ARTHUR ANDERSEN & Co.

911 WILSHIRE BOULEVARD
Los ANGELES, CALIFORNIA 90017
(213) 614-6500

January 18, 1982

Mr. Thomas W. Hayes

Auditor General

State of California

660 J Street, Suite 300
Sacramento, California 9581k

Dear Mr. Hayes:

We are pleased to present this report which reviews the
current status of and future plans for the Welfare Case

Management Information System and Integrated Benefit Payment
System (WCMIS/IBPS) within Los Angeles County.

WCMIS/IBPS comprises several hundred computer programs,
several hundred display terminals and thousands of users.
Development of these systems dates back to the early 1970's and
has incorporated numerous changes in project scope and
magnitude. The WCMIS central index of welfare cases was
converted in 1977 and the major IBPS aid programs were converted
in late 1982,

Currently, WCMIS/IBPS provides information to district
offices plus other centralized departments within L.A. County.
The systems are operational, have few current significant
problems and user satisfaction is high.

The report outlines current status and future
development risks against a background of available project
documentation and funding requests. The scope is restricted to
L.A. County Department of Social Services and Data Processing
Department activities associated with WCMIS/IBPS. Current status

is reviewed in terms of functional, technical and cost objectives
defined for these systems.

This review makes no attempt to evaluate WCMIS/IBPS in
terms of its functional and technical capabilities as compared %o
the Statewide Public Assistance Network (SPAN) requirements, or
any other welfare processing system. Such a comparison/
evaluation will be addressed in our final SPAN Feasibility Study
Report in April, 1983.
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We wish to thank all the personnel whom we interviewed
or provided us with information for the review. We also wish to
thank Arnold Fogelman and Diane McGuire of DPSS for helping
arrange various interviews. Completion of the report was greatly
facilitated by the general open cooperation and assistance we
received. Finally, we wish to thank Steve Schutte of the Auditor
General's Office for the direction he provided on this project.

Very truly yours,

nses, ¥ G




TABLE OF CONTENTS

1.0 MANAGEMENT SUMMARY

1.1 BACKGROUND TO WCMIS/IBPS

1.2 REVIEW OF WCMIS/IBPS CURRENT STATUS
1.3 REVIEW OF FUTURE IMPLEMENTATION PLANS
LIST OF PERSONS INTERVIEWED

MAJOR ABBREVIATIONS USED IN REPORT

INDEX OF FIGURES

2.0 BACKGROUND

1 BACKGROUND TO THIS REPORT
2 SCOPE OF THIS REPORT

.3 BACKGROUND TO WCMIS
4L BACKGROUND TO IBPS

3.0 REVIEW OF CURRENT STATUS

3.1 1978 DEVELOPMENT PACKAGE BASELINE

3.2 TFEBRUARY 1982 REVISED IBPS COST/BENEFIT ANALYSIS
3.3 FUNCTIONAL REVIEW

3.4 TECHNICAL REVIEW

3.5 COST REVIEW

4,0 REVIEW OF FUTURE IMPLEMENTATION PLANS

IBPS FOSTER CARE VENDOR PAYMENTS
CHILDREN'S SERVICES INDEX AND VENDOR VACANCY CONTROL
(cs1/vve)
REMAINING IBPS PROGRAMS
IBPS AFDC/FS ENHANCEMENTS
REPAYMENTS SYSTEM
ORANGE COUNTY WCMIS DEVELOPMENT
ON-LINE FOOD STAMP ISSUANCE SYSTEM
ORANGE COUNTY PAYMENT SYSTEMS
FUTURE WCMIS/IBPS INTENTIONS

0 GENERAL CONSIDERATIONS

= =
o o
n =

FEEEEEEE
. ¢ o
PO o3 O Fw

ATTACHMENTS



TABLE OF CONTENTS

PAGE
MANAGEMENT SUMMARY 1
1.1 BACKGROUND TO WCMIS/IBPS 2
1.2 REVIEW OF WCMIS/IBPS CURRENT STATUS 3
l.2.1 Functional Review
l.2.2 Technical Review
l.2.3 Cost Review
1.3 REVIEW OF FUTURE IMPLEMENTATION PLANS 8
1.3.1 IBPS Foster Care Vendor Payments
1.3.2 Children's Services Index/Vendor Vacancy
Control (CSI/VVC)
1.3.3 Remaining IBPS Programs (Medi-Cal/
General Relief)
1.3.4 IBPS AFDC/FS Enhancements
l1.3.5 Repayments System
1.3.6 Orange County WCMIS Implementation
l1.3.7 On-Line Food Stamp Issuance Systen
1.3.8 Orange County Payment Systems
1.3.9 Future WCMIS/IBPS Integration
1.3.10 General Considerations
LIST OF PERSONS INTERVIEWED 1L
MAJOR ABBREVIATIONS USED IN REPORT 16

INDEX OF FIGURES 17



1. MANAGEMENT SUMMARY

In accordance with Item 5180-011-001 of the Budget Act of

1982, Arthur Andersen & Co. has completed a review of the Los
Angeles County Welfare Case Management Information System and
Integrated Benefit Payment System (WCMIS/IBPS). The review was
conducted in two parts:

(1)

(2)

A review of the current status of WCMIS/IBPS, including
an assessment of the extent to which the project has met,
or i1s meeting its stated objectives; and

A review of future WCMIS/IBPS project plans, including an
assessment of the likelihood of completion of systems
implementation.

The review work was conducted between October

25 and December 27, 1982 and reflects the status of
WCMIS/IBPS at that time.

Detailed review findings are contained in the
following sections of this report. The Management
Summary Section summarizes these findings and outlines
several conclusions which result from the review.



BACKGROUND TO WCMIS/IBPS

The WCMIS project initiated in the early
1970's was intended to provide a comprehensive data
base management system for all welfare payment
programs in Los Angeles County. The first phase of
this development, an on-line central index to welfare
cases, was implemented in March 1977 on UNIVAC
computer hardware. Since 1977 the term WCMIS has been
used solely to describe this central index system.

The IBPS project was initiated in 1978
following development of a "Development Blueprint"
plan in 1977.

The 1978 IBPS Development Package, approved
for State and Federal funding, proposed developing an
integrated system for all welfare payment programs
over a 15 month period. Separate Children's Services
Index and Vendor Vacancy Control (CSI/VVC) systems
were also to be developed in the same timeframe.
These were to support social services activities and
were to be integrated with WCMIS and IBPS.

The IBPS project underwent substantial
changes and delays in schedule, costs and scope over a
four year period.

A Revised Funding Request Package was
submitted in February 1982. Although not yet approved
for federal funding, development proceeded and the
IBPS Aid to Families with Dependent Children (AFDC)
and Food Stamps (FS) programs were implemented County-
wide in early November 1982, The conversion of these
two largest benefit programs to UNIVAC hardware
allowed removal of Honeywell equipment, a major IBPS
project objective.

To date, the IBPS project has expended
approximately $5.3 million compared to the $1.5
million originally planned in 1978.

At this time several projects or activities
related to WCMIS/IBPS remain to be completed:

. Incorporation of the AFDC Foster Care vendor

payments program into IBPS (Scheduled for December
1983 in the February 1982 Revised Funding Package).

. Incorporation of the Medi-Cal and General Relief
payments programs into IBPS. This would allow for
elimination of the separate Los Angeles County Case

Data Management System (CDMS) currently automated on
UNIVAC equipment.
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. Developing an accounts receivable repayments
system. Although directly integrated with
WCMIS/IBPS, this is a newly defined project awaiting
separate federal funding approval.

. A Food Stamps On-line Issuance system is required to
replace the current IBPS authorization and
reconciliation processing.

. Development of the CSI/VVC systems. These were
postponed pending development of the Statewide
Public Assistance Network (SPAN). A revised funding
request was submitted for state approval in 1982.

