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‘DRAFT SPECIFICATIONS ENCOURBGING PLACEMENT DURING THE JOBS
PROGRAM : .
. . e B :
* - 'One of the explicit goals-of welfdre reform is to transform
. the welfare system (and the JOBS program) into one which fccuses_
" from the very first day on helping people to get and hold jobs."
To achieve this, it would be helpful to make even some relatively
" . minor changes to the JOBS program. that speclflcally encourage
placement focused act1v1t1es.v; : - ‘

One way to do thlS is o prov1de an enhanced federal match
‘for activities that specifically focus on helping JOBS
participants find and keep work. Performance standards that,
eventually affect match rates will be 1mportant but seem to be,
down the road a b1t o ‘ :

Our proposal is to offer up to 25 percent of JOBS meney tc
the states at an enhanced .federal match of 90- 100 percent (here
called "JOBS-Placement" funds) to. fund any of the follow1ng
activities: . . ,

R Placement Bonuses
. Charterlng Placement Flrms L
. SpeC1al Placement Inltlatlves

States ‘would be able to submlt as part ‘of thelr JOBS plan the’
types of activities they plan to engage in.to claim the JOBS-.
: Placement funds. The follow1ng provmdes an outllne of how' thlS
“might. work. ; S o L B

PLACEMENT BONUSES

' States would be glven the optlon to use JOBS- Placement funds
as placement bonuses to reward offices and caseworkers who are '
particularly good at placing JOBS participants in prlvate sector
jobs.. One outline for a bonus plan might be:

1y The State would recelve a $500. bonus for plac1ng any JOBS
part1c1pant in & job and getting them off"welfare
completely. The bonus would be payable in 1nstallments
S250 after three months; SSOO after six months.

“Part or all of the bonus could be repayable to the Placement"
Fund if the participant returns to welfare within the
followlng six months. '
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2)

3

4)

5)

CHARTERING PLACEMENT FIRMS

The state would have a great deal of flex1blllty in )
determining how the bonus should be paid and used.  We

" would:

- permlt states to pay a percentage dlrectly to the'
case manager’ ‘ : :

- permit states to 1nvest money in a fund that goes to
. pay for staff. development, offlce improvements,
~anything™to enhance the functlonlng ‘'of" the local JOBS
‘office : : : .

‘f-'permlt states to use the money to support thelr general“

JOBS program. s

Bonuses should be structured to reward JOb retentlon

- Example:’ SZSO when the participant has been in the job

thfee months,_the remalnlng SZSO after six. months.‘
Optionr Structure bonus to reward more dlfflcult placements

- - Example' Could reward states. 8250 for placements
. generally, but $1000 for someone with no work

experience or some other criteria. [Could allow states

to suggest crlterla for enhanced bonuses. ]
Issue: How to avoid paylng for natural dynamlcs -~ i.e.;, why
pay :bonuses when someone leaves for a. jOb who would have

left on her own?

- One'way to limit the extent of the problem is to pay
.only for placements after six months. That avoids. .
paying bdnuses in the time when the most people leave
-on thelr own.,

'Is .there a risk that states mlght encourage those about o

to leave to .stay until thé six month mark? Possible,
~ but unlikely.. If someone wants to leave welfare, it's
- doubtful the state will be able to convince them to
"stay just a few extra weeks. SO the state can get a’
bonus.

" A second option we wdluld offer is that states-would receive

enhanced JOBS-Placement funds for chartering private for-profit
and not-for-profit ‘organizations .to work with JOBS clients to
place them in private sector jobs.  Many successful welfare-to-. |
© work programs are operated by not- for profits,’ but they sometinmes
have difficulty gettlng fundlng from 8001al Service agen01es to

'expand

,,,,,
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A charterlng arrangement would work as follow3°

(1)

i

(3)

‘the lccal level

s

eThe state would offer to. "charter" private not- for- -profit

and for-profit organlzatlons to work with JOBS clients to
place them in private sector JDbS " This is“similar to '
offering contracts through an RFP, except that a charter .is.
a license to serve clients that puts the burden on the
organization to recruit its clients. Furthers charterlng
arrangements would be pay- for- performance not pay-for-

service. Service contracts generally ‘guarantee referrals to

' the contractor and guarantee some:’ level of payment

regardless of performance.. : , C e
Charters would befgrantedAby'the_JOBS program‘to entities
that méet eligibility criteria (Federal minimums plus state

