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Abstract

Montana submits this grant application to improve and develop lien and estate recovery systems and processes for Medicaid. The long-term goal is to increase rates of collection up to 50%.  The majority of changes would be one-time system improvements to improve current manual processes.  Sustainability is projected by incorporating ongoing costs into existing budgets and minimizing additional expenses to sustain these improvements.  Specific improvement areas are outlined below and could be incorporated into one detailed effort, or as individual changes:

· Coordinate with Montana Court Administration in their efforts to implement an integrated justice system enabling automated information sharing for probate.  Transfer of information to Medicaid from the integrated justice system for case management known as “Full Court”, which will be in place for 80% of all cases by January 2008, could trigger information by case and type. This grant will allow Montana DPHHS TPL to tie into the centralized court repository and their state of the art process.

· Develop a coordinated, comprehensive approach to gathering the date of death and automating the inclusion of date of death into our eligibility systems.

· Develop an automated method to link date of death with claim data to quickly identify nursing home recipients and request personal needs account monies directly from the nursing home.  

· Develop a system to track burial accounts and link the date of death with burial account information to request any excess funds from the funeral homes.

· Develop an automated process for tracking recipients’ real property and a statewide database for property search.  Current process is done county by county.

· Analyze lien and estate recoveries pre- and post project to provide a Business Process Reengineering review. If current manual processes are automated and many current databases consolidated into one system or eligibility sub-system, the goals of total quality improvement and increased collections will be achieved and will create efficient data collection methods which can be replicated by other states.
Anticipated Benefits

1. Increased collections on estates through more timely and accurate gathering of information and the development of a comprehensive process.  If estate and personal needs account recoveries increased 10% this will result in approximately $150,000 additional recoveries per year, and when fully implemented collection rates could increase 50% or approximately $750,000.  
2. Improved tracking of real property and more timely and accurate identification of real property and filing of liens.  

3. Reduced manual procedures in the lien and estate recovery process, thereby improving the accuracy and timeliness of information gathering, and allowing employees to work on other projects that should result in increased recoveries.

4. Will have the ability to analyze the impact of changing the small estate laws on the collections for the state.

Expected budget total for this project is $601,126 for the two year period encompassing federal fiscal years 2008 and 2009.  Montana commits to sustaining these system improvements through ongoing budget processes.
Project Narrative
1. Statement of Project/Need:

This project will develop and improve current lien and estate recovery programs and systems to enhance the lien and estate recoveries for the State of Montana Medicaid operations.  In 2003, the State of Montana took over the lien and estate functions that were previously contracted to a third party.  Since taking over these functions the State has increased collections and decreased  expenses (contractor fees) while keeping the same number of staff allocated to lien and estate collections.  As a result of assuming these functions, the state has developed a variety of standalone databases to track estates and real property, and a significant number of manual processes are occurring.
In addition to the Medicaid processes for lien and estate recoveries,  this project will also coordinate with system processes recently developed and implemented by the court system to record and track critical transactions.  The Montana Legislature recently provided state funding for the court system to fully implement Full Court, an integrated justice system for case management.  This grant would allow Montana Medicaid to interface with the new centralized repository for court information for exchanges of probate information in a timely and more efficient manner.  Currently the Montana Medicaid has to search each of the 56 counties’ records, when available, for such information.
This project is needed to improve the effectiveness and efficiency of lien and estate recoveries by automating time-consuming manual processes and developing or improving systems that will ultimately greatly increase recoveries.  This will be done through assessing the effectiveness of the current processes, automating the processes that can be automated, creating a systematic way to capture data to enhance lien and estate recoveries, and increasing the amount of collections on lien and estates to return to the Medicaid program.  In order to accomplish these goals this project will undertake the following:
· Coordinate with Montana Court Administration in the ongoing efforts to implement an integrated justice system thus enabling automated information sharing for probate throughout the state.  Transfer of information from Full Court, which will be in place for 80% of all cases by January 2008, to DPHHS could trigger information by case and type. This grant will allow Montana DPHHS TPL to tie into the centralized court repository and their state of the art Global Justice System Data Model (GJSDM).
· Develop a coordinated and comprehensive approach to gathering the date of death and automating the inclusion of date of death into our eligibility systems.

· Development of an automated method to link date of death with claim data in order to quickly identify if the recipient was in a nursing home and request the personal needs account monies directly from the nursing home.  

