income and Child
Support;

» Temporary Assistance Families with Income and Child Support;

 Average and Median Months on AFDC and/or Temporary
Assistance;

 Federal Work Participation Rates;

1 Table 1, High Performance Bonus: FY2000 Awards by Category Amount, 12/14/2000,

http://www.acf.dhhs.gov/programs/opre/hpb/table 1.htm.
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 Food Stamp Payment Accuracy Rates;
 Customer Service Survey - Eenefit Timeliness (1999); and

* Percent of Temporary Assistance Clients Working >30 Hours Per
Week.

3.1.2 Current Use of Data Reports

DPA administrators with whom we met in Juneau are very aware of
Alaska's current performance in each area for which data is collected and
compiled, and advise that they do use the data to identify problem areas.

The reports that DPA field managers reported they frequently used were
monthly data providing:

* Overall Participation Rate by JAS Office;
» Two-Parent Participation Rate by JAS Office; and

e Adults with Earned Income.

However, based on the information provided to us, even though field
managers are required to submit weekly reports, they are not required to
address their performance specifically related to the data measured in
these reports. The regional reports we were given discussed regional
activities and issues, but these reports varied in content and did not
appear to be designed to be responsive to any of the performance data
cited above. Reports are organized into four to six sections, but none of
the reports we reviewed for the week ending June 8 directly addressed
performance goals. In addition, since data in the reports were not
uniformly reported and information was not necessarily organized in
similar format, they could not be meaningfully compiled to ascertain
whether there were systemic successes or problems.

All interviewees reported that unsubsidized employment is a major ATAP
priority and that the percentage of participants employed 30 hours or
more per week is closely monitored. However, a Fairbanks Supervisor
who did report using performance measures as a management tool,
expressed concern because the two-parent participation rate in her
section (a measure that, includes employment), had declined ten percent
from the prior to current month because so many cases were closed
because of high wage employment. Although closure is a good outcome,

- 13 -
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she noted that the office performance record doesn't look positive if they
have too many closures because of the resulting decline in participation.
While we understand that case closure due to employment is measured
at the state level, it is not utilized to set performance expectations at the
local level. It was suggested that a performance requirement for case
closure be added to feature the trade-off between TANF recipient
participation in work activities and exit from welfare because of work
activity, and to emphasize that welfare exit due to work is a positive

outcome.

3.1.3 What Performance Measures Should Be Included in DPA's
Performance Measurement System?

What gets measured gets done. For this reason, the performance
measures selected need to include all the important factors that signal
success. In addition to participation and employment/job placement,
which DPA already measures, we believe that Alaska should develop
performance measurement reports for caseload reduction and job
retention. If Alaska intends to compete for performance bonuses based
on success in employment, it will also need to compile data that will
enable it to determine wage increases.

In another section of this report, we advise that there is no systematic
process required by DPA for the six months of post-temporaiy assistance
case management. Case managers advise that they primarily provide
services to their active caseload, and they only work with employed
clients who contact them for assistance. Further, DPA advises that it
does not have a good way to track job retention using existing
automation programs, and job advancement is also not tracked. We
believe that it is important to gain the ability to track these factors.

How Can Performance Measures Be Used to Improve Performance?

Developing additic  1factors to include in the performance measurement
system is only the fnst step. For a performance measurement program

to succeed in improving performance, staff and contractors must be
assigned performance targets for each measure adopted, their
performance must be monitored against these targets, and corrective
action plans must be developed and implemented where minimum
performance standards are not being met. DPA top administrators
should work with regional staff to develop program enhancements, and
should review corrective action plans to ensure that changes proposed

- 14 -
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are likely to produce improvements. Furthermore, performance
measurement must be a continuous effort, including review of
performance, development and implementation of corrective actions, and
evaluation of their effectiveness. Using a feedback model, DPA should be
able to utilize current findings to ascertain what initiatives were
successful and for what areas different strategies need to be developed.

In addition, both staff and contractors should be rewarded where their
performance exceeds expectations. We discuss in another section the
use of pay-for-performance arrangements to reward providers with whom
DPA contracts. Although staff salaries cannot be strictly geared to
performance standards, pay raises, bonuses, and non-monetary awards
can be used to encourage high-level staff performance.

