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Quality and Productivity Commission

26™ Annual Productivity and Quality Awards Program
“Investing in a Quality Future”

2012 APPLICATION

Title of Project (Limited to 50 characters, including spaces):

NAME OF PROJECT: IMPROVE PUBLIC ASSISTANCE RESEARCH SERVICE

DATE OF IMPLEMENTATION/ADOPTION; APRIL 2011
(Must have been implemented at least one year - on or before June 30, 2011)

PROJECT STATUS: X __Ongoing One-time only

DID YOU SUBMIT THIS PROJECT BEFORE? Yes X No

EXECUTIVE SUMMARY: Describe the project in 15 lines or less using Arial 12 point font. Summarize the problem, solution, and
benefits of the project in a clear and direct manner

The Child Support Services Department (CSSD) staff frequently needs public
assistance (PA) history information in order to audit a child support case or to address
participant complaints. While current information is sent electronically from the
Department of Public Social Services (DPSS), CSSD often requires research for legacy
information that predates 1998 — the year that the current DPSS database was started.
This research service was formerly provided by DPSS staff at a cost to CSSD of
$1.33 million annually. Beyond the cost, the process was manual and labor intensive,
resulting in inefficiency and unnecessary work. The PA Research Project sought to
improve the process of obtaining PA information in a manner that would be less costly,
more efficient, and provide better customer service to both the child support staff that
required PA research reports (i.e. auditors, attorneys for court requests, Ombudsmen
staff for complaint resolutions) and for the child support participants themselves.

(2) ) ) Q)+ () +(3) SERVICE
ESTIMATED/ACTUAL ESTIMATED/ACTUAL ESTIMATED/ACTUAL TOTAL ENHANCEMENT
ANNUAL COST AVOIDANCE ANNUAL COST SAVINGS ANNUAL REVENUE ESTIMATED/ACTUAL PROJECT
BENEFIT
$ $ 1.33 MILLION $ $ 1.33 MILLION yes
SUBMITTING DEPARTMENT NAME AND COMPLETE ADDRESS TELEPHONE NUMBER
Child Support Services Department (323) 889-2976

5770 South Eastern Avenue
Commerce, CA 90040

PROGRAM MANAGER’S NAME TELEPHONE NUMBER
(213) 272-0387
Avi De Turenne

EMAIL
Avi_De_Turenne@cssd.lacounty.gov
PRODUCTIVITY MANAGER’S NAME AND SIGNATURE DATE TELEPHONE NUMBER
(PLEASE C-ALL (213) 893-0322 IF YOU DO NOT KNOW YOUR PRODUCTIVITY MANAGER'S NAME) (213) 639'2727
Jennifer Coultas
EMAIL
Jennifer_Coultas@cssd.lacounty.gov
DEPARTMENT HEAD'S NAME AND SIGNATURE DATE TELEPHONE NUMBER
Dr. Steven J. Golightly (323) 889-3400
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THE CHALLENGE

Most public assistance (PA) information is automatically transferred between Child
Support Services Department (CSSD) and the Department of Public Social Services
(DPSS) through an electronic interface. However, Los Angeles County’s child support
caseload exceeds 309,000 cases, with 78% of participants having received public
assistance at some point. Under California law, unpaid child support remains collectible
until paid in full. For this reason, arrears balances can involve periods of time that date
back to the 1960s and 1970s. The current DPSS online database started in 1998.
Over the previous decades, DPSS built and retired several databases that its staff could
still access when researching old information. CSSD requests require detailed and
extensive research as well as retrieval of information, often using legacy databases.
Information had to be copied by hand onto worksheet templates to obtain: welfare aid
dates and amounts of aid; the types of aid provided; the history of direct payments; and
the time periods that the non-custodial parent was reported in the household.

DPSS used a dedicated team to meet the large number of daily requests from CSSD.
The workload averaged between 350 to 400 requests per month for FFY 2009-2010,
exceeding 4,500 requests for the year. Some requests were brief updates requiring
only a few hours of research. Other requests required extensive research that took
several days to compile, complete, and review for quality assurance due to the
extensive information from multiple legacy sources. The annual cost to CSSD was
$1,330,000.