. Several enhancements to the IBPS AFDC/FS system have
been identified and await development.

REVIEW OF WCMIS/IBPS CURRENT STATUS

Conclusions of our review of current
WCMIS/IBPS status are summarized in the following
areas:

Functional Review

The funding request packages for the IBPS
project contained a high level list of functional
requirements for each aid program. Detailed
functional requirements for IBPS AFDC/FS were
developed as part of the recent development effort.

The following summary conclusions are drawn
from the detaliled review of functional status:

.o The IBPS AFDC/FS conversion has achieved all but a
few of the functional objectives defined in the
1978 and Revised 1982 Funding Request packages for
these two largest benefit programse.

- We have analyzed the specific requirements
defined in these packages in each of the
following major functional areas:

-- Intake/Data Collection

-- Eligibility Determination and Verification
-~ Client Notification

-~ Benefit Computation

-- Benefit Delivery

-- Case Management/Tracking

-- Management Control/Reporting

-- Billing and Collections

--= Fraud/Audit

- A few of these requirements have not been fully
implemented.
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- Several functions listed in the funding
packages as planned enhancements have been
implemented.

- A substantial number of additional requirements
not defined in the funding packages have also
been implemented.

The recent IBPS AFDC/FS conversion required
substantial effort and has been successful, as
evidenced by the following:

- Despite pre-1982 schedule slippages and cost
overruns, LBPS AFDC/FS was converted on
schedule county-wide in November 1982 (based on
the February, 1982 revised schedule).

- Our detailed report outlines the magnitude of
the development and conversion effort.

- The System was first converted in the Compton
District office pilot location in September,
1982 and has been running successfully there
since that time.

- User documentation and training has been
extensive and generally of high quality.

- Production error reject levels have been
averaging a low 1% of total transactions
submitted.

- Initial user satisfaction with the system
appears to be high.

A number of features of IBPS AFDC/FS favorably
impact the intake and eligibility workers which
comprise the bulk of the administrative work
force.

- Our detailed report outlines several of these
major benefits in areas such as data intake and
client notification.

-~ The detailed effects of these benefits have yet
to be studied during 1983.

- Continued reductions in workloads and/or
improvements in quality of service are expected
to result from the IBPS implementation.

- These impacts were not included in the
project's cost/benefit justification.
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.« State and Federal Quality Assurance Reviews are
anticipated to reflect fewer errors in a number of
specific areas.

- Our detailed report outlines specific errors
which are expected to be reduced by the IBPS

implementation.

.. Some fraud or error prevention or detection
benefits are also expected to be realized.

- We outline these in our detailed report
- The impact in this area is much less
significant than that achieved through the

WCMIS central index implementation.

Technical Review

WCMIS and IBPS are run on configurations of
UNIVAC equipment at the L.A. County Data Center in
Downey and terminals at each of the district
offices. The UNIVAC 1100/83 mainframe equipment
includes three processing units used for batch and
on-line processing. Two communications processors
also support the network of approximately 450
terminals.

The WCMIS/IBPS information and processing
flows include both separate and interrelated
processing. The review of technical status describes
these flows in terms of the WCMIS data base, the IBPS
master file, programs and job streams, interactive
processing, batch processing and interfaces to other
systems.

The original development funding request
packages for WCMIS and IBPS did not contain specific
quantified technical performance objectives to be met
by these systems. Internal on-line availability and
response time goals have been developed by the L.A.
County Data Processing Department (DPD). The review
of technical status covers performance against these
internal standards as well as an assessment of the
WCMIS/IBPS technical architecture.

Summary conclusions from the review of
technical status are as follows:

.« While on-line availability for WCMIS has met
internal standards, and no continuing major
problems have arisen, availability has been lower
than other comparable terminal networks.

- WCMIS on-line availability has averaged about
96 percent uptime.
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- Problems with availability of the
communications interface to the on-line State
MEDS system have not had a significant impact
on WCMIS availability.

«« No significant problems have arisen with batch
processing run times or WCMIS on-line response
times.

~ Average on-line response times for WCMIS
inquiries and updates have been less than three
seconds.

-~ Current WCMIS and IBPS batch run times are
significantly less than originally expected.

.o The technical architecture of WCMIS/IBPS does not
result in significant functional, technical or
operational problems.

- Data redundancy and synchronization problems
between the WCMIS data base and the IBPS master
file have not been significant.

- WCMIS provides extensive fraud detection
capabilities through a combination of on-line
and overnight batch processing.

- The technical design and communications
architecture provide a workable compromise in
meeting the requirements of high volume data
entry, on-line and batch transaction
processing.

Cost Review

The IBPS 1978 and February, 1982 development
project funding request packages identified two major
sources of tangible projected operating cost savings:

«s The removal of Honeywell computer equipment and
associated costs.

es Administrative staff reductions within L.A. County
Department of Public Social Services (DPSS),
primarily through replacement of manual Foster
Care vendor payment systems.

The review of cost status assesses
achievement of these objectives as well as the
development costs incurred relative to estimates made
in the funding request packages. Administrative costs
for DPSS aid programs are also summarized, including
the relative costs of functions performed by
eligibility workers and data processing services.
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Summary conclusions from the cost review are
as follows:

«« The primary cost savings associated with removal
of Honeywell computer equipment are being
realized.

- These savings include maintenance, support,
operating staff and allocated overhead costs.

.. The DPSS staff savings associated with the AFDC/FS
conversion have yet to be achieved.

- Original estimates of savings included some
which were achieved prior to IBPS conversion.

- Parallel manual processing of statistical
reports is expected to continue for a few
months before clerk reductions are achieved.

.. Total Data Processing Department (DPD) IBPS
development costs were approximately $4.5 million.

- This is an overrun of approximately $275,000
over the estimates submitted in the Revised
February 1982 Funding Request Package.

- Additional DPSS Computer Services Division
(CSD) costs of $856,000 were estimated in the
funding request, but no data is readily

available on actual CSD costs incurred on the
AFDC/FS project.

e+ The major DPSS personnel cost savings on which the
IBPS project was based will only be achieved with
the planned automation of Foster Care vendor
payments in December 1983.

«« Ongoing DPD operating costs billed to DPSS
averaged approximately $500,000 per month for the
four months prior to IBPS conversion. This
represented a cost of approximately $1 per case
for total approved and intake cases processed each
month (less than 4 percent of total DPSS
administrative costs).

- This compares to monthly direct eligibility
worker costs of approximately $13 per approved
case and $43 per intake case processed.

- Over 435,000 approved cases and over 70,000
intake cases were processed in October, 1982.

- Total average costs of providing benefits

averaged 11 cents per $1 provided, but this
varies significantly by program.



8-

Data processing costs related to operating the
IBPS system will be dependent on the UNIVAC
operations costs allocated to the IBPS project.

- UNIVAC mainframe monthly lease and maintenance
fees of approximately $220,000 need to be
recovered through a combination of production
and development processing.

WCMIS total processing costs for both on-line
inquiry and batch updates average less than 20
cents per transaction.

-~ Actual WCMIS costs may be lower in the future
if IBPS is allocated a portion of the UNIVAC
terminal lease fee and maintenance costs.

The savings accruing from future conversion of
CDMS General Relief and Medi-Cal programs to IBPS
need to be further evaluated.

- Savings will be dependent on the allocation of
UNIVAC operating costs to IBPS.

REVIEW QF FUTURE IMPLEMENTATION PLANS

The report assesses the implementation risks

associated with a number of prospective WCMIS/IBPS
related development projects. It also addresses

several general considerations in assessing whether
WCMIS/IBPS will be fully implemented.

Future implementation risks for each project

are assessed primarily in terms of:

.« The extent to which functional requirements and

specifications are well defined.

The degree of technical complexity or innovation
required.

Implementation uncertainty and risks for each

project are also reduced to the extent that:

Adequate resources are available and allocated.

