WELFARE PEER TECHNICAL ASSISTANCE NETWORK
New York City Site Visit
JobStat: Using Data to Achieve Outcomes
December 12 — 13, 2002

Background

On December 12th-13th, 2002, the Welfare Peer Technica Assistance Network (Peer TA
Network) hosted atwo-day ste vist to the Human Resources Adminigtration (HRA) in New
York City. The purpose of the technical assistance (TA) event was to provide sx Cdlifornia
counties an opportunity to observe the city’ s innovative use of datain managing the performance
of itswefare/subsidy recipients, workers and job centers. This performance management
practice is carried out through a process entitled JobStat, which alows the city to anticipate,
track, and measure outcomes of various indicators developed by senior HRA management.

Modeled after asimilar process entitted COMSTAT implemented by the New Y ork City
Police Department to improve performance and reduce crime, JobStat was initiated in 1998 when
former New Y ork Mayor Guiliani implemented widespread reforms to the city’ s welfare system.
With this reform came the establishment of job centers that primarily provided digibility
services while promoting employment opportunities for the city’ sfinancid subsdy recipients.
Asaresult, the JobStat process was developed to address the challenges associated with
converting New Y ork City welfare centersto job centers. It also addressed the need to establish
local accountability, generate increased performance, and decentralize welfare bureaucracy.
Ultimatdly, the overal aim of the JobStat processis to discover methods for serving customers
more responsvely and effectively.

JobStat is the incorporation of data collected and processed from various sources to
create JobStat monthly reports used by HRA gaff to examine the performance of New Y ork City
job centers and their employees. During weekly meetings held at HRA headquarters, two Job
center directors, regiona managers and senior HRA gaff, indluding the agency Commissioner,
mest to discuss the performance of the centers as depicted in the monthly JobStat report.
Primarily, center directors and gppropiate staff are asked to explain improvements as well as
declines on severd performance indicators. Likewise, center directors are asked to judtify their
management decisons and outline strategies for improvements among workers. JobStat
provides job centers an opportunity to compare their performance among other centers
throughout the city. This practice has resulted in increased accountability and improved
performance throughout HRA offices.

Since its inception, the JobStat process has evolved into two additional smilar processes
implemented by HRA, entitled CenterStat and VendorStat. CenterStat is the JobStat process
brought to the center level and involves the review of recent JobStat and CenterStat reports.
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CenterStat meetings provide an opportunity for al functional areas of ajob center to come
together and discuss performance — at the worker level, group level and center-wide. Likewise,
VendorStat is used to monitor the performance of NY C vendors who provide servicesto clients.
In addition, JobStat has changed in other areas, including its specific indicators. The yearly
priority areas outlined by HRA determine performance indicators, therefore, al indicators reflect
the agency’ s current god's, mission and mandate. All measures are congruent with the
employment and sdf-sufficiency outcomes for HRA customers.

The JobStat process has generated attention from severa sources and States such as
Cdifornia. Therefore, the Peer TA Network, in collaboration with HRA gtaff, designed this TA
event with the primary aim to provide an opportunity to gather criticd information on the
background, lessons learned, evolution and future of the JobStat process. Moreover, this event
was intended to provide participants aforum for brainstorming appropriate strategies for
implementing a performance management process within their own wefare agencies, programs,
and departments. Attendees included key HRA staff and Federd TANF officias from the
Adminigration for Children and Families. Serving as TA recipients were Cdifornia State
representatives as wdl asindividuas from the following Cdifornia counties

= Alameda County = San Diego County
= Mendocino County = San Francisco County
= Riversde County = Sanidaus County

Throughout the vidit, HRA staff candidly shared their experiences, and lessons learned from
developing and implementing the JobStat process. Participants fredly raised questions and
received forthright answers, while highlighting their own agency limitationsin tracking data.

The interactive dial ogue throughout this event alowed participants to gage their capahilities,
resources, and adminigrative support for implementing asimilar process. Other components of
this TA event included an observation of actual JobStat and VendorStat meetings, atour of a
New York City job center that included a CenterStat demonstration, and discussions on severa
topicsincluding. Some of the topics discussed included:

= JobStat Background: New Y ork City’s Purposes and Plans,

= JobSta: Hearing from the Practitioners and the Development of Performance Indicators;

®  The Useof Integrated Case Management and the Implementation of a Paperless Office
System (POS);

= Approachesto JobStat |mplementation; and

®= TheNew York City Data System.