DPA is mindful of the need to create expectations for staff, but sees the
difficulty of setting realistic performance standards, because each region
in Alaska has such different demographic, geographic, cultural, and
labor market issues; and region-to-region performance varies so much at
the current time. One way to handle this is to establish initial
improvement targets as a percentage from the current baseline
performance.

3.2 Performance Goals and Monitoring Recommendation: DPA'S
Performance Goals Should Be Expanded and Performance
Requirements Should be Established for DPA Staffand Contractors

Clear outcome-based performance standards should be developed for
both DPA and contractor staff. At a minimum, measures forjob
retention and caseload reduction should be added to the currentjob
placement and participation rate measures, and performance targets
should be established for each measure. A measure and target forjob
enhancement will also be needed to ensure that Alaska is a viable
candidate for a job success performance bonus. To overcome initial
objections about different regional environments, improvement targets
should be established as a percentage from current baseline
performance.

- 15 -
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4. Case Management

4.1 Background/Findings Related to Case Management

It is important to invest in services for clients because self-sufficiency is
such an important family goal and TANF time limits provide family heads
with such a short period to achieve independence from cash benefits. To
ensure that individuals are making good use of their 60 months of time
limited eligibility for ATAP, Alaska aims to provide case management to
assist every adult required to participate in work services. We found that
most clients were being served by case managers and that case

managers were working diligently to ensure that individuals received the
services they needed to become self-sufficient. However, a number of
problems with the way case management is organized and provided
limits the ability of case management to be optimally and consistently
effective. Below we identify issues we found with the current case
management system. We then provide recommendations for improving
the effectiveness of case management services.

4.1.1 Organization of Case Management Staff

The Division of Public Assistance does not appear to have a consistent
model for providing case management services. Some case managers are
generic, providing both case management and eligibility functions (the
integrated case management model), while other staff members serve as
specialist case managers. Some case managers are DPA staff, while
others are contracted staff. In some offices, there is a mix, with both
generic case management/eligibility and specialist case management
staff, and both DPA and contracted case managers.

Some offices have developed a well-functioning division of labor with
good communication between the exclusively eligibility staff and various
case managers. For example, in Ketchikan, eligibility workers and case
managers are teamed together. Both staff and the local manager believe
this allows for building closer working relationships, better
communication, and a common service philosophy within the team. It
also appears to create a mutual sense of accountability toward the
team's caseload. In other offices, the way in which cases are assigned to
case managers and subsequent communication between case managers
and eligibility workers is inconsistent. For example, in the Gambell office
in Anchorage, eligibility workers and case managers are not teamed,
meaning an eligibility worker works with numerous case managers, and
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vice versa. From our interviews, there did not appear to be a consistent
procedure for determining how cases were assigned to case management
and to whom. This could be particularly problematic given the large
number of contractor organizations providing case management.
Interviewees also reported that there is no consistent system for
communication between the various workers. Each individual case
manager apparently determines how and when to communicate with the
eligibility worker, as well as "appropriate™ services to be provided to the
client. Where assignment and communication is inconsistent,
philosophies between the various workers with regard to such things as
appropriate referral to activities, job readiness, and criteria for
disqualifications appear to vary greatly.

Where case management and eligibility functions are separated and there
is not close communication, joint decisions can become problematic.

For example, some case managers requested that they be able to
implement sanctions, because imposition of a penalty immediately
associates the penalty closely with the non-compliance, and sanctions
were not always implemented timely by eligibility workers.

4.1.2 Case Management Training

Although the administrators, managers and line case managers with
whom we spoke were very positive about the case management training
they received, only one week of training is provided. As noted elsewhere,
standard assessment and other case management instruments are not
prescribed, so that even though all case managers receive the same
training, there is no assurance that all case managers will apply the
same importance to various client strengths and barriers, or that they
will deal comparably with the same situation presented by similar
individuals.

For example, we were told by case managers in Anchorage that penalties
for non-compliance are applied differently by different workers and that,
in particular, whether or not to grant "good cause" is a gray area.
Several case managers advised that more training in this area and
others, such as cross-cultural differences and how to better utilize
supportive services, would be useful. Completion of FSSPs and making
proper entries in the JOBS Automated System (JAS) system were other
areas in which additional training was provided by local staff. In the
absence of additional formal training for all case managers, itis up to
individual managers and team leaders to provide these services. While
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vie were impressed with the diligence with which interviewees pursued
these tasks, it is also true that leaving so basic training tasks to
team leaders and/or managers will mean less uniformity in the
level of additional training provided and in the actual handling of similar

case management tasks.