· Develop a system to track burial accounts and link the date of death with burial account information and request any excess funds from the funeral homes.

· Develop an automated process for tracking recipients’ real property and develop a statewide database to search for property.  The current process is done county by county.

· Conduct an evaluation (Business Process Reengineering Review) of the improvements to the methods and systems used in our lien and estate recovery programs.  This will include pre- and post project implementation analysis to promote comparable quality measures and create efficient data collection in order to replicate the process for other states.

Once completed the State of Montana would have a state-of-the-art system for conducting lien and estate recoveries.  Montana would willingly share this information with other states to enhance their recoveries.
2. Project Justification:

This project will improve the efficiency and effectiveness of the lien and estate recovery programs for the State of Montana Medicaid operations.  In addition to becoming more efficient, it is anticipated that the lien and estate recovery programs will recover more money than prior years and return that money to the Medicaid program.  The specific methods are outlined below:
The Montana Court Administration has developed and is implementing a comprehensive system to be used by all counties for estate and probate filings.  Until we can gain electronic access to that new integrated justice system, we must continue to use a newspaper clipping service and paper copies of probate filings with the Court Administrator to identify estates where claims should be filed.  By coordinating information transfer from Full Court to DPHHS, the lien and estate recoveries will be enhanced through more timely identification of estates, improved identification of recipients, and having one comprehensive system to track all estates for the entire State of Montana.  Sharing information will benefit the Medicaid operations through increased collections and enhanced efficiency and will alleviate the problem of the court administration toiling with DPHHS on the manual transmission of such information.

Developing an integrated system of identifying date of death and entering that information in the eligibility system will assist the state in identifying estates and liens for collections.  Currently the date of death is reported in a variety of manners, none of which are automated or integrated with the eligibility system.  This portion of the project is to evaluate the sources of date of death and determine how to best automate the integration of this information into the eligibility system.  Not only will this enhance the lien and estate recoveries, it will also help in the proper payment of claims, buy-in, clawback, and other payments made on behalf of the recipient.  System integration and coordination will help the Montana Medicaid program on several levels.
Integrating claim information with date of death information will assist the lien and estate recovery program in its collection of personal needs accounts for nursing home recipients.  Currently, the only way to determine what nursing home a recipient resides in is to query the claim system; this query is a manual process.  By integrating the date of death with the claim information, we will be able to collect on personal needs accounts more rapidly, placing the interests of the Medicaid program foremost and before the funds are returned to the family.
Integrating the date of death information with burial account information will assist the lien and estate recovery program in collecting from burial accounts.  Currently, there is no systematic link between burial accounts and date of death.  By creating this link, the state will be able to recover monies in burial accounts that were not used for burial purposes.
Each project step listed above will improve Montana’s rate of collections and allow us to create or enhance efficient data collection, report performance data and promote quality measures.

During the eligibility process, the recipient is required to disclose any real property and the Department files real property liens where appropriate.  Currently, each county maintains a web site where property can be searched.  This is an efficient manner when the recipient discloses their property, or does not own property in a county other than the recipient’s resident county.  This project scope will include the development of a web based search tool where all counties can be searched through one inquiry.   This will improve our lien and estate collections through better identification of real property.
Conducting a thorough evaluation (Business Process Reengineering Review) and presenting a final report of the improvements to the methods and systems used in our lien and estate recovery programs will enable us to provide information on comparable quality measures and the creation of efficient and effective data collection. The state will provide pre- and post project measures to reflect their effectiveness and therefore usefulness for other states who might want to replicate processes for the benefit of Medicaid programs.
3. Project Goals/Outcomes:

The primary goal of this project is increase the numbers of identifiable lien and estate recoveries from which collections are made resulting in a 10-50% increase in total collections. The goal would be reflected in improvements in the efficiency and effectiveness of the lien and estate recovery program, and the increase in the amount collected by the lien and estate recovery program.  Specific measurable goals are outlined below:

a. Increased collections on estates through more timely and accurate gathering of information and the development of a comprehensive process.  If estate and personal needs account recoveries increased by 10% this will result in approximately $150,000 in additional recoveries per year.  When fully implemented collection rates could increase 50% or approximately $750,000 annually.  

b. Improved tracking of real property and more timely and accurate identification of real property and filing of liens.  If lien recoveries increased by only 10%, this will result in approximately $40,000 additional recoveries per year, and if recoveries increased by 50%, this would result in approximately $200,000 additional recoveries.

