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Overview of the Program – Purpose, Goals, & Objectives
The purpose of this project was to improve customer service, provide ready access to information to customers, and lessen workers’ time spent on modification requests that resulted in no-change orders.  The Iowa Bureau of Collections (the Bureau) determined it was time to take a step forward to provide a tool that would assist custodial or non-custodial parents to manage their own cases.  We anticipated that if we focused on modification services, customers would be able to make more informed decisions about their cases, especially in regard to modification requests.   At the time of the grant request, workers were spending at least 30% of their time processing modification requests that didn’t fit the general criteria or that resulted in no change in the child support order.  We thought if we could clarify the criteria and allow customers to use qualifying questions and an estimator to determine their potential for modification, the result would be fewer modification requests, which in turn, would theoretically lessen the workloads for our field staff.  Finally, the Bureau was strategically planning how we might take additional steps to provide 24/7 services to our customers.  An existing Interactive Voice Response Unit (IVR) and a customer website were already available.  Expanding the website’s use by adding a changing support module seemed like a service customers would find extremely useful.

We further defined our objectives by asking customers and workers how we might clarify complex policy in the review & adjustment process.   We wanted to:

· Ensure that the qualifying questions and estimator would be easy to use.  

· Make the application process easily available to customers by offering the request form as a download from the existing customer website.  

· Use existing state staff resources so future updates and further expansion of the customer website or IVR services could be accomplished more cost effectively.  

Program Design-Key Aspects of your program

Iowa has an existing caseload of over 183,000 active cases.  At the time of the grant request, the Bureau was receiving 350-400 modification requests each month.  Generally, there are around 4000 active modification requests in process at any point in time.  We have a potential audience of approximately 366,000 participants and we have nearly 600 child support workers to manage cases and requests.  

A recently upgraded IVR allows the Bureau to survey customers and to solicit more feedback.  The IVR and the customer website are maintained by an outside vendor but are under oversight by State staff.    It is costly to make changes to the customer website because of this agreement, so it was in our best interest to utilize existing State staff resources to do the design, development, and testing of these enhancements.   During this process, we gathered information from workers about the process and learned that they received many requests that they had to deny because the order or case didn’t meet the criteria to begin a modification.  We also learned that there were a significant number of modifications we started but later learned that the change did not meet Iowa’s 20% variance threshold so we were unable to modify the order.  Once our prototype was made available, we asked parents to give us feedback and suggestions on ways we could clarify terminology.  

Evaluation

We established baseline data for evaluating our website enhancements.  Those benchmarks include:

# Calls received by SCSU (customer call center) about modification

# Modification packets sent by SCSU

# Suspension packets sent by SCSU

# Requests for modification

# Requests approved

# Requests resulting in an order

# Resulting in no change


We gathered data and compared August 2004 outcomes to August 2003 outcomes as follows:      

1.
The number of calls about modification received by the customer call center:

· 25% more requests in August 2004.

2.  
The number of modification packets sent by SCSU:

· 21% more packets sent in August 2004.

3.
The number of suspension packets sent by SCSU:

· 2% more packets sent in August 2004.

4.
The number of requests for modification:

· 11% fewer requests in August 2004 (anticipated result).

5.
The number of requests approved:

· 2% more requests approved in August 2004 (anticipated result).

6.
The number of requests resulting in an order:

· 24% more orders entered in August 2004 (anticipated result).   

7.
The number of requests resulting in no change

· 15% fewer requests resulting in no change (anticipated result).

Although we anticipated fewer calls to our customer call center (SCSU) and fewer packets being sent, we actually have seen an increase in these numbers.  We attribute much of this to factors other than the existence of the changing support module.  However, we did anticipate that we would get fewer actual requests for modification, more requests approved, more requests resulting in an order, and fewer requests resulting in no change.  Preliminary results confirmed those expectations. 

Input from the questionnaire has raised issues with the download function of the forms on the website as well as questions about satisfying arrears.  We intend to look into these issues and address them in a future project.  

Accomplishments
Customers now have 24/7 access to information about our modification processes and the ability to download request forms to complete and submit to the local child support office.  They are able to participate in the process more effectively since they can become more knowledgeable about child support policies and procedures.  Our decision to guide the customer through various questions to determine if the case qualifies for a modification helps customers decide whether or not to apply.