Consistent and comprehensive cost benefit analysis
has been undertaken.

Overall systems plans and detailed implementation
plans have been developed, and required state and
federal funding approvals have been obtained.

These factors all reduce the potential risk of

incurring significant cost, schedule or scope
problems.
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Summary findings of the review of future
project implementation plans are as follows:

l1.3.1. IBPS Foster Care Vendor Payments

.. Detailed functional requirements have yet to be
developed.

- The high level requirements defined in the 1978
Development Package have not been updated, but
still appear to be generally applicable.

- Additional legislative requirements have been
introduced since 1978 and will probably result
in limited changes in overall project scope.

.o The large estimated staff savings resulting from
automation of vendor payments are still expected
to be achieved.

- The exact magnitude of these savings need to be
reconfirmed once detailed functional and
technical specifications are developed.

- Additional benefits resulting from increased
accuracy and timeliness of service are also
expected to be achieved.

«. This project is the highest priority DPSS related
systems project and the December 1983 target
implementation date appears reasonable.

- The high level estimates of development costs
need to be refined and reconfirmed.

- The magnitude of the development effort is
subject to completion of detailed functional
and technical specifications and a detailed
implementation work plan. A draft detailed
work plan has been developed for the design
work during the first half of 1983.

1.3.2., Children's Services Index/Vendor
Vacancy Control (CSI/VVC)

«« The existence of detailed design requirements for
these social service systems reduces overall
project risk.

- The original requirements defined in 1978 were
updated and refined in 1980.

- Additional recent legislative requirements will
have to be incorporated in the CSI design.

.. These projects have not been cost justified based
solely on potential staff reductions.
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- Benefits resulting from improved gquality and
control of placement services have not been
quantified as part of the cost/benefit
analysis.

«ee As with IBPS Foster Care, development resources
and costs need to be reconfirmed following
development of a detailed implementation work
plane.

- The December 1983 planned target date is
primarily dependent on the assignment of
adequate resources to this project (if it
obtains funding approvals).

1.3.3 Remaining IBPS Programs (Medi-Cal/General Relief)

e« These are currently a lower priority project
within L.A. County.

- Medi-Cal and General Relief payments are
currently automated on the L.A. County Case
Data Management System (CDMS)

- Cost savings resulting from the transfer of
these programs to IBPS have not been adequately
analyzed by DPD or DPSS.

«» This project does not appear to entail significant
functional or technical risks.

- Implementation should be relatively simple in
comparison to the IBPS AFDC/FS conversion
effort.

- There do not appear to be any reasons why this
project should not be implemented once
resources are allocated and work commences.

1.3.4 IBPS AFDC/FS Enhancements

.« There are a large number of enhancements
identified for IBPS AFDC/FS

- These were not part of the original project
scope and have arisen for legislative or other
reasons.

- User departments have been asked to
reprioritize the outstanding enhancement
requests.

.+ The large number of enhancement requests are
likely to consume significant developnent
resources within L.A. County DPD and CSD.
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- Detailed functional and technical
specifications and implementation estimates
have not yet been developed for these
enhancements.

.« Enhancements which require changes to the IBPS
daily update program mainline or master file
constitute significant technical risk.

- Enhancements of this type should be
consolidated and implemented together to the
extent possible.

Repayments System

.. Detailed functional and technical specifications
have been developed.

- These are sufficiently detailed to support the
implementation work plan submitted in support
of the project funding request.

.« We have compared the detailed implementation
estimates to those resulting from application of
Arthur Andersen & Co.'s development methodology
and estimating guidelines (Method/1).

- Method/l estimates are approximately one third
higher than those developed by DPD and CSD (9k1
versus T03 person days)

-- The total time allocated by DPD for detailed

design, programming and user testing (about 350
days) appears to be adequate.

-- The major differences in estimates relate to
project administration and user related tasks.

.. Given the degree of detail of the specifications
and work plan, we do not consider this to be a
high risk project.

- Assignment of adequate personnel resources by
DPD and development of more detailed user
related task estimates are the major
requirements for success.

Orange County WCMIS Implementation

ee Multi-county capability for WCMIS has been

developed to support the addition of Orange County
to the data base in January 1983.

- Orange County will be replacing existing manual
indices with WCMIS.
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- Orange County will not be using all of the
WCMIS capabilities.

- Orange County will maintain the index through
manually entered transactions until payment
systems are automated at a later date.

On-line Food Stamp Issuance System

The draft request for proposal (RFP) (prepared by
L.A. County and awaiting state approval for
release), provides the basis for development of
detailed functional and technical specifications
by the selected outside contractor.

Substantial operating cost savings have been
projected for a new on-line system.

- Savings of over $3 million per year are
projected.

- These would be offset by the development costs
and costs of operating the system by the
outside contractor.

- The project is expected to have a one year
payback within L.A. County.

Additional savings would accrue from compliance
with federal photo- ID requirements for food stamp
issuance.

- Federal sanctions are currently estimated at up
to $40,000 per month until L.A. County complies
with these regulations.

Orange County Payment Systems

L.A. County has agreed to conduct a Feasibility
Study for automation of Orange County payment
systems.

- This study, to be completed by April 1983, will
determine whether IBPS and/or CDMS should be
modified or enhanced for Orange County use.

Significant functional and technical design issues
will need to be addressed if common Orange County
and L.A. County payment systems are recommended by
this study.
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-~ Use Dby Orange County would not necessarily
require addition of complete multi-county
capabilities to IBPS.

Future WCMIS/IBPS Integration

e+ WCMIS and IBPS data structures and the IBPS
program structure will facilitate possible future
integration of these systems.

- One common data base would eliminate potential

current operational and data synchronization
problemns.

«« L.A. County DPD has budgeted hardware for the
first stage of this development.

- Additional disk drives are planned to allow
disk-based processing of the IBPS master file.

General Considerations

«» No overall information systems plan has been
developed within L.A. County addressing the
various DPSS related projects.

«+ No comprehensive project control system has been
used to monitor and control systems development
projects for DPSS.

.« Cost/benefit analyses presented to obtain project
funding approvals need to be reconfirmed where
detailed functional and technical specifications
have not yet been developed.

«+« DPD and CSD may not have the internal resources
required to proceed concurrently with all the
enhancement requests and projects currently
awaiting funding approval.

«o Delays in obtaining funding approvals introduce a
significant degree of uncertainty and risk into
future development plans.



-1L4-

WCMIS/IBPS REVIEW

LIST OF PERSONS INTERVIEWED

DPSS Executive Management
Richard Canton
Bureau of Administrative Services
John Zarcone
Computer Services Division
Al Bague
Dewey Carlson
Arnold Fogelman
Gracie Gagliardi
ClLiff Hutson
Rick Nudelman
L.A. County Data Processing Department
Mark Gascoigne
David Nurse
Carlos Rocher
Management Information and Evaluation Division
Rene Camou
Angelo Doti
Ed Elliott
Armin Kroeger
Diane McGuire
Budget and Management Services Division
Tony Iniquez
Sue Isbell
Joe Rizzo
Bureau of Program Planning and Development
Janet Frazier
Bureau of Assistance Payments (Compton District)
Karen Brown

Aid Payments Division

Donn Byron
Ann Cohen



-15-~

Bureau of Social Services Operations
Gene Gilden
Operations Review Board Section

Bob Achterberg
Larry Beard
Romaine Brewer
Nan Flette
Barbara Simpson

Research and Statistical Services Section

Toni Larsen
Stuart Szidak

Welfare Fraud Prevention and Investigations

Bill Butler
Roberta Kiehl

Orange County Department of Social Services

Ed Murphy
Mike Newell
Ernie Pelto
Sara Walker
Arnold Winkle

Section

(DSS)



AFDC
CDMS

CSD

csI/VvVve

DPD
DPSS
FS
IBPS
SPAN

WCMIS

-16-

MAJOR ABBREVIATIONS USED IN REPORT

Aid to Families with Dependent Children
Case Data Management System

Computer Services Division of L.A. County
DPSS

Children's Services Index/Vendor Vacancy
Control.

