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ISP Program Integrity Review

1.0 EXECUTIVE SUMMARY

BACKGROUND

The Internal Audit and Risk Management Services (IARMS) conducted areview of the
Program Integrity function of Income Security Programs (ISP) in keeping with the Audit
and Evduaion Plan. This review condituted a broad examination of management of
program integrity within 1SP, rather than a detaled file review or financid audit. The
review work was carried out between January-April 2000.

Many control mechanisms in the processing of 1SP benefits disappeared over the years
in response to downsizing and other pressures. Starting in the mid-1980s, a number of
“Working Smart” initiatives involved smplification or even dimination of control-
oriented procedures. When the ISP Redesign project was initiated in the early 1990s,
there was a view that many internal and externd control issues could be addressed by
means of control improvements provided in the course of systems sophigtication. The
concluson of Redesign, with improvements more limited than planned, left a need to
reestablish a rigorous program integrity function within ISP,

The Program Integrity function within ISP has undergone significant growth over the
past few years. The Program Integrity and Qudity Services Divison (PIQS) of ISP,
supported by regiond staff and functional units, has centra respongbility for:

fostering awareness of Program Integrity issues and principles throughout ISP,
measuring risk and detecting errors,

supporting business improvement through development of quality assessment tools
and furnishing advice; and,

developing and maintaining | SP's investigation function.

Recently, a number of initiatives to strengthen program integrity have been undertaken
on the bads of additiona funding receved. These include Controls Initiatives,
investigations and a Quadity Assurance program for the Canada Pension Plan (CPP)
Disbility.

It was timely, therefore, to assess the emerging management framework for program
integrity and identify potential areas for improvement. The review focussed on
identifying current risks and issues and identifying opportunities for improving prevention
and detection activities. Elements assessed included: functional misson and drategic
direction; responshilities and accountabilities, management information; assessng and
managing risk and investigations.
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The Program Integrity function of ISP has developed and undertaken several
initiatives that have the potential to strengthen integrity of program delivery.
Further opportunity exists, however, to:
enhance strategic integration and clarify roles, responshbilities and
accountabilities;
modify and coordinate national and regional monitoring processes to improve
management information in order to measure and strengthen accountability;
ensure follow-up to identified business improvement opportunities; and,
continue development and tracking of an effective investigations function.

MAJOR FINDINGS:

Mission, Mandate and Strategic Direction for the Program Integrity Function

Management and staff recognized the importance of program integrity. A concern
was expressed, however, that there is no explicit misson or mandate statement for
ensuring the integrity of ISP funds. Developing a cler misson datement would
a3 in gaining maximum profile and credibility for program integrity activities As
well, it would provide functionad direction and facilitate the engagement of
management across al ISP program aress.

At the time of this review, a comprehensve, integrated and strategic framework had
been lacking. Developing and communicating a broad strategic management plan
that demondrates an integration of regiond and nationd program integrity activities
in support of broad priorities and objectives would clearly establish the roles,
respongbilities, resourcing srategies, timeframes for ddiverables, desred outcome
of program integrity activities and the means for evaduating effectiveness. These are
dl inter-related eements of a sound management framework.

Responsibilities, Accountabilities and Performance Tracking

As the program integrity functiond areais expanded and evolves, involving both the
nationd and regiond levd, it would be beneficid to develop a dearer understanding
of both the PIQS divisond and regiond program integrity roles and responsibilities.

An accountability framework has not been developed which clearly defines
accountability on the part of management outsde of the program integrity functiona
area
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Random Reviews and Quality Assessment

Annua random reviews of accuracy and compliance with legidation assess overdl
performance of the benefit payment process for both Old Age Security (OAS) and
CPP. These reviews are designed to provide broad coverage of al accounts in pay
and, therefore, the sampling method results in very few “new business’ accounts
being sdlected in the sample. As aresult, these studies are limited in their vdue as a
tool to assess accuracy and risks in new gpplication processing. Timeiness of
completion of these reportsis dso an issue. Currently, this is the primary source of
management information on overal accuracy rates of |SP processng.

Currently, there are no national standardized tools or procedures for qudity control
as ameans of preventing incorrect payments and providing on-going information to
management and staff on performance. In regions participating in this review, aform
of qudity control/monitoring has, however, recently been introduced or is planned —
regions have been developing tools and processes. The auditors conclude that
development of standardized modules of monitoring tools could alow for both
nationd and regiond management reporting, while gill dlowing regions to conduct
work in specific processes tailored to their needs.