[I. Overview of Site Visit Activities

Throughout the Ste vist, TA participants were provided with an in-depth review of the
JobStat process and its many components. Participants were given a stiep-by- step account of the
implementation process that began with an observation of an actud JobStat meeting held at
HRA. Senior level HRA gaff, quaity assurance staff and regional managers met with two New
York City job center directorsto review their performance on severd indicators including:
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= Number of cases closed for earnings = Percentage of qudity reported qudified

®  Public assgancetimely rate placements

® Percentage of errors onfood stamp = Percentage of cases closed for
goplications employment receiving food stamps

= Cudomer satisfaction rate ®  Far hearing request rate

® Far hearing win rate

TA paticipants and HRA taff atentively listened as center directors presented explanations for
current performance on each indicator. In addition, the performances of both centers were
compared with region and citywide performance findings. Datafor each indicator was captured
and discussed in terms of weekly, three- month and year-to-date averages, as well as center
high/low thresholds. Center directors were asked to provide HRA staff with concrete strategies
for improving and/or maintaining quality performance that included gaff training and increased
supervison of employees, if needed.

Following the JobStat mesting, participants observed a VendorStat mesting that involved
HRA dgaff and the director aNew Y ork City vendor contracted to provide skills assessment and
placement services for HRA applicants. Aswith the JobStat meeting, the vendor’ s performance
was reviewed on indicators such as the number of placed cases, overdl retention rate, aswell as
others. The director gave details for the recent drop in placement rates and identified severd
chdlenges for his gaff including the need to become more informed. He was asked to give
specific action steps outlined to address those chalenging areas and improve performance where
needed.

Subsequent to the JobStat/V endorStat meeting observation, HRA staff provided TA
recipients with informative resources through severa presentations, including a tour of an actua
New Y ork City POSjob center and a CenterStat meeting observation. Additiona topics that
were discussed are outlined below:

JobStat Background: New York City’s Purposes and Plans

This sesson highlighted the city’ s purposes and objectives for implementing the JobStat process.
Anayss of worker performance and the examination of customers who remain on the New Y ork
City wdfarerollswere identified by HRA saff as some of the benefits and origind intent behind
JobStat implementation. Through the information presented, it became increasingly clear that

the city’ s plansfor utilizing deta as a management tool are constantly evolving, which is

primarily due to the changing nature of client needs. Moreover, asfisca resources and policies
change, the intended uses and purpose for JobStat are modified.

The Development of Performance I ndicators

Participants were given an overview of the process undertaken by HRA to develop JobStat
indicators. For agencies interested in implementing a process smilar to JobStat, presenters
outlined the systematic steps to capturing and andyzing data. They are:

Creating Indicators
= |dentify critical outcomes and processes
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= Egablish precise indicators
= Multiple overlapping for complex issues

. L ook Comprehensively
= Setgods
=  Waeghindicators
= Measure performance relaive to gods

(1. Compare
= Qvertime
= Across offices

In addition, critical needs were identified as prerequisites for successful replication and
operation of the JobStat process. They include:

= Commitment to performance measurement;
= Clearly define program godls,
= Knowledge of and accessto reliable data; and
® Dedicated staff responsble for:
- Data Compilation and Presentation
- Satidicd Andyss
- Traning

JOS Workers and POS Centers: The Impact on Integrated Case Management

This sesson focused on New York City’s utilization of Integrated Case Managers and the impact
on sarvice provison in the city’s POS job centers. HRA staff outlined factors that prompted the
agency’ s decison to implement integrated case management which resulted in changes to agency
practices, policies and culture. Participants were given an opportunity to gather feedback from
presenters regarding a variety of organizationd issues influenced by Integrated Case
Management such as worker performance, customer satisfaction , and staff morae. Agency
chalenges and corrective solutions were discussed likewise.

IvV. Participant Reactions

Participants fdt the information facilitated through this TA event was useful. They
gppreciated the leve of accountability achieved by JobStat. New Y ork City’ s organization of
digibility and employment services was identified as amodel to assst participants as they re-
examine their welfare to work contracts. The practicaity of the materid presented was
beneficid in that participants were gble to identify methods for modifying or adapting the
JobStat process to suit their agency needs and resources. Many participants felt that activities
such as job center tours, and observing customer/worker interviews at a POS increased their
understanding of the information presented. Moreover, the feedback from personsin various
staff roleswithin HRA afforded participants a candid examination of the JobStat process.

V. Next Steps
Participants identified “ next steps’ to be implemented after they returned to their
agencies/offices/programs. They include:
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VI.

(Within the next year) To include much of the JobStat data collection practicesinto
anew C-10 system currently being devel oped;

Integrate JobStat and CenterStat into current work system and practices; and
Begin using statistics to manage work results and to use the data practicaly.