Data Processing Department of L.A. County
Department of Public Social Services

Food Stamps

Integrated Benefit Payment System
Statewide Public Assistance Network

Welfare Case Management Information System



3.3.1
3.1.h
3.3.1
3.4.1
3.4.2
3.4.3
3.4.4
3.b4.5
3.4.6
3.4.7
3.4.8
3.4.9
3.4.10

3.k4.11

-17-

INDEX OF FIGURES

WCMIS/IBPS Development Master Schedule (11/78)
WCMIS/IBPS - CSI/VVC Benefit Summary (11/78)
Productivity Results

WCMIS/IBPS Hardware Configuration - Central
WCMIS/IBPS Hardware Configuration - District Offices
L. A. County UNIVAC 1100/33 System Software
Relation of Sub-Exec in L. A. County's UNIVAC 1100/83
WCMIS/IBPS Information and Processing Flows
WCMIS Data Base Structure

IBPS Master File Structure

WCMIS System Availability

WCMIS System Availability vs. Volune

MEDS Link

WCMIS Average Response Time

Cost of Providing Benefits for Approved Cases
Cost of Processing Intake Cases

DPD Total Costs Billed to DPSS

DPD Equipment Costs Billed to DPSS

DPD Labor Costs Billed to DPSS

CSI/VVC System Flow

Repayments System Workplan Comparison

On-Line Food Stamp System Flow

IBPS Daily Update Program

WCMIS/IBPS Future Project Status

WCMIS/IBPS Future Project Costs and Benefits

WCMIS/IBPS Future Project Resource Requirements



TABLE OF CONTENTS

PAGE

BACKGROUND 1
2.1 BACKGROUND TO THIS REPORT 1
2.2 SCOPE OF THIS REPORT 2
2.3 BACKGROUND TO WCMIS 3

2.3.1 WCMIS - as Proposed in 197k

2.3.2 WCMIS Implementation

2.3.3 Case Data Management System (CDMS)

2.3.4 WCMIS Phase II

3.3.5 WCMIS Phase III
2.4 BACKGROUND TO IBPS 8

2.4.,1 Report on the Los Angeles County

Welfare Case Management Information

System (WCMIS), April, 1977
2.4.2 WCMIS Development Blueprint, August, 1977
2.4.3 WCMIS/IBPS Development Package, November, 1978
2.4.5 IBPS Pilot Program
2.4.6 County-wide Conversion
2.4.7 Future Development Plans



2. BACKGROUND

2.1 BACKGROUND TO THIS REPORT

In accordance with Item 5180-011-001 of the Budget
Act of 1982, Arthur Andersen & Company was awarded a contract
to develop the following deliverables for the State of
California:

(1) A report to the Legislature by January 30, 1983
on the status of the Los Angeles County Welfare Case
Management Information System and Integrated Benefit
Payment System (WCMIS/IBPS), including an assessment of
how well the project is meeting its stated objectives.

(2) A revised Feasibility Study Report (FSR) for a
Statewide Public Assistance Network (SPAN) by April 12,
1983.

This report is designed to address the first of
these deliverables.



2.2 SCOPE OF THIS REPORT

The Background Section of this report traces the
development history of WCMIS/IBPS in order to outline the
changes 1in project scope and direction that have occurred over
time. This section also outlines projects that are currently
proposed which would complete or add to the overall scope of
WCMIS/IBPS.

The Review of Current Status of WCMIS/IBPS outlines
the documentation and funding request packages which define
the stated objectives of recent development and implementation
efforts. The review then addresses the extent to which
functional, technical and cost objectives have been met.

Finally, the Review of Future Implementation Plans
addresses the extent to which remaining subsystems or
enhancements to WCMIS/IBPS are likely to be fully implemented.

In order to complete this scope of work we have both
reviewed available documentation within L.A. County as well as
interviewed the people listed above.



2.3 BACKGROUND TO WCMIS

In 1971 the Los Angeles County Board of Supervisors
instituted this project to develop a computer based system to
assist in the management and administration of the welfare
activities of Los Angeles County. Initial delays were
experienced due to changes in scope and the realization that
WCMIS development was significantly more complex than
originally anticipated.

2.3.1 WCMIS - As Proposed in 197h4

The WCMIS project objectives and goals were
defined in 1974 as follows:

"The main thrust of WCMIS is to provide a
comprehensive data base management system for all
welfare payment programs and all social services
programs. The system shall provide remote on-line
video terminal input, inquiry and updating, and
central overnight batch outputs; in addition, the
system shall enable the user to accomplish the
functions of case clearing and opening, eligibility
determination, budget calculation, warrant
preparation, expenditure controls, statistical
reporting, claim preparation, management alerts and
reporting, interfacing with other systems as
required, and processing and audit control."

The primary goals in the development of WCMIS
included the following:

- Improvement of Operation Efficiency

- Reduction of Costs

- Strengthening of Controls

- Improvement of Services to the Community

- Reduction of the Opportunity for Fraud

- Providing Flexibility for Fast Response to
Changing Legislation and Regulations

- Insuring that Public Funds are Properly and
Accurately Disbursed

- Full Realization of Reimbursement Revenue.

Original plans called for a three phase
implementation strategy:

Phase I: Confidential Index

- A data base of summary case and individual persons
data was to be developed for on-line inquiry
purposes.
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Phase II: Off-Line Case Budgeting
and Aid Payments

- Enhanced and automated systems were to be developed
for the following 1974 programs:

. Aid to Families with Dependent Children (AFDC)
« Adult Aid programs

. Cuban Refugee Program

. Food Stamps Progranm

. Social Services

. Medi-Cal

. General Relief

Phase III: On-Line Case Budgeting and
Eligibility Determination

- A prototype of an on-line system was to be developed
after Phase II was implemented.

2.3.2 WCMIS Implementation

Phase I, the Confidential Index, was
implemented in March of 1977. The term "WCMIS" has since
become synonymous with this central index data base on
UNIVAC equipment which provides summary data for active
and inactive L.A. County Welfare cases. Each case on
file includes personal data for each person associlated
with that case, aid information on each person and
administrative information such as case worker
identification.

The WCMIS data base contains data on all active
and inactive cases in L.A. County for a period of five
years. Active case data is maintained for 1.2 million
people as well as 3.5 million people that are associated
with inactive cases. Data base maintenance is performed
through various on-line and batch district inputs.
Central updates are performed daily and monthly by the
Los Angeles County data processing department. DPSS
utilizes the WCMIS data base to answer up to 75,000 daily
inquiries.

Printers are available at district offices to
enable personnel to obtain a hard copy of any WCMIS
display. ©Some batch update transactions are also entered
through these UNIVAC UTS 400 video terminals.

As implemented in 1977, and enhanced since that
time, WCMIS provides several main functions, primarily
related to case clearance, case opening, Medi-Cal
eligibility input, fraud prevention and alerts, and
clearance of inquiries about recipients:



. Case Clearance

- With the conversion of IBPS, pre-clearances are done
on each application for aid.

~ On-line inquires of the WCMIS data base are done:

. to determine if an open case already exists for
the applicant

. to obtain a case number for use on the new
facesheet

. to determine if a person applying for aid is
associated with an active segment on the WCMIS
data base.

. New Case Opening

~ New cases are opened and case numbers assigned on-
line.

. Medi-Cal Eligibility Checking

- The WCMIS index also contains data needed for
processing Medi-Cal applications.

. Fraud Prevention

- The Welfare Fraud Prevention and Investigations
Section (through use of the on-line WCMIS "fraud
flasher") indicates cases which are subject to fraud
investigation.