~and local factors.) . Charters could be awarded
" competitively, to any organizations meeting certain-

standards, or in some other manner. poss1bly determined at

Ry

t

uChartered organizations would bé paid a fee'for finding work. .

for an eligible JOBS participant. Charters can specify

.serv1ces that the organization will deliver: work prep (if
Vsany) placement_servmces follow-up, llnkages‘to other
. agencies (child care, transportation, etc.). Charters

permit the organization to serve eligible WORK participants
and specify performance standards on which- they will be

’ . paid. These performance standards would be based on.

(4)

(5)

placement and retention measures p0831bly developed at the

:federal level

The JOBS program would verlfy the ellglblllty -of JOBS
part1c1pants for this program and provide them with a ,
“voucher" indicating eligibility and with information about
chartered programs.. Chartered placement agencies "would be-

allowed to serye any applicant wlth a'voucher:. Programs .
“would have the incentive to recruit and accept partlclpants
- because they’ would only get. pald for serving people.

A orltlcal piece of. thls model is that JOBS, programs Wlll be

requlred to ‘give all partlclpants information about
chartered placement firms in their area. The information

' provided would include success. at .placement, retentlon and

other ‘information : requlred by the. state._

This. type of arrangement glves customers (JOBS partlclpants)
choice -- by providing them w1th information about ‘and the
ability to enroll in a range of dlfferent programs aimed at
finding them work as guickly as possible. It is efficient-for’
government because it is pays only for performance. And it
guarantees that at least some organlzatlons in each state will: be,
allowed to focus exclusrvely on placement out81de the publlc JOBS‘
~structure. : . : :
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OTHER 'SPECIAL PLACEMEN‘T» INITIATWES

‘Chartering and placement bonuses are two expllclt optlons'
that we would envision outllnlng in" the statute. However, in
addition to these federally-offered options, we also envision
allowing states to propose programs projects and initiatives of
their own design that would gualify for the JOBS- Placement.
enhanced match, subject to. federal approval. These might be -

contracts with placement flrms or other bonus type setups as
‘j-long as they are placement orxented < ;

‘ States would be ellgzble to apply for the money,.up to. . a
: per state or per-project limit; as in the -CSE revolving loan
-fund. Projécts-.could run for more than one year. Funds would
also cover an” evaluation of the prOJect if appropriate. This

. would not be the equivalent of a revolving loan .fund, however,

because the .state would not be expected to.pay. the money back.
‘We would, though, like to COns1der a creative way to reward
projects that demonstrate partlcularly high levels of caseload:

. reduction - perhaps through addltlonal ellglblllty for the JOBS -
~.Placement money in future years. . - .
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DRAFT SPECIFICATIONS STATE OPTION TO DEVELOP WORK—FOR WAGES
OUTSIDE THE AFDC SYSTEM o o L e

Ratlonale

Whlle the general framework for state implementatlon of -the .
WORK program- will be established w1th1n the AFDC program, there _
is also interest in giving states the flexibility to experiment
with alternative program structures. Specifically, states will
be: given the option to establish WORK as an 1ndependent program '
- outside the welfare system -- as an employment program rather
than auwork—for—welfare~program. Under this option, individuals-
who reach_the time limit. for transitional assistance would no
“longer be entitled to cash income, but to enroll il a program
providing them with the- opportunity to work t0o earn money to

3

‘ support thelr famllles. e

This WORK- outsmde welfare optlon is prov1ded to test its
‘potential to benefit both.the participants and the state.
Participants will no longer be part of the welfare system and
subject to the hassles and problems they associate with it. The
creation of WORK as an entirely separate program will send a
clear signal that welfare has truly ended and that the :
expectations have truly changed. . States will benefit because of
the freedom and flexibility this- option provides to try simple,
creative  approaches to providing and supportlng work, without
excessive. federal regulatlon ,

This state option is ‘also valuable to the federal welfare
reform effort and to those states that do not take. the option
because it will promote experimentation and allow the program to
develop and flourish in different, ways. throughout the country.
Eventually, experience will- show what approaches are most
successful in helping- families to support themselves and to move
on to fully unsub51dlzed private sector jobs.