Understanding and Managing Risk

Understanding the magnitude of risks within ISP has been enhanced over the past
years with the introduction of control initiatives. However, in the opinion of the
auditors, ISP needs to ensure that there is follow-up to the findings of these
initiatives and other reviews. At the time of this review, a number of
recommendations that had been developed as a result of program integrity
initiatives, remained to be addressed with management responses. 1SP established
the Business Improvement Steering Committee (BISC) and supporting Business
Improvement Review Committee (BIRC), to set priorities and develop action plans
to address business improvement recommendations. This should provide for greater
systematic management action.

New | nvestigative Resources

This function has recently been introduced as a result of passage of Bill C-2* and
was viewed as a function under development. The chdlenge of introducing an
investigations function has been dgnificant — likedy the result of smultaneous
implementation and development of resources for the function, in the opinion of the

L Asof January 1, 1998, both the Canada Pension Plan and the Old Age Security Act were amended by
Bill C-2 to provide more effective mechanisms for the investigation of suspected benefit abuse.

Internal Audit and Risk Management Services, HRDC Page 3



ISP Program Integrity Review

auditors. Staff involved with this function highlighted the chalenge of implementing a
complex function in a reatively short timeframe. From a naiond perspective,
asymmetrica implementation in the regions continues to pose a chalenge in
providing direction and support. Staff in the investigations function viewed nationd
support as less than optima in the first year, with respect to providing timely tools
and training.

Though some regions have endeavored to track investigation activities, and start to
monitor the impact of the function, at the time of this review, there was no sysems
cgpability, on a nationd bads, for on-going monitoring of the results of this new
function. An investigation information system has, however, been developed by
NHQ, which will be implemented by regions in the coming year. Andysis of results
from this sysem, in the judgement of the audit team, will then dlow for an
asessment of “best practices’ and an improved understanding of risk areas for
fraud and abuse that can further enhance the effectiveness of this function.

RECOMMENDATIONS AND MANAGEMENT RESPONSES:

1. Recommendation

ISP should develop national and regional misson/mandate statements for ensuring
program integrity. The statements should recognize program integrity as an integrd
part of broad program priorities and as an area for which al program aress are
responsible.

Management Response

| SP agrees with this recommendation. Last fall, ISP developed and approved
mission/mandate statements to guide the program integrity function for both
NHQ and the regions. ISP fully agrees that a guiding program integrity
mission statement, and clear national and regional mandates, help to clarify
accountability for protecting payment integrity. These statements will be used
with various other mechanisms to support broad program priorities for which
all ISP program areas are responsible.

2. Recommendation

ISP should develop and communicate a srategic management plan that integrates all
program integrity activities. The plan should address broad priorities and objectives,
roles and responsibilities, resourcing strategies, timeframes for ddiverables and the
means for evauating effectiveness.
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Management Response

ISP agrees with this recommendation. The mission and mandate document
pertaining to 1SP’s program integrity functions was the first step in a
sequence of activities to better delineate a strategic plan for program integrity
priorities and accountabilities. ISP will develop a strategic management plan,
over the next several months, which outlines priority program integrity
activities, key players, roles and responsibilities, tools and resources, and
appropriate timelines. It will help optimize the integration of regional and
national program integrity activities and will provide for improved strategic
orientation, greater programwide engagement and enhanced functional
guidance.

3. Recommendation

ISP should develop clear accountabilities for management with respect to program
integrity.

Management Response

ISP agrees with this recommendation and will work to outline management
accountabilities within the context of clearer mandates, a strategic
management plan for program integrity, and a Branch quality framework.
The size and complexity of HRDC makes it a challenge to delineate distinct
and full accountability. HRDC has a network of operational delivery systems
and areas to provide functional guidance to administer the CPP and OAS
benefits. Ensuring payment integrity is a shared responsibility. HRDC is
currently reviewing accountability issues with respect to functional and
operational areas and ISP will work within the broader departmental context
on thisissue.

4. Recommendation

ISP should modify the sampling method for some nationdly led program-wide
integrity reviews, in order to provide improved information on accuracy of
processing of accounts recently put into pay.

Management Response

ISP is considering how best to produce quality indices relating to new business
processing. An options paper examining several means of carrying out new
business reviews has been prepared. The options range from a cost-neutral
approach, to an approach, which would rely upon additional funding to be
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obtained. Regardless of the option selected, 1SP acknowledges the benefits of
having better indications of the payment accuracy and risk areas for new
business.

5. Recommendation

ISP should develop national processes and tools to support regions introducing
qudity monitoring.