Although the changing support module was just implemented on June 8, 2004, we are encouraged by the outcomes so far.  Over time, we anticipate we’ll get fewer applications, a larger percentage of orders, and a lower percentage of “no change” results.   If so, our workers will be able to use their time more effectively to contribute to the goals of the IV-D program by working cases that will yield financial support to families.

Recommendations/Lessons Learned:

We learned in this project that there are many outside factors that can affect a project such as this one.  An example is the issuance of the federal regulation affecting review and adjustment, which was published in the Federal Register in May 2003.  Until this regulation change was clarified and redefined, we were unable to move forward on the development of the changing support module.  Fortunately the regulation was redefined and we could move on.   Another factor affecting our project was the four-year guidelines review that happened at the same time.  We recently received the final results of that review and are adding the necessary changes to the website.

We were able to successfully partner with Gov Connect, Inc., our existing vendor, in order to accomplish the development, testing, and implementation services to change the existing IVR & customer service website.

We are very excited about the results we have observed so far.  We will be able to better assess the effect these changes have had on our program once more time has passed and more customers have had the opportunity to browse our changing support module and to use our estimator.  In the future, we hope to further assess our ability to add interactivity to the forms so customers can fill them out online and submit them to the Bureau electronically.  

Although we experienced problems in getting time commitments from custodial and non-custodial parents to provide feedback, once we got their input it was very useful.  

We found it very hard to translate complex rules and policy into web content to make it brief and to the point.  Balancing the content by making it easy to read, yet providing the needed information, took several revisions.

Initially, we were cautious in our outreach to customers to provide further awareness of the changing support module until we could assess the impact on staff workload.  In October, the IVR will have a new message telling our customers about the information that is now available.   We look forward to additional feedback from our customers, which will allow us to measure our success and help us to improve.

Attachments:

Website screen with survey questions

Survey results
	-
	Do You Like the Changes We've Made?
	-
	
	

	
 Applying for Services 

 Changing an Order 

 Modifying an Order 

 Ending an Order 

 Forms for Changing
 Support Order 

 Child Support Guidelines 

 Child Support Estimator
 Overview 

 Child Support Estimator 

 Frequently Asked
 Questions
      Review and Adjustment
      Administrative Modification
      Cost-of-Living Alteration
      Guidelines
      Suspension 

 Back to Home 

 Survey 

 
 We recently added information to our website about changing an order. We would
 like to know what you think about our changes. Please take a few minutes to     answer the following questions. 


 1.    Was information on changing an order easy to find? 
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 2.    Was the information easy to read and understand? 
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 3.    If you used the Child Support Estimator, was it easy to use? 
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 4.    Please check one of the following: 

[image: image13.wmf]I am the person ordered to pay support.
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 5.    How can we improve our information about changing an order or the Estimator?
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Bottom of Form

Changing an Order Survey Results

	Questions
	Yes
	Somewhat
	No
	No Opinion
	No Answer

	1) Was information on changing an order easy to find?
	60%
	15%
	15%
	10%
	 0%

	 
	 
	 
	 
	 
	 

	2 ) Was the information easy to read and understand?
	55%
	25%
	10%
	10%
	0%

	 
	 
	 
	 
	 
	 

	3) If you used the Child Support Estimator, was it easy to use?
	25%
	5%
	10%
	60%
	0%

	 
	 
	 
	 
	 
	 

	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	 
	Ordered to Pay
	Ordered to Receive
	Other
	No Answer 

	4) Please check one of the following: 
	30%
	70%
	 0%
	0%

	 
	 
	 
	 
	 

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	5) How can we improve our information about changing an order or the Estimator.

	1) Maybe you could explain to a person why a man is only required to pay $50 minimum in prison and how fair it is to the woman that the man owes practically nothing while he's in prison

	2) Information on abolishing arrearages.

	3) I was wondering how would u guys really know if the child was mine even if the girl said it was and why do I have to pay child support if I don't even know that its my kid? She could say that anyone is her child and would they have to pay for child support still?

	4) Make the instructions separate from the actual order forms that need to be filed.  Estimator is OK.

	5) I was unable to download to papers to end an order so you could improve the system by mailing them to me.
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