4.1.3 Developing Standard Case Management Tools and Forms

Although we recognize that case management services must be specific
to the Individual client, we believe that the basic tools used by case
managers should V' uniform, so that the decisions made by all case
managers utilize at least the same minimum information about each
individual's situation.  Currently, ATAP does not utilize a statewide
assessment form nor is there an assessment checklist to ensure that this
basic information is available. In the albsence of statewide forms some
individual offices have developed forms and procedures for their own use.
However, there is no systematic way to ensure that all offices have access
to these locally-developed forms and processes, that the forms and
process used by an office are adequate, or that all offices have developed
needed forms and processes. The same issues exist regarding local
PC-based notices that individual offices have devel to handle what
they believe are in the automated natice system (eg
Eost—errploym_e_n notice; scheduled appointment letter to follow up ona
SSP; home visit appointment letter).

In another section of this report we discuss DPA'S plans to ensure that
extensions are granted to those families reaching the ¢ o -month time
limit who need more time to beconre self-sufficient.

Case rmnaﬂers will be at the forefront of this process and it will e very
important that case files contain the information needed to support
extension decisions and to indicate what additional services are needed
to assist the family to becoe self-supporting.

DPA n*an?en’ent advised us that they are in the process of developi
thrrg% statn ard case management forrr){s and procepsses and we suggo
actions.
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4.1.4 Developing Services and Processes to Insure that Individuals
Retain Jobs and Enhance their Ability to Secure Better Jobs

Qur experience indicates that post-employment case ment is
critical for success. Studies indicate that case management involverment
is particularly valuable in the first weeks after an individual begins
employment, and is leaming to adjust to child care, transportation, and
other issues. In addition, case management at this time can assist in
resolving Pote_nnaJ employer-employee conflicts. Because issues
continue to arise that might result in job loss, many states require
contacts with bath the client and the employer to e made for at least six
months, Some ermployment prograns (eg Welfare-to\Work) require
continuing contacts for at least six months. DPA advises that it does not
have away to track job retention using existing automation programs,
and that data on recCidivism is also not collected. Although we are unable
to establish the degree towhichjob retention problems exist, data from
other states confirm that job retention is a significant issue.

In addition, an important tenet of the "work first" philosophy-that any
firstjob is a good start an the road to self-sufficiency-presupposes that
an initial job may nat always be the perfectjob, but it will alimost always
lead to a betterjob. To ensure career development, post-employment
services should also assist individuals to obtain better jobs, includin
helping them gain the necessary skills to improve their chances ofjo
enhancement.

Although Alaska continues case management services for six months
after employment, there is no systematic contact process required.
Workers report that they are primarily engaged in providing services to
_theyr_currer:;[\lxgctwe caseload and will only work with ]
individuals contact them for assistance. To rectify this deficiency,
DPA intends to use a call center modeled after the successful
Washington state mode|, whereby individuals are randomly called to see
if additional assistance is od  Athough we certainly support the
addition of a call center, we believe that Alaska must also have a
systematic approach to stay connected with all working clients and
former clients, for & least three months after jobs begin. If possible,
data should also ke collected, at least on a sample basis, to ascertain
whether job retention andjob advancement goals are being met.

19,
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4.1.5 Turn-Over and Other Issues Contribute to Case Manager
Shortages

Several intervieweses indicated that there were |oroblems_ maintaining a
sufficient number of case managers to serve all ATAP clients adequately.
For example, Juneau staff indicated that some clients were on awaiting
list for case management because there were not enough case n‘%r;%gers
to serve all individuals. Long-distance case management is provi
Fairbanks in the Delta Junction and will be provided to Barrow, becauise
of the inability to obtain a contractor in Barrow. Case management
(under contract to the Department of Labor and \WWorkforce Development)
is only provided to Nome and four other villages; in the other None area
\nllagl_es._ DPA eligibility staff assists clients to develop FSSPs and does
only imited monitoring. This may account for the fact that the
participation rate for DCOLis 27.1%while it is only 6 .5 % in the
remaining Nonme area. VA& understand that DPA has plans underway to
provide case management services to all the villages.