Participant Evaluations
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New York City Site Visit

December 12-13, 2002

Site Visit Coordinators.... N=12

Adequately prepared you for meeting Handled the preparation, arrangements and
scheduling effectively

1 91.7%

66.7%

33.3%

Strongly Neutral Strongly Strongly Neutral Strongly
Agree Disagree Agree Disagree
Speakers....
Werethorough in the subject areas Enaged the audience and
faciliated interactive discussions
1|2 %0 1
1 1| 91.7%
) 0.0% 0.0% 0.0% 0.0%
Strongly Neutral Strongly Strongly Neutral Strongly
Agree Disagree Agree Disagree

Theinformation presented will be useful
in developing new practices/policies

66.7%

33.3%

Strongly Neutral Strongly
Agree Disagree
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VII. Participant List
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SPEAKERS

Andrew Bush

Director

U.S. Department of Health and Human Services
Administration for Children and Families
Office of Family Assistance

370 L'Enfant Promenade, SW

Washington, DC 20447

Phone: (202) 401-9275

Fax: (202) 401-4746

E-mail: abush@acf.hhs.gov

Grant Callins

Chief Program Officer

U.S. Department of Health and Human Services
Administration for Children and Families
Office of Family Assistance

370 L'Enfant Promenade, SW

5th Floor East

Washington, DC 20447

Phone: (202) 401-9275

Fax: (202) 205-5887

E-mail:  grcollins@acf.hhs.gov

Swati Desai

Executive Deputy Commissioner

Office of Program Reporting, Analysis and
Accountability

Human Resources Administration

180 Water Street

New York, NY 10038

Phone:  (212) 331-6075

Emal:  desais@hra.nyc.gov

Seth Diamond

Executive Deputy Commissioner
Human Resources Administration
180 Water Street

New York, NY 10038

Phone: (212) 331-6180
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Fax: (212) 331-6157
E-mail: diamonds@hra.nyc.gov

Verna Eggleston

Commissioner

Human Resources Administration
180 Water Street

New York, NY 10038

Phone:  (212) 331-6000

Fax: (212) 331-6214

E-mail:  egglestonv@hra.nyc.gov

Ray Garcia

Director

Concourse Job Center

1365 Jerome Avenue

Bronx, NY 10452

Phone: (718) 590-7235

Fax: (718) 590-7225

E-mal: garciara@hrs.nyc.gov

Michael Kunin

Regiona Manager FIA

Human Resources Administration
180 Water Street

New York, NY 10038

Phone: (212) 331-5615

Fax: (212) 331-4338

E-mail:  kuninm@bhra.nyc.gov

PatriciaM. Smith

First Deputy Commissioner
Human Resources Administration
180 Water Street

New York, NY 10038

Phone: (212) 331-6230

Fax: (212) 331-6214

E-mail:  smithp@hra.nyc.gov
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PARTICIPANTS

Laurel Adam

Program Manager

County of San Diego

Health and Human Services Agency
1700 Pacific Highway, W414

San Diego, CA 92101

Phone: (619) 515-6783

Fax: (619) 685-2298

E-mail: laurel.adam@sdcounty.ca.gov

Y olanda Baldovinos

Interim Director

Administration and Finance

Alameda County Socia Services Agency
1106 Madison Street

Oakland, CA 94607

Phone: (510) 271-9111

Fax: (510) 271-9108

E-mail:  ybaldovi2@co.alameda.ca.us

Dennis Boyle

Director

Riverside County

Department of Public Social Services
4060 County Circle Drive

Riverside, CA 92503

Phone:  (909) 358-3005

Fax: (909) 358-3163

E-mail: dboyle@riversidedpss.org

Sandi Brown

Program Manager

Mendocino County Department of Social Services
P.O. Box 8508

Uriah, CA 95482

Phone:  (707) 463-7800

Fax: (707) 463-7859

E-mail:  browns@mcdss.org

Joseph DeMartino

Director, Program Accountability
Human Resources Administration
180 Water Street

New York, NY 10038

Phone: (212) 331-6088

Fax: (212) 331-5997
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Joeana Carpenter

Chief

Caworks and Food Stamps Data Systems Design
Taskforce

California Department of Social Services
Research and Development Division
744 P Street, M.S. 12-57