- The WCMIS index is used for on-line checks for
matching Social Security numbers, addresses,

telephone numbers and soundalike names.

- WCMIS nightly batch programs also check for address
or telephone number matches within or across cases.

. Clearance of Inquiries About Recipients
- Examples of this function include:

. determining the worker of record to clear
incoming mail or report listings

. determining the location and file number of a
case in response to an outside call

. general responses to telephone calls or written
requests for program information.
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The Review 1s concentrated on the recent IBPS
project, given that the basic WCMIS Central Index was
implemented in 1977. Later sections of this report address
aspects of the functional and technical status of WCMIS and
future project development plans.

2.3.3 Case Data Management System (CDMS)

CDMS was originally designed as an interim system
until WCMIS could be fully implemented. The system performs
recipient grant calculations and warrant processing for the
General Relief and Medi-Cal programs. CDMS was also developed
in order to capture uniform data for eventual update to the
WCMIS central index, and was implemented prior to the 197T
WCMIS index.

CDMS was originally run on Honeywell equipment. A
later conversion moved the General Relief and Medi-Cal
programs to UNIVAC equipment. CDMS was intended to be
replaced by new integrated benefit payment systems for Medi-
Cal and General Relief. We address the replacement of CDMS
during our assessment of future IBPS implementation plans.

2.3.4 WCMIS Phase II

This phase of WCMIS development was intended to
implement off-line case budgeting and aid payment claiming.
The major components of Phase II included:

a. Off-line Case Budgeting - To allow batch computation of
the amount of welfare grant an applicant is entitled to.

- This was automated on Honeywell equipment in the
Data Transmission (DT) systems.

b. Food Stamp System - Print Authorizations to Participate
(ATP) and reconcile issued ATP's with those used.

- This was also partially implemented as part of the
Honeywell DT system.

c. Children's Services Index - An automated index containing
information about children who are of concern to the
Social Services staff.

d. Vendor and Special Payments Case Budgeting - Provide
computerized issuance of warrants to providers of
services to welfare clients.

e. Aid Payment Claiming - Automate fiscal accounting and
reporting functions.
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2¢.3.5 WCMIS Phase III

The third phase of WCMIS development was intended to

implement on-line case budgeting and an on-line eligibility
determination prototype. The major components of this
development phase were to be:

8 e

On-line Case Budgeting and District-issued Medi-Cal cards
- provide immediate case budgeting for emergencies and
supplemental payments. Also issue Medi-Cal cards.

On-line Eligibility Determination Prototype - eligibility
data would be entered and the computer would determine
eligibility and the amount of the welfare grant if the
applicant is eligible.

Additional Notification Alerts and Reports - provide
reminders to the eligibility worker for certain
actions. Allow custom reports to be prepared using a
report generator.

Expenditure Control Reporting - automate the aid
expenditure accounting function.

Service Directories - automate the directories of

available social services in the County and make them
available for inquiries.

Although not completed as planned, certain WCMIS

Phase II and Phase III components have been incorporated in
"IBPS and other systems projects.
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2.4 BACKGROUND TO IBPS

2.401 Report on the Los Angeles County Welfare
Case Management Information System
(WCMIS), April, 1977

In December 1976, the State Department of Benefit
Payments (SDBP), directed that a study of the WCMIS project be
undertaken. The study was prompted by concern over the
delays, redirections, and cost overruns that had accompanied
the project since its inception in 1971.

The study team, composed of representatives of the
welfare programs, fiscal administration, technical EDP and
program support organizations of SDBP, made specific
recommendations after its 5 month study.

One of those recommendations stated that WCMIS
should be funded for Fiscal Year 1977/78, contigent upon the
County and SDBP reaching agreement on a project management
control plan that would include at least the following
features:

a. Specific performance criteria for the development and
implementation of future WCMIS components.

b. Funding approval for each component to be given on a
step-by-step basis after justification for the component
has been approved.

Ce Plans for elimination of reliance on both the UNIVAC and
Honeywell computers.

d. A method for funding necessary County feasibility
studies.

e. A plan for early development of WCMIS generated program
information and management reporting systems.

2.4.2 WCMIS Development Blueprint, August, 1977

DPSS then developed this WCMIS Plan after
reexamining the WCMIS priorities and goals as dictated by the
SDBP audit of WCMIS and by changes in DPSS's needs. This
outline of the major activities envisioned for the WCMIS
project was to serve as the basis for securing agreement
between SDBP and L.A. County on the overall direction of the
WCMIS project. Also contained in the Plan were projected
master schedules for implementation, manpower, and benefits.

The WCMIS Plan was divided into 4 components. The
first major component to be implemented was the Integrated
Benefit Payment System (IBPS). This component was further
broken down into 8 segments including:
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- Case Data Management System (CDMS) Direct Conversion to
UNIVAC

- Requirements Definition - IBPS

- Build Integrated Benefit Payment Baseline

- Convert AFDC and Food Stamps to IBPS

- Add Income Determination Module to IBPS

- Convert Intermediate Care (I/C), Indochinese Refugee
Resettlement (IRAP), and Cuban Refugee (CR) to IBPS

-~ Build Vendor Payment System

- Convert Boarding Homes and Institutions (BHI) and General
Relief Ineligible (GRI) to IBPS

The second component proposed integration of the
Children's Services Index (CSI) and Vendor Vacancy Control
(VVC) with WCMIS.

The third component, to be implemented after
CSI/VVC, would provide additional on-line capabilities to
WCMIS.

The fourth component included the maintenance and
enhancement activities that would have to be performed

throughout the project's life cycle due to mandated changes
and legal requirements.

2.4.3 WCMIS/IBPS Development Package, November, 1978

This 3 Volume package defined the next WCMIS
development effort following the approved September 1977 WCMIS
Development Blueprint Plan.

The Development Package included the funding request
submitted to the State for approval of the WCMIS development
alternative selected by the County. This development
alternative proposed parallel implementation of IBPS and
cs1i/vvc.

L.A. County arrived at their decision by evaluating
different alternatives against 4 major standards. These
standards are listed in order of importance:

- Followed SDBP recommendations, particularly the removal
of the Honeywell mainframes

- Shortest time to achieve DPSS savings
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- Risk vs. Success
- Staff utilization

2.4, 4 Changes in Scope and Schedule

The following is a chronological list of subsequent
changes to the scope and schedule of IBPS development.

Description Date
- State approval of IBPS/CSI/VVC. 6/29/79
- L.A. submitted a revised request to T/11/79

develop IBPS in 3 steps with expected
implementation by T7/80. This was
because of a significant loss of
technical staff in the L.A. Data
Processing Department.

First Step - AFDC/FS to be transferred
to UNIVAC

Second Step - BHI to be consolidated
into IBPS

Third Step - CDMS to be consolidated
into IBPS

CSI/VVC was to be contracted out

- Amended State approval for IBPS and 8/2L/79
withdrawal of approval for CSI/VVC,
due to intended state-wide system
plans.

~ Quarterly Report from L.A. stated L/22/80
that plans were to provide an
integrated benefit payment systenm
consisting of AFDC/FS, BHI, and
CDMS. In addition, the Honeywell
computer would be removed. LA
informed State that IBPS
implementation would be delayed
until January 1981.

- Revised L.A. IBPS schedule & costs. 12/17/80

2 month Pilot to commence 3/20/81

Full implementation of AFDC/FS on
6/81

Removal of Honeywell on 8/81

GR/MA IBPS 1/82

BHI IBPS 7/82
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- Continuing IBPS development problems May 1981
resulted in the SPAN development team
dropping IBPS as the basis of a
state-wide benefit payment system.

- Revised L.A. IBPS schedule & cost. 8/2L4/81

2 month Pilot to commence for AFDC/FS
on 12/21/81

County-wide implementation for AFDC/FS
on 2/22/82

Honeywell removal on L4/82

- Revised IBPS schedule and cost/benefit 2/12/82
analysis, supporting revised
funding request.