There were several problems that the PA Research Project sought to address. Two
primary concerns included the high volume of weekly requests and length of time to
complete reports.

THE SOLUTION

The PA Research Project sought to streamline the research process by developing a
system that was less costly and delivered faster results. The process addressed three
specific areas: the request process, the research work, and the report production.

In reviewing the request process, several problems were identified: requests came from
all over CSSD with no control or guideline for submission; requests were hand-written
and faxed to DPSS, and there were no mechanisms for tracking or follow up.

In July 2010, as the first stage of the PA Research Project, CSSD created the
Department Automated Request Tool (DART) to improve the request process. Users
now had an icon on their desktops (in the shape of a dartboard) that they could click to
produce an automated request form. The fields had drop-down menus and required
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specific information so that instructions for the PA research parameters was perfectly
clear. DART allowed CSSD staff to receive immediate confirmation that the work was in
process. The status of a request was now available for all to view on a shared tracking
database.

High priority requests were sometimes not identified and not processed before lower
level requests. DART included a “REASON CODE” that was used to tier prioritization.
For example, requests for customer complaint resolution and mandatory court dates
would jump in priority over lower level concerns. DART screening allowed management
to pinpoint the reasons for unnecessary requests. A screening process was developed.
Staff was trained how to assess their cases to prevent needless requests.

DPSS staff historically performed the research because they were experts in evaluating
public assistance records. They had access to the public assistance databases. CSSD
was given access to the legacy PA databases. CSSD staff was trained to perform the
PA research work. DPSS PA research workers were temporarily housed at CSSD for
an eight-month transition period. During that time, CSSD formed a parallel “PA
Research Team” with existing CSSD staff that quickly learned how to research and
prepare the reports. At the same time, the CSSD technology unit worked with DPSS to
give the PA Research Team access to the DPSS legacy databases. By April 1, 2011,
the PA Research Team was handling 100% of CSSD’s requests for PA research and
the DPSS staff returned to their Department.

Report production was also at times problematic. In some instances, the reports failed
to reach their intended recipient resulting in unnecessary delays and duplicate requests.
DART solved the tracking and user alert issue. With the production system operating
entirely within CSSD, staff uploads completed reports directly into the CSSD computer
system used by child support workers to manage their cases. The PA research reports
are stored as electronic images and are accessible with a mouse-click. The PA
Research Team enters information into computer case notes and sends an e-mail to
child support workers to alert them the report is complete and available online.

THE BENEFITS

The PA Research Project ended up being a “Win-Win” solution for both CSSD and
DPSS. At a time of escalating budget constraints, CSSD was able to form the PA
Research Team with existing staff and redirect the $1.33 million formerly paid to DPSS
to meet other budgetary needs. DPSS’s loss of the $1.33 million revenue was offset by
the ability to reassign its staff to satisfy priority vacancies that could not be filled due to a
county hiring freeze.

PAGE 3

We Support Plain Language



lperez
Typewritten Text


Quality and Productivity Commission

26™ Annual Productivity and Quality Awards Program
“Investing in a Quality Future”

2012 APPLICATION

Title of Project (Limited to 50 characters, including spaces):

NAME OF PROJECT: IMPROVE PUBLIC ASSISTANCE RESEARCH SERVICE

The DART tracking tool was created in-house using MS Access and did not require
more than 40 hours of time to develop. This simple implementation was a tremendous
success in both handling the workflow and providing customer service to the staff
requesting reports. Immediately after its launch, staff from all divisions of CSSD
reported that they were very happy that they could submit requests with such ease and
then go online to see the status of their requests. The PA Research Team operated
more efficiently because the requests were uniform and had clear directions with the
DART template form. This technological solution incurred no cost and actually saved
time for the PA Research Team staff by eliminating the need to make copies, fax to
offices, and then send physical reports through the mail.