Sacramento, CA 95814

Phone: (916) 657-3288

Fax: (916) 653-5404

E-mail: joeana.carpenter@dss.ca.gov

Don Edwards

Director

Information Services Division

Alameda County Social Services Agency
1106 Madison Street, 4th Floor

Oakland, CA 94607

Phone:  (510) 645-9350

Fax: (510) 271-9108

E-mal: dredward@co.alameda.ca.us

Dolores Heaven

Calworks (TANF) Program Director

San Francisco Department of Human Services
170 Otis Street

P.O. Box 7988

San Francisco, CA 94120

Phone: (415) 557-5151

Fax: (415) 557-5478

E-mal: dolores_heaven@ci.sf.ca.us

Lupe Michel-Guerrero

Contract Section Manager

County of San Diego

Health and Human Services Agency

1700 Pecific Highway, W290

San Diego, CA 92101

Phone:  (619) 515-6779

Fax: (619) 685-2298

E-mal:  guadalupe.michel @sdcounty.ca.gov

Suzanne Naobles

Bureau Chief

California Department of Socia Services
Employment Bureau

744 P Street

M.S. 16-33

Sacramento, CA 95814

Phone: (916) 653-7103

Fax: (916) 654-1048

E-mail:  suzanne.nobles@dss.ca.gov




Catherine Senderling

Legislative Advocate

County Welfare Directors Association of California
(DWDA)

925 L Street, Suite 1405

Sacramento, CA 95814

Phone: (916) 443-1749

Fax: (916) 443-3202

E-mal: csend@cwda.org

Jo Weber

Assistant Director of Self-Sufficiency
Department of Public Social Services

Riverside County

4060 County Circle Drive

Riverside, CA 92503

Phone:  (909) 358-3007

Fax: (909) 358-6987

E-mail: joweber@riversidedpss.org

Joanna Weissman

AMS Consultant

Human Resources Administration
180 Water Street

New York, NY 10038

Phone: (212) 331-6106

Fax: (212) 331-5997

FEDERAL PARICIPANTS

Shantel Anderson

Family Assistance Program Specialist

U.S. Department of Health and Human Services
Administration for Children and Families

26 Federa Plaza, Suite 4114

New York, NY 10278

Phone: (212) 264-2890 ext. 128

Fax: (212) 264-0013

E-mail: sanderson@acf.hhs.gov

Dr. James J. Colangelo

Children and Families Program Specialist
Administration for Children and Families

U.S. Department of Health and Human Services
26 Federal Plaza, Room 4114

New York, NY 10278

Phone: (212) 264-2890 ext.. 134

Fax: (212) 264-0013

E-mail:  jcolangelo@acf.hhs.gov

JobStat: Using Datato Achieve Outcomes

Virginia Wilson

Manager 11

Stanislaus County

Community Services Agency

P.O. Box 42

241 East Hackett Road

M odesto, CA 95353-0042

Phone:  (209) 558-3357

Fax: (209) 558-2558

E-mal: wilsovi@mail.co.stanislaus.ca.us

Tiffany Wong

Administrative Analyst

San Francisco Department of Human Services
170 Otis Street

San Francisco, CA 94103

Phone: (415) 557-5617

Fax: (415) 431-9270

E-mail: tiffany_wong@ci.sf.ca.us

Carol Wright

Manager |11

Stanislaus County

Community Services Agency

P.O. Box 42

251 East Hackett Road

Modesto, CA 95353-0042

Phone:  (209) 558-2863

Fax: (209) 558-2558

E-mail:  wrightc@mail.co.stanislaus.ca.us

John Horgjsi

TANF Program Specialist

U.S. Department of Health and Human Services
Administration for Children and Families
Office of Family Assistance

370 L'Enfant Promenade, SW

5th Floor East

Washington, DC 20447

Phone: (202) 401-5031

Fax: (202) 205-5887

E-mail:  jhorejsi@acf.hhs.gov

April Kaplan

Deputy Director

U.S. Department of Health and Human Services
Administration for Children and Families

370 L'Enfant Promenade, SW

Washington, DC 20447

Phone: (202) 401-5138

Fax: (202) 205-5887

E-mail:  akaplan@acf.hhs.gov




Louis Katz

Assistant Regional Administrator

U.S. Department of Health and Human Services
Administration for Children and Families

26 Federal Plaza

New York, NY 10278

Phone: (212) 264-2890 ext. 122

Fax: (212) 264-4881

E-mail: Ikatz@acf.hhs.gov

CONTRACT STAFF

Robin Dade

Project Coordinator

AFYA, Inc.

6930 Carroll Avenue

Suite 1000

Takoma Park, MD 20912
Phone: (301) 270-0841 ext. 217
Fax: (301) 270-3441

E-mail: rdade@afyainc.com

Chandra Robinson

Technical Assistance Coordinator
AFYA, Inc.