" Process - , i I - e

States will be expected to submit a plan for approval by the
Secretaries of HHS and Labor, detailing how the WORK program-is
"to be run. The plan must indicate either how the state intends -
to meet the requirements of Part [G? -- the WORK program] or
provide a plan for. 1mplement1ng a WORK program outside AFDC that
meets the requirements listed below . :
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Requireménts.Outside‘Standard‘WORKZRules"ii~'

States ‘have complete flex1b111ty in desmgnlng a WORK program

under this [Subsection?], so long as the program meets the

»‘1‘.} 2

3

Y

.follOW1ng requlrements and is approved by the Secretarles.

Ellq1bllltV/ADDllcatlon All lnd1v1duals who exhaust thelr
transitional assistance must bé eligible to apply to-the
WORK program either after their initial spell on. welfare or
if they leave JOBS or WORK and subsequently re-apply for
assistance and have no time left. --~States may not deny
admission into WORK for any reasons other than those:
dlscussed under 1tem o Sanctlons.

Relationship to AFDC States must close AFDC cases when
recipients reach the time limit. WORK programs under this.
[subsectlon7] may only pay part1c1pants for performance of
some, act1v1ty

Income’ States may develop a. system of compensatlon that -
mixes wages and WORK stipends. States must develop a system

‘that ensures that WORK participants who comply fully with

S

Tw



the program's rules are receiving income at least equal to
what they would: recelve were they on AFDC [plus the ‘WORK
disregard] .

-States shall have flexibility on this crlterla in the. o
interest of administrative simplicity (i.e., the 1ncome need -

not match to the penny for every case), but the, income from
full compliance :in WORK must exceed income on AFDC for a
31mllarly 31tuated family. - S _ S

”4) ,‘WORK StlpendS'

Under thls opt1on states will be allowed to pay .
part101pants WORK 'stipends when they are not 1n a WORK ass1gnment
state, t1nclud1ng job_ search JOb clhbs and 1nter1m communlty
- service, ass1gnments. . : "

, States w1ll have flElelllty in designing the stlpend o .
.system. The only requirement is that this be a pay-for- act1v1ty :
~system. There will be no underlying entltlement to a cash
‘income. : .

'5) - Wage Supplements

As part of a WORK—outside—welfarefbrogram, states would be -
allowed to develop a system of wage supplementation in place of
the present AFDC system. WORK stipends could be provided to
part-time workers either in unsub51dlzed JObS or in the, WORK
program. .

» States would be encouraged to develop an extraordlnarlly
simple system of supplements. For instance, states might match
.up to 25% of wages up to a certain level, after which the. -
supplement would phase out. States could incorporate such a.

. match into ‘a state EITC or develop other creative mechanlsms for
getting the money out. - : :

For WORK partlclpants ellglblllty for the supplement would,
be.contingent on satisfactory participation in WORK, i.e., people
suspended from NORKw-or not receiving wages would not receive
supplements. :
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Requirements/Structure Carried Over .from General WORK Rules

1) Administrative,Structure and Funding -

In 1ts plan the state w1ll'—

.?m . des1gnate any agency/offlce to run the WORK = program
- (complete flex1b111ty) : .

T T -

Te de51gnate bodles at the local level with private,.
- public, non-profit membershlp to oversee.the program-
. (as in regular WORK program)

M‘Fundlng will be prov1ded in similar fashlon to the regular
WORK program. There will be two streams of money: a capped
entitlement for overhead, and uncapped entitlement covering .
wages and stipends. As in the regular WORK program, part of

this option will be that states will be permitted to re--

channel all IV-A funds for its post transitional clients, as

"there would be no re81dual AFDC grant.

2)‘7'M1n1mum Number of "WORK Assrqnments

As in the regular WORK program states Wlll be required to
create a minimum. number of WORK ass1gnments calculated the. same

way.v

3) Eligible WORK aséidnments

‘The same rules regardlng flex1blllty 1n creatlng WORK

iassxgnments will apply in this optlon.

4) Suspen31on/Penaltles/Due Process

As part of thelr WORK plan states wxll be requlred to
outline a plan for handling 51tuatlons in which participants
.either quit or are fired from their WORK posmtlons. As with the

4general WORK framework, this plan must include graduated
‘sanctions such as suspen81on from the program for an increasing
"period of' time. However, this process should be structured to.

reflect that the state is not seeking 'to "take away" something ‘to

ez

“,; - state's IV-A funds will be re-channeled. The.difference in*

which the part1c1pant is entitled, but rather to deny eligibility.