2 month Pilot of AFDC/FS 8/23/82

County-wide implementation of AFDC/FS
10/25/82

Honeywell to be removed 12/1/82

AFDC Foster Care 12/83

- Request for additional federal funding 3/26/82
and justification for IBPS sent to
Washington D.C. Attachments included
Executive Summary, Reasons For
Slippage and Impact If Not
Implemented.

- State Review of IBPS development plan. 5/28/82
The Review Task Force concluded that
the County had:

Identified and instituted procedures
necessary to correct the Daily
Update Program problems

Developed a finely turned workplan for
the completion of IBPS

Designed appropriate automated and
manual processes that meet all
F.A.M.I.S5 federal requirements

In addition, the task force concluded
that the County would complete IBPS
but would not meet the 10/82
county-wide implementation date,
and recommended that DSS monitor
the project as closely as possible.

- Funding request for CSI/VVC
development resubmitted. 10/20/82
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2.4.5 IBPS Pilot Program

The IBPS AFDC/FS Pilot Program began as planned on
August 23, 1982, in the Compton District office. The primary
purpose of the Pilot Program was to test IBPS in a production
environment prior to the county-wide conversion. Within the
scope of the Pilot environment, this would ensure that IBPS
could successfully process production data within a reasonable
timeframe. A secondary purpose of the Pilot was to test the
other aspects of the conversion plan including user training,
documentation, conversion programs, and conversion
procedures. Any major problems that occurred during the Pilot
could then be corrected before the county-wide conversion.

During the 2 month Pilot Program, DPD and the
Compton staff consistently reported that IBPS was running
smoothly and that user satisfaction levels were high. Only
minor modifications were made on the part of DPD to fine tune
the system in preparation for the county-wide conversion.

2.4.6 County-wide Conversion

County-wide conversion of IBPS occurred on
October 27, 1982. AFDC and Food Stamp inputs were not
processed on October 28 and 29 because of the time required to
run the conversion jobs and to generate the Confirmation
Documents. Conversion continued over the weekend with the
technical conversion being accomplished by November 1, 1982.
Distribution of all output to the 4L District offices was
completed by mid-week.

At this point, all of the major conversion steps
have been accomplished. All of the DT Master Files were
converted to IBPS during the last weekend of October. The
Daily Updates have been running smoothly since November 1.

The first Monthly Automatic was processed in Mid-November with
no problems. The Food Stamp Reconciliation programs and the

Statistical Package were run in December, and have not yet
been completely evaluated.

2.4 7 Future Development Plans

There are a number of pending WCMIS or IBPS related
development projects. These major projects are outlined
below, and are addressed in more detail in Section 4 of this
report:

Orange County WCMIS Implementation - This project 1is
scheduled to be implemented on January 17, 1983 as specified
in a contract between L.A. County and Orange County. Orange
County WCMIS implementation was mandated by the State

Legislature in 1982. L.A. County's Welfare Systems Department
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is responsible for all required programming and testing of the
interface. Orange County is responsible for installing all
additional hardware required (terminals and communications),
user training, and user conversion effort.

IBPS Foster Care - Scheduled to be implemented in
December, 1983. A request for funding has been approved by
the State and is awaiting approval by the Federal
Government. A revised cost/benefit analysis was submitted
with the request for funding. User requirements were defined
in the 1978 WCMIS Development Package and have not yet been
updated.

CSI/VVC - Scheduled to be implemented in December,
1983. A separate request for funding from Foster Care is
awaiting approval by the State and the Federal Government.
User requirements were defined in the 1978 WCMIS Development
Package and were updated in 1980.

Convert CDMS to IBPS - Tentatively scheduled to be
implemented in July, 1984. A request for funding has not been
submitted. The conversion effort will center on changing
computation modules and editing functions.

On-line Food Stamp Issuance - Approval to issue a
Request For Proposal is pending at the State level. The
system is basically stand alone and will leave the existing
Food Stamp module intact except for elimination of the
reconciliation function and the issuance of ATP's. This

project addresses the Federal requirement for Food Stamp photo
ID's.

Accounts Receivable Repayments - This function is
mandated by the Federal Government as part of the 1981 Omnibus
Budget Reconciliation Act for requirements controlling
repayment adjustments, and the timespan over which these
repayments are to be made.

WCMIS and IBPS AFDC/FS Enhancements - All requests
for enhancements have been resubmitted to the originators for
revised cost/benefit analysis. A priorities committee will
meet to decide on a schedule for implementing the requested
enhancements.
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3. REVIEW OF CURRENT STATUS

As specified in the State Request For Proposal, this
review of current WCMIS/IBPS status was to include:

- Identification of the system's implementation milestones
and performance criteria contained in the WCMIS
Feasibility Study Report, the IBPS Feasibility Study
Report, and the related documents generated during the
approval process for state and federal financial
participation.

~ Documentation of the system's progress toward meeting the
established milestones.

- Obtaining verified measurements of the system's
performance.

As outlined in Section 2, the WCMIS central index was
implemented in L.A. County in March, 1977. No specific performance
criteria were previously defined for this central index. We
address the actual performance of WCMIS in our review of current
technical status (See Section 3.L).

Given the large development and conversion effort
associated with the recent IBPS AFDC/FS project, we have
concentrated our review of current status in this area. We have
reviewed the objectives of the IBPS AFDC/FS project as defined in
the 1978 Development and the February, 1982 Revised Funding Request
Packages and outlined these in Sections 3.1 and 3.2. No specific
quantified technical performance criteria were developed as part of
these packages.

OQur reviews of current functional and technical status
are in Sections 3.3 and 3.4. We have evaluated status in terms of
the extent to which stated project objectives have been achieved.
Given the lack of quantified performance criteria and the recency
of the conversion, verified measurements of the system's
performance have generally not been available.
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3.1 1978 DEVELOPMENT PACKAGE BASELINE

The three volumes of the 1978 WCMIS/IBPS Development
Package provided the baseline objectives and justification for
the IBPS development effort.

3.1.1 Schedule and Milestones

The WCMIS/IBPS Development Master Schedule of
November, 1978 (see Figure 3.1.1) provided for parallel
implementation of the CSI/VVC and IBPS applications over a 15
month period. The Honeywell machines were to be replaced at
the end of this period with UNIVAC mainframes using UTS 40O
intelligent terminals for data entry and inquiry.
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3.1.2 Functional Requirements

Functional Design Requirements were specified for
CSI/VVC and each of the following IBPS programs:

- Aid to Families with Dependent Children (AFDC)
- Food Stamps (FS)

- Service Connected Expenses (SCE)

- Educational Training Services (ETS)

- General Relief

- Medi-Cal

- Refugee Assistance

- Child Support

- Aid to the Partially Self-Supporting Blind (APSB)
- Foster Care (BHI/GRI)

- In Home Supportive Services (IHSS)

These requirements were divided into Input,
Processing and Output related requirements. A separate
section of Future Enhancements was also included. These were
intended to be implemented after removal of the Honeywell
machines.

3.1.3 Procedural Objectives

Volume . III of the Development Package detailed
intended effects on daily procedural flows. These were
detailed by type of worker within each major program:

- AFDC/FS

- SCE/ETS

- Child Support

- BHI/GRI (Foster Care)
- APSB

- CSI/VVC

- THSS

For AFDC/FS few procedural changes were planned, the
most significant being automation of manual statistical
reports.

3.1.L Costs and Savings

The original Cost Benefit Analysis Jjustification for
the project was based on the following major areas of cost
savings or cost avoidance:

- Reduction in IBPS Department of Public Social Services
(DPSS) employee salary positions and costs of $11L4,715
per nonth after conversion. (AFDC/FS savings were
estimated at $55,676 per month and BHI Foster Care
savings at $47,813 per month).