c. Reduced manual procedures improving the accuracy and timeliness of information gathering, and allowing employees to work on other projects that should result in increased recoveries.

d. Development of tools to analyze the impact of changing the small estate laws on the collections for the state.

e. Development of a statewide system for estate filings will result in the development of state specific standards for reporting.
4.  Estimate of Impact to Beneficiaries:

The impact of this project will be limited to those Medicaid recipients who die during the year, and their descendents.  During state fiscal year 2006 approximately 2,000 Montana Medicaid recipients died while they were receiving benefits.  Most of these deceased recipients are subject to the lien and estate recovery requirements.  It is anticipated that the number of deceased recipients will increase each year as Montana’s population continues aging in line with the national baby boomer age spans.
The State of Montana Legislature approved funding for the Court Administration to fully implement the integrated justice case management system known as Full Court.  The Court Administration has developed a deployment schedule to fully implement Full Court in all 56 counties in Montana within the next 18 months.  The focus for the first six months will be on implementing Full Court in the most populous counties by January 1, 2008, resulting in approximately 80% of the court cases being on Full Court.  During this time period when Full Court is being implemented and Montana Medicaid lien and estate recoveries are being integrated with Full Court, Montana Medicaid will be operating a hybrid system to take advantage of newly automated information and maintain the current processes until fully replaced.
Lien and estate recoveries are collected on a state-wide basis for the State of Montana.  As such, the enhancements proposed here are being considered on a state-wide basis.  This is an important distinction because the current system has several critical functions that occur at the county level, and this proposal provides for a comprehensive state-wide solution.
The solutions being developed by this project are flexible and can be implemented on a county or regional basis in the event that a state-wide solution is not practical.  They can also be implemented as individual system or electronic methods or as one integrate whole.
5.  Description of Magnitude of Transformation/System Change:

This project will analyze every aspect of the current lien and estate recovery program and revise, as appropriate, current substandard manual processes.  In addition, this project will impact the way the Department receives probate and estate information from the Court Administrator.  Finally, the project will impact the methods in which deaths of recipients are discovered and reported to the Medicaid Operations.  Below are more specifics related to the magnitude of the proposed change:
· Tying into the centralized repository for court information will transform a process that currently mandates manual review of several sources to try to find recent probates in the timely manner necessary to recover Medicaid claims. The impact will occur in how information is collected and shared.  Coordination and integration of systems and information will result in more timely and accurate information on estates and will increase the collections for the Medicaid lien and estate recovery programs.  In alleviating the time-consuming manual processes, TPL staff will have the time to develop new methods of recovery.
· The development of a comprehensive method for identification of date of death will transform this primarily manual process with multiple sources of data, into one comprehensive solution that interfaces with the Medicaid eligibility system.  Not only will this transform the way this work is performed, it will also improve the timeliness and accuracy of the data.  Furthermore, this capture of more accurate and timely date of death will also impact other payments made on behalf of the recipient.  Immediate actions taken on cases will be reflected and accounted for much more quickly than under current processes.
· Linking the date of death with claim information and burial account information will transform the way these burdensome manual tasks occur today and will result in more timely and accurate collections of personal needs accounts and burial accounts.

· The development of an electronic tool to search for property records in all 56 counties will transform the lien filing system.  By being able to search multiple data bases at one time the lien program will be able to file liens in a more timely and accurate manner.  Additionally, this will give the State of Montana a new tool to identify previously unidentified real property.
· All aspects of the lien and estate recovery programs will be analyzed pre- and post project implementation to provide a Business Process Reengineering review.  It is anticipated that if the current manual processes are automated, and that many, if not all, of the current databases consolidated into one system or a sub-system of the eligibility system, the goals of total quality improvement and increased collections will be easily achieved.
All of these changes can be replicated in other states or regions either in their entirety or on an individual basis.  The State of Montana is committed to assisting other states in the transformation of their lien and estate recovery programs.
6.  Description of Sustainability of the Project:
The scope of this project is to transform the current lien and estate program through the development of comprehensive electronic methods of data sharing through computer system enhancements.  As such, this project requires initial development and implementation of changes requiring one-time funding.  Once the system development funding is expended, the on-going costs of maintaining the programs, namely the staff currently managing the program and the costs of computer software upgrades and enhancements, will be sustainable under current budget plans.  Since the staff is currently in place, there are no additional expenses required for staffing.  The State of Montana will increase its budget to include expenses related to the on-going maintenance and enhancements of this new system.  It is anticipated that the budget will need to be increased $40,000 annually.
7.  Evaluation Plan:

The State of Montana anticipates preparing annual reports during the life of this grant and will submit these reports in accordance with the reporting requirements of the grant.  At this point in time the state anticipates submission of the reports within 90 days of the end of the Federal Fiscal Year.