‘or suspend them from a ‘program to whlch they were ellglble to

apply..

. _The State plan will have to 1nclude a hearlng process
through which participants will be afforded the. opportunity to

- contest deéisions,tovsuspend;them‘from the” program. This process
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will provxdé that the‘partlcrpant be allo@ed to Contlnue earning
WORK funds untll thelr case has been heard and a. final resolutlon
reache% L I S :

5) Time lelt on the WORK Proqram

+

" As with the regular WORK~program states wouid be able to

-limit the. length of tlme -a- part1c1pant spends in any one WORK — ~ - e

3331gnment.

Lo

States would be requlred to” develop a process for asse831ng
partlclpants after every two a531gnments with the option of

- returning them to the JOBS program, reauthor1z1ng continued .

participation in WORK, or suspendlng the partlclpant for failure

"to comply with the rules of the program. Detailed criteria for

these assessmehts will be required as part‘of the state plan.

Rt . . ' . N 3 . o

wOrk Support Aqencv (Optlon)

Rt

. One optlon for states in establlshlng the WORK program
1ndependently is to establish the. program .as a "Work Support
Program" desrgned to. provide support for 'low-income working
families. Through the Work Support . Office, working families
would be able to get assistance in.applying for and receiving

“food stamps, EITC, child support child care, and any other

programs designed to .helping the low-income. working poor. One -
function of the Work Support Office would be the creation and

administration of work opportunltles for those who are enrolled
_in the WORK program. : ‘ :

‘Case management services would be partlally pald for through
the JOBS program, which will now-fund after-care services for
individuals going on to unsubs1d1zed work for up to one year.

.Other administrativeée expenses for the Work Support Office would

be eligible for relmbursement through the capped wORK
entltlement. : L

S
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‘ MEMORANDUM TO WENDELL PRIMUS , DOM -
FROM: Elaine Kamarck L

RE: Legislative Specrﬁcaﬂons for: Preventmg Teen .

Pregnancy and Promoting Parental Responsibﬂity, Make :

Work Pay; Improving ¢ Government Asmstance
DATE May 19, 1994 o :

Comments on each secuon follows

1. Prevent Teen Pregnancy and Promote Parental
. Responsibility. -

" The steps listed to promote parental responsxblhty among ,
young people are among the strongest provisions in the plan. They .
send a firm message about parental respon31b1l1ty They ought to be S
well recewed by. the general pubhc | e

' 2 MakmgWorkPay = _
I am not clear about whether or not the section on child care
. -would s1mp11fy the requirements for child care’'in suchaway asto .
allow easier entrance, i.e. for welfare mothers themselves, into the
child care provider business. -Without knowing how the IV-A .
requirements differ from the CCDBG gurdehnes Ican't tell whether
 this is making the situation better or worse. The more bureaucractic
and detailed the child care regulauons the more expensive it will
become and we will end up restricting entrance to the child care .

" business from welfare mothers or grandmothers who may want to
work in thlS area. : :

3. Improvmg Government Ass1stance
e The section on IDAs is very good but it may be subject to
“some skepticism from conservatives. .In rolling out the plan we
should remind people of the front page New York Times story.a few
years ago that got a great deal of attention. An hispanic teenager
~ had saved several thousand dollars to go to college and the welfare o
. administration took it away from her because her mother was on
welfare. = .
e We did not have many drscussmns about the expansion of
AFDC in the territories. Are we sure this is politically wise?
¢ While this section does a good job of streamlining and
simplification it falls somewhat short of full scale reinvention. Much
of what needs to be remvented about the welfare system is, of
course, cultural - not statutory Nevertheless, the critical cultural
change needed to transform welfare ofﬁces from places
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preoccupled wﬂh error rates and bureaucratlc red tape to ‘places
~ preoccupied with helpmg people.solve problems, is not mentioned
“here: There ouglhit to be some option which allows states to use
performarice measures and allows them to offer incentives to front
“line employees who are especially good at helping people get and
~“Stay off welfare. The concept of incentives is in the plan fér welfa_re
_ recipients; it should- appearasomewhere for the front hne social
worker as well e e , o oo
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