Research was streamlined because the CSSD technology unit gave PA Research
Team staff access to DPSS legacy databases. That access allowed research and
review of archived data, often decades old, for payments and aid history. This was
accomplished in two ways: CSSD staff was given access to several live systems
currently used by DPSS; secondly, CSSD received copies of legacy databases to house
on the CSSD servers that are static and used on a read-only basis.

The costs of the implementation and the operation of the program were negligible. All
staff resources used were in-house and readily available. The research is now
performed by child support officers instead of DPSS staff. This prevents duplication of
effort, misunderstood instructions, and unnecessary work. The internal lines of
communication are shorter, so that the processes of seeking clarification, securing
updates, and escalating issues are quick and simple.

Monthly volume for requests has dropped from 350-400 per month to slightly under 300
per month. The inventory has dropped from over 1,600 requests in April 2011 to less
than 370 in May 2012. The CSSD PA Research Project is an outstanding example of
an effort that not only improves the delivery of services, saves a significant amount of
time and money it also supports the Los Angeles County Strategic Plan Goal #1
Operational Effectiveness.
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CosT AVOIDANCE, COST SAVINGS, AND REVENUE GENERATED (ESTIMATED BENEFIT): Use this page to
provide a breakdown of the estimated/actual costs benefits. As a suggestion, work with your fiscal
staff.

Cost Avoidance: Anticipated costs that are eliminated or not incurred as a result of program outcomes.

Cost Savings: A reduction or lessening of expenditures as a result of program outcomes.

Revenue: Increases in existing revenue streams or new revenue sources to the County as a result of program outcomes.

1) 2) 3) 1)+ (2)+(3) SERVICE
ACTUAL/ESTIMATED ACTUAL/ESTIMATED ACTUAL/ESTIMATED ToTAL ANNUAL ENHANCEMENT
ANNUAL CosT ANNUAL COST SAVINGS ANNUAL REVENUE ACTUAL/ESTIMATED PROJECT
AVOIDANCE BENEFIT
$1.33 MILLION $ $1.33 MILLION |Z|
$

ANNUAL= 12 MONTHS ONLY

The $1.33 million was computed as annual direct savings to CSSD’s budget for
expenses previously incurred to pay DPSS for historic data research services.

The PA Research Project ended up being a “Win-Win” solution for both CSSD and
DPSS. At a time of escalating budget constraints, CSSD was able to form the PA
Research Team with existing staff and redirect the $1.33 million formerly paid to DPSS
to meet other budgetary needs.

DPSS'’s loss of the $1.33 million revenue was offset by the ability to reassign its staff to
satisfy priority vacancies that could not be filled due to a county hiring freeze.
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FOR COLLABORATING DEPARTMENTS ONLY

(For single department submissions, do not include this page)

DEPARTMENT NO. 2 NAME AND COMPLETE ADDRESS
Department of Public Social Services

12860 Crossroads Parkway South

City of Industry, California 91746

PRODUCTIVITY MANAGER’S NAME AND SIGNATURE DEPARTMENT HEAD’S NAME AND SIGNATURE

ap s

Nadia Mirzayan,S/ %
_ﬁddéy y/ 7 ]

PARTMENT N@. 3 NA E/AND COMPLETE ADDRESS 7/ <

PRODUCTIVITY MIANAGER'S NAME AND SIGNATURE DEPARTMENT HEAD’S NAME AND SIGNATURE

DEPARTMENT NO. 4 NAME AND COMPLETE ADDRESS

ProDUCTIVITY MANAGER’S NAME AND SIGNATURE DEPARTMENT HEAD’S NAME AND SIGNATURE

DEPARTMENT NO. 5 NAME AND COMPLETE ADDRESS

" PRODUCTIVITY MANAGER’S NAME AND SIGNATURE | DEPARTMENT HEAD’S NAME AND SIGNATURE

DEPARTMENT NO. 6 NAME AND COMPLETE ADDRESS

" Productivity Manager's Name and Signature DEPARTMENT HEAD’S NAME AND SIGNATURE
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