- Reduction in CSI/VVC DPSS salaries of $1L4,061 per month
after conversion.



-5-

- Replacement of Honeywell equipment resulting in avoidance
of $106,449 per month after conversion.

- Replacement of Sycor data entry terminals with UTS L0O
video display terminals, saving $16,157 per month.

Total development and incremental operating costs of
$2,205,267 were planned to be offset by these cost savings
over a 23 month period. Ongoing monthly savings of $196,876
were expected after this time (see Figure 3.1.2).
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3.2 FEBRUARY 1982 REVISED IBPS COST/BENEFIT ANALYSIS

L.A. County DPSS revised its Cost/Benefit Analysis
for IBPS in February, 1982 in support of an additional funding
request to the State of California.

3.2.1 Schedule and Milestones

The revised timetable called for:

- AFDC/FS Pilot implementation on 8/23/82

- County-wide AFDC/FS implementation on 10/25/82

- Removal of Honeywell equipment on 12/1/82

- Implementation of Foster Care on IBPS on 12/1/83

3.2.2 Revised Costs and Savings

The revised cost Jjustification for the project was
based on the following estimated savings after conversion:

- Reductions in DPSS employee costs of $52,300 per month
after AFDC/FS conversion and additional reductions of

approximately $94,300 per month after Foster Care
conversion.

- Revised replacement costs of Honeywell equipment
resulting in avoidance of $84,624 per month (see
Attachment A).

3.2.3 IBPS Executive Summary

An Executive Summary of IBPS was attached to the
funding request which summarized the benefits of IBPS in the
areas of Workload Management and Regulatory Compliance (see
Attachment B).

Also attached was an assessment of the impact if
IBPS were not implemented. The major functional impacts were
listed as follows:

- Postponed Computer Requests
. Ten postponed maintenance requests including
compliance with the 1977 Food Stamp Rounding

requirements were to be included in IBPS.

- 8ix Planned Future Enhancements to IBPS were also
specified.

- Thirteen IBPS "Innovations" were also specified (see
Attachment C).
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Finally, a revised list of IBPS Design Requirements
and Requirements for Future Enhancements was included for
AFDC, FS and Foster Care. No changes were made to the 1978

Development Package baseline requirements in this revised
listing.



3.3 FUNCTIONAL REVIEW

The functional review of the current status of
WCMIS/IBPS addresses the following major questions:

- To what extent have the 1978 baseline functional
requirements and planned enhancements been implemented in
the conversion of IBPS AFDC/FS?

- What additional functions have been developed for WCMIS
and IBPS beyond those defined in the 1978 baseline for
AFDC/FS?

- Have all the AFDC/FS innovations and functional changes
referenced to in the February, 1982 IBPS Revised
Cost/Benefit Analysis been implemented?

- How significant have these system changes been to DPSS3
users in each of the major welfare functional areas?

- What was the magnitude and level of success of the
AFDC/FS conversion effort?

The recency of the November/December 12 82 IBPS
AFDC/FS conversion necessarily prevents verification of the
actual long term impact of this first phase of the IBPS
implementation effort.

3.3.1 Development of a Functional Matrix

We have regrouped the 1978 baseline functional
requirements for IBPS AFDC/FS into the following major
functional areas:

- Intake/Data Collection

- Eligibility Determination and Verification
- Benefit Computation

- Client Notification

- Benefit Delivery

- Case Management/Tracking

- Management Control/Reporting

- Billing and Collections

- Fraud/Audit

These functional areas were used in both the 1981
SPAN Feasibility Study Report and 1980 IBPS Overview developed
by L.A. County DPSS. They provide a convenient way of
categorizing and assessing the functional status of
WCMIS/IBPS. :

A functional Matrix (see Attachment D) details the
following for each functional area:
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- The 1978 functional requirements

- The 1978 planned enhancements

- The programs involved

- The status of implementation of each function
- The relative importance of each function

3.3.2 Analysis of Degree of Functional Implementation

Overall, the IBPS AFDC/FS project has satisfied the
original functional objectives and intentions as specified in
the 1978 Development Package and February, 1982 Revised
Funding Request Package.

Many of the 1978 planned enhancements were
incorporated into the recent development effort. These were
also listed as planned enhancements in the February, 1982
Revised Functional Matrix. Also, all thirteen IBPS
Innovations have been implemented as well as all the postponed
computer requests listed in the February, 1982 Revised Funding
Package.

The specific implementation status for each function
is indicated on the detailed Function Matrix (see Attachment
D). As can be seen, the only required functions not fully
implemented are:

- Two recent Notices of Action approved by the State in
July, 1982 were still under development.

- IBPS Statistical Reports are scheduled to be produced in
January, 1983, but it is anticipated that parallel manual
production of statistics will continue for several months
after conversion.

- Mailing lists and labels for Food Stamps have been
dropped as an IBPS function at this time.

- IBPS does not provide automatic suspension of ATP
issuance for Food Stamps when a household does not redeem

an ATP for two consecutive months.

- Matching against the County employee payroll file to
identify employees receiving public assistance has not
been implemented. All new hires are instead cleared
against the WCMIS central index.
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3.3.3 Additions to Scope

The IBPS project has implemented a substantial
number of new functional enhancements to AFDC/FS processing
over and beyond those originally defined in 1978. Many of
these changes are described either in the 1list of thirteen
IBPS Innovations referred to in the February, 1982 Revised
Funding Request (see Attachment C), or are outlined in the
introduction to the IBPS Handbook reference manual (see
Attachment E).

In addition, several additional functions or
enhancement requests have been incorporated in the recent
AFDC/FS conversion. These include:

- Compliance with the 1977 Food Stamp Amendment Act
requirements for dollars and cents rounding of calculated
amounts.

- Compliance with the 1981 Federal Omnibus Budget
Reconciliation Act requirements.

- Providing future month processing for the Food Stamp
programe.

- Providing a new list of aids authorized for each
district.

-~ Providing enhanced Food Stamp clearance and
reconciliation processing, including tracking of
duplicate issuances.

- Compliance with Edwards vs. Myers case requirements for
continued Medi-Cal payments at both the person and
separate family level.

- Enhanced processing for reimbursement claims from the
State of California. Increased accuracy of claims
results from the automation of this processing.

While these lists of innovations or enhancements are
not exhaustive, the IBPS project has provided significantly
more functional capability than was either originally
envisioned in the 1978 Development Package or the February,
1982 Revised Funding Regquest package.

3.3.4 Analysis of Functional Importance to DPSS

As indicated in Section 3.1.3 above, the 1978
Development Package baseline specified several procedural
changes which were expected to result from the IBPS AFDC/FS
project. These changes have been achieved, except for
elimination of 100% surveys of caseloads by eligibility
workers.
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No attempt was made in either the 1978 or 1982
funding packages to gquantify the impact of the IBPS functional

innovations or procedural changes in the following major
areas:

- Reducing workloads for eligibility workers.
- Reducing error rates.
- Reducing erroneous AFDC payments or Food Stamp benefits.

While impacts in these areas could have substantial
monetary impacts, several factors lie behind the failure to
define quantified objectives in these areas:

- The cost/benefit analyses in 1978 and February, 1982 were
able to justify the project without reference to benefits
in these areas.

- It would have been more difficult to gquantify these
benefits than those relating to Honeywell equipment
removal and Foster Care automation of manual processes.

- Potential problems with unions were avoided by not

attempting to define the effect on eligibility worker
workloads prior to installation.

- No requests were made at either state of federal levels
for DPSS to quantify impacts in these areas. Emphasis
was placed on "hard" dollar savings.

It is important to comment further on impacts in
these areas despite the lack of specific quantified project
objectives. Benefits in these areas again provide further
indication of the extent to which the IBPS project has
achieved its original objectives:

Impact on Workloads for Eligibility Workers

Considerable time is expected to be saved by DPSS
eligibility workers. IBPS provides several features which
impact this area:

- Fewer documents are completed by workers and AFDC/FS data
are combined on the same forms.