Furthermore, the State of Montana commits to tracking and reporting on the continuing operations of the lien and estate recovery programs.  These reports will include, but are not limited to, the amount of collected liens, amount of collected estates, amount of collected Personal Needs Accounts (PNA), amount of collected burial accounts, the number of liens filed, the number of estate claims filed, the number of PNA requests, the number of burial account requests, the number of recipients impacted, and the staff time allocated to lien and estate recoveries. By providing these reports combined with a formal pre- and post project evaluation review, Montana will demonstrate a thorough process of evaluation.
8.  Description of Project Implementation Readiness:

The State of Montana’s readiness can best be assessed by reviewing the project timeline below:
	Task
	Due Date
	Status

	Submit grant application to CMS
	06/15/2007
	Done

	Grant awarded
	09/29/2007
	

	Develop workgroup at Medicaid and Court Administrator
	10/15/2007
	

	Issue RFP for Contractor
	12/15/2007
	

	Evaluate RFP’s and select contractor
	2/28/2008
	

	Begin pre-work assessment and high level system requirements
	3/15/2008
	

	End pre-work assessment and high level system requirements
	5/15/2008
	

	Begin detail system design
	6/1/2008
	

	End detail system design
	9/1/2008
	

	Begin system development
	9/1/2008
	

	End system development
	1/31/2009
	

	Complete system testing
	2/28/2009
	

	Implement new systems
	3/31/2009
	


Budget

Estimated budget total

The estimated budget for federal fiscal year 2008 is $301,790, and $299,336 for federal fiscal year 2009.  The total budget for the project is  $601,126.  Below are the detail calculations to support this budget.

Total estimated funding requirements for each year

	TYPE OF EXPENSE
	FFY 2008
	FFY 2009
	PROJECT TOTAL

	a. Personnel
	 $19,240 
	 $10,005 
	 $29,245 

	b. Fringe Benefits
	 $6,114 
	 $3,119 
	 $9,233 

	c. Travel
	
	
	 

	d. Equipment
	
	 $40,000 
	 $40,000 

	e. Supplies
	
	
	 

	f. Contractual
	 $249,000 
	 $219,000 
	 $468,000 

	g. Construction
	
	
	 

	h. Other
	 
	 
	 

	i. Total Direct Charges (sum of a-h)
	 $274,354 
	 $272,124 
	 $546,478 

	j. Indirect Charges
	 $27,436 
	 $27,212 
	 $54,648 

	k. TOTALS (sum of 6i and 6j)
	 $301,790 
	 $299,336 
	 $601,126 

	CALCULATIONS FOR THE ABOVE CATEGORIES
	 
	

	
	FFY 2008
	FFY 2009
	

	TPL Program Officer
	 $10,400 
	 $5,408 
	.25 FTE 12 months in 2008 and 6 months in 2009

	Lien & Estate Recovery Specialist
	 $8,840 
	 $4,597 
	.25 FTE 12 months in 2008 and 6 months in 2009

	  Subtotal - Personnel
	 $19,240 
	 $10,005 
	

	
	
	
	

	Mandatory   @ 16%
	 $3,078 
	 $1,601 
	

	Health Insurance @ $506/month
	 $3,036 
	 $1,518 
	

	  Subtotal - Benefits
	 $6,114 
	 $3,119 
	

	
	
	
	

	Equipment - server
	
	 $40,000 
	

	
	
	
	

	Pre-assessment and system requirements
	 $48,000 
	
	400 hours @ $120/hour

	Full Court integration - DPHHS
	 $60,000 
	 $60,000 
	1000 hours @ $120/hour

	Full Court integration - Court Administration
	 $6,000 
	
	40 hours @ $150/hour

	Date of Death automation and integration
	 $90,000 
	 $90,000 
	1500 hours @ $120/hour

	Real Property system development
	 $45,000 
	 $45,000 
	750 hours @ $120/hour

	Post-assessment and evaluation
	
	 $24,000 
	200 hours @ $120/hour

	  Subtotal - Contractual
	 $249,000 
	 $219,000 
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