4.2 Case Management Recommendation: Develop a Statewide,
Consistent Case Management Model That Maximizes the Ability of
Staff to Meet Performance Expectations

Our recommendations for improving case management follow from the
above sections. First, both the integrated case management model,
which uses a single worker to provide both case management and
eligibility services, and the use nf separate workers for each function, can

leve good results if roles and performance expectations are clear.
Where separate workers are used, an approach such as work teams,
which promote communication and contribute to providing a consistent
message, is essential. \Ahere the models are mixed in the same office
and bath DPA and contractor staff are used, it is essential that
procedural requirements be clear and enforced so that comprehensive
case rnanagemeeOI nt services are provided no matter which case manager is
assigned.

Second, to assure that case managers are doing the bestjob possible to
assist recipients achieve self-sufficiency, DPA should: (1) develop
standard assessment and other case management instruments; and (2)
require their use.
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Third, case managers should le provided with additional formal training,
including training on using the standard assessment and other case
management instruments identified in the findings albove

Fourth, DPA should develop a systematic contact process for at least the
first three of the six months of post-employment case management. In
addition, data should le collected to determine whether job retention and
job advancement gaoals are being met. Finally, if DPA management
believes that case management promotes self-sufficiency (and we believe
it does), ttshe Division must provide regular case management to all
recipients.

-21 -
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5. Contractor Performance
5.1 Background/Findings Related to Contactor Performance

I\/brg states including » laska contract out for the provision of some
TANF services. Privatization of government functions makes good sense
where contractors arc able to provide services more efficiently and
effectively than in-house workers. Using such criteria, usually
contractors are used for functions for which in-house workers have no
particular expertise, such as the provision ofjob search workshops and

other employment activities.

The most successful contracts are outcome based, with contractors
required to provide a continuum of services if necessary to produce the
required outcome. For example, in the state of Delaware, Job
Connection contractors are required to place referred clients into
unsubsidized work within so days. If the client is unable tofind an
unsubsidized job, Job Connection places them in work experience until a
job becomes available. Contracts are "pay for performance" and payment
Is strictly based on employment outcomes, with contractors receiving

20 % of their payment for initial enroliment ghey are not paid this fee
until a referred client is actually brought in for services), 40 % forjob
placement for at least 30 days, and another 4 0 % upon job retention for
90 a?:ﬁxesved Nb payment is made unless the appropriate payment milestone
is achieved

5.1.1 Current DPA Contracting Practices

Although DPA contracts contain performance expectations, payment is
ovided whether or not outcomes are achieved.  Contracts are anarded
or a particular service, such as case management or work-search rather
than a continuum of services, so that it is difficult to hold the contractor

responsible for meeting client outcomes. \Wewere informed that the

ormance expectations in case management contracts include the size
of the caseload and expected participation rates, while work search
contracts have an employment placement godl.

Based on provider pro oosals we reviewed, performance goals tend to fe
somewhat general: for example a provider proposal for comprehensive
case management for -ural southeast Alaska ensures that "at least 6 0 %
of all families and s s %> of the two-parent families [will] participate in the
defined work activities with a primaiy goal of unsubsidized employment.”
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Anacther proposal, to provide post-employment case management services
t0257 farr)mlles, 232 gwhdﬁggﬂrecgve ATAP benefits, advises that "the
\sl\lﬁgzess of the Pr%r}e(]:dt will e evaluated based gltw 70% of the !n%liwduals

receive Oén’ent case management services maintainin
and/or Obta%?r% unsubsidiztd employment. Additionally, at least s_% %
of the families receiving ATAP and s s % of the two parent families will ke
participating in countabdle work activities. Post employment case
management services are to ke provided at a minimum of six vweeks to a
maximum of six months dependent on the needs of the individual
clients." Missing from the proposal is an expectation of the length of
time that work retention is expected.

Furthermore, contractors in many areas are not able to provide the
expert services that they contract to provide. Several DPA regional
directors advised that DPA has had to train contractor case management
staff on basic case management functions, developing sufficiently
detailled Family Self Sufficiency Plans, and on proper case file
documentation. This lack of contractor expertise was echoed by
supervisory and line staff.