- The requirements to complete the WCMIS preclearance
function before completion of IBPS facesheet documents
saves wasted time in the interviewing process.
Additional time and effort is, however, required to
submit and obtain the preclearance printout.

- Workers are able to add, change, reactivate or terminate
programs with significantly less effort than previously
required.
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- The 12 months of history data provided on the new
confirmation documents reduces the amount of
recomputation of benefits by workers.

- Workers no longer have to manually prepare positive
Notices of Action. Adverse notices related to reductions
in benefits are a planned future enhancement.

The L.A. DPSS Operations Review Board and Budget and
Management Services Division personnel have indicated that
they intend to try to measure these and other IBPS impacts on
workloads in 1983. L.A. County has significantly reduced the
overall number of workers during the last several years (see
Figure 3.3.1). The IBPS AFDC/FS conversion is therefore
expected to allow continued reductions or allow management to

consolidate and improve the quality of the services provided
in these areas.
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Impact on Error Rates

IBPS AFDC/FS implementation is expected to result in
fewer errors being found in State or Federal Quality Assurance
Reviews in the following areas:

-~ Combination of input forms for AFDC and FS means that it
is more likely that workers will apply newly reported
information concurrently to both programs.

- Continuance problems should be reduced since it 1is no
longer possible to automatically terminate Food Stamps
when Public Assistance benefits are discontinued.

- Consolidation of validation and update error messages on
the confirmation document makes it significantly more
likely that these errors will be corrected by workers.

L.A. County has consistently had lower error rates
than the California or national averages. The exception has
been the Food Stamps negative case error rate which has been
more than twice the national average of 4%. The L.A. DPSS
Management Information and Evaluation Division expects that
the reduction in Food Stamps continuance problems (referred to
above) should positively impact these negative case errors.

Impact on Erroneous Payments

There appear to be some potential impacts of IBPS on
welfare fraud or error occurrence in L.A. County:

- IBPS requires that a person be aided in only one separate
family in a case.

-~ Confirmation documents are now sent to all workers
associated with a case whenever any activity affects it.

- Workers cannot modify data relating to another district
than their own.

These benefits are far less significant than those
obtained previously through implementation of the on-line
WCMIS central index. The LA DPSS Welfare Fraud Prevention and
Investigations Section estimates that the address and
telephone matching processes, together with the history kept
on the WCMIS data base and the fraud investigation "flasher",
have reduced the incidence of multiple aid fraud by an
estimated 50% in the last five years. They also estimate that
fraud currently amounts to less than 1% of the $1.4 billion of
benefits annually paid by L.A. County.
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3.3.5 Scope and Impact of AFDC/FS Conversion

As best we can determine, the IBPS AFDC/FS
implementation has proceeded extremely smoothly. The quality
of this effort is evidenced in several ways:

Magnitude of the Conversion Effort

- Over 270,000 cases were converted from the DT system to
IBPS (encompassing 8 million separate master file
records).

- The one-time conversion program was over 8,000 lines of
computer program code in size.

- It took approximately 48 hours to print all the IBPS
conversion documents, including confirmation documents
for each case printed on Xerox 9700 laser printers.

- Over 1 million sheets of paper were printed, including 75
boxes of case load reports.

- About 5,000 copies of the IBPS handbook were distributed
to users in 44 district offices.

- About 100 District Computer Liaison officers were trained

to provide direct interfacing between data processing and
district user personnel.

- Eligibility workers received about 40 hours of training
each prior to the conversion.

Compton District Office Pilot

- Users we interviewed at the Compton office were uniformly
pleased with the smoothness of the conversion and the
benefits obtained from the new system.

- Over 12,000 cases coveringiabout L0,000 persons were
converted at Compton.

- Error rejects appeared to be low for new IBPS
transactions submitted for overnight batch processing
(two out of 150 for one batch of transactions we reviewed
during our visit).

User Documentation

- Extensive high quality user documentation and training
material was developed to support the conversion.

- These included the IBPS Handbook, Supplemental
Instruction Memos and Administrative Directives
containing detailed procedures to be followed, and both
video tape and written training materials.
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Production Error Rejects

- Between October, 29 and November 15, 1982, a total of
71,905 documents were submitted to IBPS processing.
These included 10,934 Applications Worksheets, 59,538
Budget Worksheets and 1,433 Case Transfer Worksheets.

- A total of 873 documents were rejected by the IBPS

validation programs during this period (an error rate of
1.2%).

- This low error reject rate appears to have been
maintained after the first two weeks of conversion
activity although daily transaction volumes have
increased by about 50%.

User Satisfaction

The Review did not attempt to survey all district
officers or user groups to obtain an "objective'" measure of
user functional satisfaction with the new system. This would
not have been productive given the recency of the conversion,
the fact that Food Stamp reconciliation programs and
statistical reporting were only being implemented in December,
1982 or January, 1983, and the uniformly positive feedback
received from all management and staff personnel interviewed
during the review. The technical success of the
implementation efforts is further analysed in the next Section
of this report.
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3.4 TECHNICAL REVIEW

The technical review of WCMIS/IBPS addresses the
following:

. Equipment Configuration - Central

. Equipment Configuration - District Offices
. Systems Software

. Information and Processing Flows

. Assessment of Technical Performance

3.4.1 Equipment Configuration - Central

The hardware configuration currently used to run the
WCMIS/IBPS system at the Downey Data Center includes the
following (see Figure 34 L4.1):

Processors

. Sperry Univac 1100/83 with 3 central processing
units in 2 clusters

. 2 input/output units - 10 word channels, 4 block
channels, 2 byte channels

. 2 million 36-bit words memory, 32K cache memory
(high speed buffer)

Teleprocessing

. 2 DCP/LO distributed communications processors
« 2 GCS comnmunication subsystems

. 2 V77/800 minicomputers (to perform UTS L0O0-32T71
protocol matching for link to State MEDS system).

. 64 communications lines including 4 ports for remote
Job entry.

Peripherals

Disks:
. 8 8470 disk drives (716.8 million words)

. 56 8433 disk drives (1,918.7 million words)
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Tape
. 32 U36 drives (1600, 6250 bpi at 200 ips)
. 2 U20 drives (1600 bpi at 200 ips)
. 2 Ul6 drives (800, 1600 bpi at 125 ips)
Terminals
. LT U200 terminals

. 395 UTS 400 terminals arranged in 113 clusters

. 5 0770 high-speed printers (1200-2000 lpm)

. 129 0786 dot-matrix printers in clusters with UTS
LOO terminals

. 2 Xerox 9700 laser printers (via spool tape)
. 1 Xerox 1200 laser printer (not used by IBPS)
. 2 0716 card readers

. 1 0604 card punch

. 2 Data Graphics microfiche printers

This configuration is comparable to the high-end of
the Burroughs 6800/7800, Honeywell DPS 8, and IBM 303X
systems. This represents approximately a doubling of
performance over the old UNIVAC 1100/4k4 it replaced (Datapro
report of August, 1981). Capacity could be increased if
necessary by adding a fourth processor (1100/8L4). The UNIVAC
1100/83 is also upward compatible to the recently announced
1100/90 series equipment.

The approximate cost of the UNIVAC hardware
described above (excluding Xerox and Data Graphics printers)
is $16,000,000 purchase, $500,000 per month on a one-year
lease, and $95,000 per month for maintenance in either
instance.

Major systems running on this system include WCMIS,
IBPS, the Case Data Management System (CDMS), and the
Automated Child Support Evaluation System (ACSES).
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3.4.2 Equipment Configuration - District Offices

Within each district office there are one or
more UNIVAC UTS 40O terminal clusters. Each cluster
includes two to six terminals, a dual diskette drive, and
one or two printers. Each cluster is connected to the
mainframe in Downey