6930 Carroll Avenue

Suite 1000

Takoma Park, MD 20912

Phone: (301) 270-0841 ext. 215
Fax: (301) 270-3441

E-mail:  crobinson@afyainc.com

VIII. Agenda

Dennis Minkler

Program Manager-TANF & Child Care Programs
U.S. Department of Health and Human Services
Administration for Children and Families

Region I

26 Federa Plaza, Room 4114

New York, NY 10278

Phone: (212) 264-2890

Fax: (212) 264-0013

E-mail:  dminkler@acf.hhs.gov

Harry R. Day

Project Director, Welfare Peer TA Network
AFYA, Inc.

6930 Carroll Avenue

Suite 1000

Takoma Park, MD 20912

Phone: (301) 270-0841 ext. 214

Fax: (301) 270-3441

E-mail: hday@afyainc.com

Welfare Peer TA Site Visit
JobStat: Using Data to Achieve Outcomes
New York, New York
December 12-13, 2002

Thursday, December 12, 2002

8:00am.—-8:30am.

JobStat Overview

Andrew Bush, Director, Office of Family Assistance
Grant Collins, Chief of Saff, Office of Family Assistance

8:30am. —9:00am.

Wecome and I ntroductions

Andrew Bush, Director, Office of Family Assistance
Grant Collins, Chief of Staff, Office of Family Assistance

JobStat: Using Datato Achieve Outcomes




9:00 am. —12:00 Noon

12:00 p.m. — 12:30 p.m.

12:30 p.m. — 1:30 p.m.
(Working Lunch)

1:30 p.m. — 2:00 p.m.

2:00 p.m. —3:00 p.m.

Verna Eggleston, Commissioner, Human Resources
Administration

John Horgjsi, Project Officer, Welfare Peer Technical Assistance
Network

Dr. Harry Day, Project Director, AFYA, Inc.

JobStat/Vendor Stat M eeting Observation
Andrew Bush, Office of Family Assistance, Washington, DC
Grant Collins, Office of Family Assistance, Washington, DC

Site vidt participants will observe an actua JobStat meeting held
at New York City's Human Resources Administration (HRA).
Participants will watch and as Job Center Directors, Regional
Managers and HRA staff meet to review the performance of New
York City’s Job Centers and discuss improvement strategies.
Participants will receive a step-by-step account detailing the
information discussed and the anticipated next steps. A period for
guestions and answers will be made available.

Break
JobStat Background: New York City's Purposes and Plans

Patricia Smith, First Deputy Commissioner, Human Resources
Administration

Seth Diamond, Executive Deputy Commissioner FIA, Human
Resources Administration

This sesson will highlight the background behind the City's
decison to utilize data as a management tool. Staff will present
the purposes and objectives of implementing JobStat.

Break

JobStat: Hearing from the Practitionersand The Development
of Performance Indicators

Roger Jarvis. Director, Waverly Job Center

Swati Desal, Executive Deputy Commissoner, Office of Program
Reporting Andysis and Accountability

During this sesson presenters will discuss the evolution of the
JobStat process snceitsinitid implementation into other agency
tools such as VendorStat and CenterStat. A center director will
share their views on the role of JobStat, JOS (Job Opportunities
Series) within the New York City system. In addition, information
on developing JobStat measures and the database will be
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3:00 p.m. — 4:00 p.m.

4:00 p.m. — 5:00 p.m.

Friday, December 13, 2002

7:30am.

9:00 am. —11:30 am.

11:30 am. — 12:30 p.m.

presented. A demondtration of the data system will be provided as
wall.

JOSWorkers& POS Centers: The Impact on Integrated Case
M anagement

Seth Diamond, Executive Deputy Commissioner FIA, Human
Resources Administration

Michael Kunin, Regional Manager FIA, Human Resources
Administration

This overview will include areview of the POS sysem and a
discussion on the affects of Paperless Office Systems (POS)
centerson NY C's Integrated Case Management practice.

JobStat: Approachesto Implementation
Andrew Bush, Office of Family Assistance, Washington, DC
Grant Collins, Office of Family Assistance, Washington, DC

This interactive secesson will focus on the broad array of activities
and drategies tha create an environment for effective performance
management implementation. A Q&A period will be provided.

Meet for Transport to POS Center

Participants will meet in the hotd |obby to access transportation to
the Concourse POS Center for aSte vist.

Center Stat and Job Center Tour

Participants will tour the Concourse facility to observe the daily
practices of NY C's POS centers. Workers of various staff levels
will be on-hand to address programmatic questions and concerns

raised by participants.
Meeting Wrap-Up (Working Lunch)

Thistechnical assstance event will end with a debriefing of the
day and the identification of next seps. Participants will aso be
asked to provide feedback by completing event evauations for
project staff.
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