In Alaska, multiple contracts are deliberately awarded for the same
function in many areas, According to interviewees this is done so that
there will ke some continuity when not all contractors receive renewals
during the annual renewd cycle. For example, in the Central Region,
there are four case management contractors and three contractors
providing work search, and there are also contractors E\r_ovldmg specific
wWork services, such as community work experience. This means that
DPA staff in each office must work with several contractors for each
discrete function, with each having different strengths and weaknesses,
and that the contractors are constantly changing. Regional directors
advised that the huge number of contractors makes coordination
complex. For example it is difficult to assure that a case manageris
assi§ jied within ten days. The DPA administrator indicates that involving
alarge number of community organizations Was done consciously to
leverage additional resources as Well as raise the level of community
commitment to serve DPASs clientele. This is a worthy goal, but it needs
to e balanced with sound performance.

The achievements of contracted services a&pear to reflect the lack of
specificity in performance requirements. though administrators advise

that whether case management is performed better internally or by
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contractors depends on the area, they also advise that performance
(measured by work participation rates) for contractors and DPA case
m%s are comparable, even though DPA staff are generally given the
more challenging cases.

DPA administrators indicate that about 4 0 % of case management is
provided by DPA staff, most of this in offices with significant caseloads
such as Anchorage, Fairbanks, Ketchikan, and Juneau. Contracts for
exist with community agencies, DOL, and Alaska

Native organizations.
5.1.2 Contractor Services to the Villages

In regards to services to the villages, DPA staff questioned the
achievements of contractors and admitted that, athough
contracts/grants exist, DPA lacks the assurance that every clientin
these ?reas is currently belng served by a case m r. can verily
that c. mts in the Kotzebue Regional Center and its villages have not
lreen receMing ongaing case management services through the contract
with Maniilag Manpower.

The recently hired case r working for the contractor advises that
she receives no support from Maniilag and indeed that they try to block
proposed case management activities. She has not visited the 14 _
villages, and advised that, because of high turnover, no ane has beenin
regular contact with clients, and that no case files exist documenting
prior case managiement services for recipients. Because she is not
colocated with eligibility staff and does not have access to EIS or JAS
(although case managers are supposed to have read-only access), she
an contacts with eligibility staff to learn about changes in the
status of cases. Further, she suggested that the villages don't want to
deal with the regional Maniilaq organization (although evidently they also
do not want to deal with state staf?). Although a plan exists to hire
Eart—ﬂme case managers in the villages to supplement the services of the
otzebue case manager, no steps had been taken to effectuate this plan

as of the time of this program review.

Partly because of the lack of case management, we were told that

Jiance with work participation requirements in the village of
Selwick, within the Kotzebue area, wes only 10%; no participation rate
data are shown for Kotzebue itself on the May 2001 report while the
participation rate for Maniilag Manpower is as 27.9%. According
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to DPA Maniilag Manpower is an unusually low performer, and one of
the reasons they sent us out to this area was to show us the particular
challeng?es facing remote rural Alaska. DPA further pointed out that

nany of the Native Organizations provide exemplary services whether in
cities or villages.

5.1.3 Contract Monitoring

Contract monitoring %pears to ke administered at the regional level.
Local DPA managers do not play a formal role in holding contractors
accountable and some local DPA managers with whomwe met do nat
even know what are the contract requirements for the contracts serving
their offices. For example, we found this to be true in Kenai. In addition,
because of regional assignment, the local DPA managers interviewed felt
that addressing contractor performance was not part of their role.
Furthermore, contractor performance deficiencies where found are not
used as a rating factor in deciding whether to award a subsequent
contract to the same provider organization.

Contractors are colocated with DPAin many areas, but even where the}
are colocated, they cannot directly access all necessary information from
DPA's automated systems. VWithout access, communication is more
cumbersome and providing case file information to contractors creates
an additional work buiden for DPA staff.

5.2 Contractor Performance Recommendation: DPA Should Ensure
That Case Management and Work Search Contractors Are
Accountable for Performance

e that services that are not within the normal functions ofa
TAN should ke contracted out % DPA, particularly where
value-added contractors can le found.  Although some state TANF
agencies contract out case management, at least as many states perform
this function in house; either using generic eligibility technician/case
management staff or with the case management functions provided by
separate staff. Thus, case n Tent can be considered a legitimate
TANF agency function, and if DPA finds that in-house staff achieve
higher performance levels, the Division should te able to transfer more
case management duties to DPA staff. |f DPA continues to contract out
SOe case management services, we recommend that diis function e
bunded with the additional contracted services, as described below:
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In many states, actual work services, such as life skills, work search
training, job development, job search, and management of work
experience and community service prograns, are seen as aless integral
part of the TANF agency function and are contracted out. e fully
support DPAs decision to contract out these services. However, we
ieve that four fundamental should be considered to ensure
that contracts that are anarded for these services (as well as for case
management if Alaska decides -« continue to contract out case

management) are value added

First, to the extent possible, contracts for work services should e
multi-functional. A prime contractor (\Who can have sub-contractors
rforming some of the needed services), should bid to provide services

hat will result in unsubsidized employment for the clients referred to the
contractor. The contractor would be responsible to provide case =

_ ment, if contracted out; work search; remedial basic training like
life skills where needed job search; job development; work experience
where needed and community service functions. It would be up to the
contractor to provide all the services needed so that the end product
would be an employed individual who wes able to retain her/his job.
Alaska could satisfy its desire for multiple contractors by awarding these
multiple service contracts to several providers.

Second, true performance based contracting should ke initiated, with
contractors paid for their achievements, as is done with the
Delaware contracts described above. Payment points could be for
achievements such as the initial enroliment, completion of work search,
placement in an unsubsidized job, and retention for s o, 90, and 120
days. Since the work participation rate is an important DPA
performance goal, work participation achievements could also be
rewarded. Contractors could foe required to successfully serve a
minimum percentage of the clients referred, or, instead, bonuses could
le provided to contractors who were successfui with a h|?her percentage
of referrals, to prevent "creaming"” (Where services are only provided to
those needing little assistance).

Third, athough we agree that DPA should award multi-year contracts,
onlx the first year should be guaranteed. The contracts should provide
DPA with the authority to renew the contracts each year, so tha
high-performing contractors are rewarded and needed continuity would
le achieved, while contractors who fail to meet basic performance goals
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could be discontinued. Obviously, this means that contractor
ormance in ane year would be used to determine whether to renew
contract for the succeeding year. In other states this has produced
competition among the selected providers at the same time as it has
caused contractors to reach out to other agencies in the community, to
secure needed supplementary services and Work experience and
community service slots.

Fourth, the local DPA er should have much greater involvement in
overseeing performance. While the more formal monitoring and
corrective action processes can e handed effectively at a regional level,
day-to-day problem solving would be more effectively handied at the local
level. This Is particularly critical to creating the interdependency
necessary for the recommended performance-based system.

W\& believe that such a system would, where the service area has a large

Ugh population to capture the interest of provider organizations,
achieve a number of Alaska goals. Entered employments would increase,
participation rates woud at least be comparable, and caseloads woud
continue to decline. DPA could provide work to as many community
organizations as they do currently, but the community agencies would
have to coordinate services to provide the multiple functions required.
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6. Child Care Services

6.1 Background/Findings Related to the Delivery of Child Care
Services

Although Alaska has funded child care generously, to assist lowincome
workers to obtain and retain employment, the system for providing child
care creates delays and funding , and forces individuals to make
extraordinary efforts to access child care assistance. In addition, the
reimbursement schedule for non-ATAP child care is poorly designed,
creating disincentives for individuals to achieve workplace promotions.
Qur specific findings are contained in the following sub-sections.

6.1.1 Child Care System in Alaska

Three child care programs exist in Alaska. PASS | provides child care
without a co-payment requirement to families receiving ATAP who are
participating In employment and training services and/or in subsidized
or unsubsidized employment.  Upon termination from ATAP, families
needing child care so they can work becore eligible for transitional child
care, called PASS II. In addition, lowsincome working families can access
assistance with child care through the PASS III child care program
PASS Il and PASS Il child care are provided on a co-pay basis, USIRT(\JI a
schedule that increases the level of copay as income increases. TANF
funds are utilized to provide PASS | child care, while funds transferred
from TANF to the Child Care Development Fund (CCDF) are utilized to
provide PASS Il and PASS IlI child care.

Because of difficulties transitioning from PASS | to PASS Il child care,
TANF funds are also used to pay the first month of PASS Il child care, so
that working individuals transitioning off ATAP are able to have
continuous child care. DPAs JOBS Automated System (JAS) is used to
authorize and pay child care providers for PASS | child care, while
information about the Department of Education and Early Development
(EED)provided PASS Il and PASS IlI child care, paid to the client, is
entered on separate PC-based systems.

DPA authorizes PASS | child care, while EED, through local contractors
as local admini itrators), authorizes PASS Il and I1I child care.
local administrators operating PASS Il and PASS III child care are
not colocated with DPA in regional and local offices.
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