Management Response

ISP agrees with this recommendation. In June 2000, ISP’s Operational
Management Committee agreed to the recommendation that 1SP’s Program
Integrity & Quality Services Division develop more extensive processes and
tools to support the regions in their quality monitoring activities. The
development of these tools is well underway. To meet short-term devel opment
deadlines, additional funding is required. A longer-range deadline for
implementation could be accomplished with current resources.

As well, the Operations and Business Support Division, in association with |SP
regional processing managers, is continuing to develop a program of quality
review activities, which has already begun in some regional processing
centres.

6. Recommendation

ISP should develop a nationd performance tracking system to provide on-going
information on risks and accuracy in new application processing for al benefits.

Management Response

ISP is considering options for revising the random review process to
strengthen assessments of risks and estimates of payment accuracy for the
processing of new OAS or CPP applications. The full implementation of a
formal CPP Disability Quality Assurance program, now completed for initial
applications and reconsiderations, as well as the development of new national
and regional quality assessment tools, will provide a better sense of the
potential for tracking information. Reporting will evolve following the
implementation of these new mechanisms so that there is an increased and
more focused awareness of program performance, integrity, emerging risk
areas and trends.
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7. Recommendation

ISP should demondirate progress in addressng recommendations arising from
program integrity sudies, incduding deveoping, tracking and communicating
management responses and action plans.

Management Response

ISP agrees with this recommendation and implementation is well underway.
Potential administrative improvements identified by program integrity
random reviews and directed studies, as well as those identified by other
means, are formulated into recommendations which in turn are being referred
to a senior level business committee through Operations and Business Support
for assessment and priority-setting. ISP will ensure that business improvement
suggestions are evaluated for further development, placed in order of priority
and implemented if they are feasible.

8. Recommendation

ISP should continue the development of an effective invedtigation function with a
focus on sharing best practices and successful approaches that are evident in the
different implementation gpproaches taken by regions.

Management Response

ISP agrees with this recommendation. As the IARMS report acknowledges, it
was a challenge to implement a complex investigations function arising from
1998's Bill C-2 in such a short time frame. The Branch is committed to
strengthening its investigation function and agrees that the sharing of best
practices and successful approaches is a worthwhile endeavour. ISP has a
team in place to work towards developing support tools for investigations so
that assistance is provided with such issues as interview techniques, respecting
privacy concerns and implementing new penalty procedures. Stronger
partnerships, such as with EI's Investigations & Controls area are being
developed. As well, the Branch has recently moved to secure additional
resources for the investigation function to provide more extensive coverage
throughout the regions.

To foster the sharing of best practices, the first national conference for 1SP
Investigation Officers was held in February 2000. An ISP program integrity
web-site is being developed to also help with this objective. A reference guide
and various training materials have been issued.
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9. Recommendation

ISP should proceed with the introduction of a nationa tracking system to monitor
the results of ISP investigations. This will dlow the nationd and regiond leve to
continue to evauate the effectiveness of different approaches and identify areas for
improvemen.

Management Response

ISP agrees with this recommendation and implementation is well underway.
An information management system, called the Investigations Information
Systems (11S) has been designed and implemented to track case management
and to provide operational data to serve a variety of performance
measurement purposes. As of March 2001, the IIS system was fully
implemented in the regions. The IIS data bank will monitor the results of
investigations and help identify best practices and risk areas for fraud and
abuse.

NOTE:

It is important to recognize that this project was planned and conducted prior to the
issue of the Treasury Board Policy on Internd Audits. This review was not intended to
be an "assurance engagement” as defined by the policy. Rether, as a review, it was
desgned to primaily focus and report on identified issues and provide
recommendations for management action. The review’'s objectives, scope and
methodology are contained in Appendix A to this report.
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2.0

INTRODUCTION

The 1999-2000 Audit and Evduation Plan included a review of Income Security
Programs (ISP) program integrity. This review condtituted a broad examination of
management of program integrity within ISP, rather than a detalled file review or
financid audit. Findings, therefore, outline criticall management issues that should be
addressed in order to ensure program integrity within 1SP.

I ncome Security Programs

HRDC's Income Security Programs provide income supports to dl retired Canadians
meeting certain criteria. Pensons are provided through the Canada Pension Plan (CPP)
for those who have contributed to the plan during ther years of employment, and
through the Old Age Security (OAS) programs for al seniors, regardiess of their
participation in the workforce. CPP dso pays benefits to workers who have not
reached the age of retirement but are not able to work because of disability. In 1999-
2000 it is estimated that HRDC will have made payments of over $40 hillion in benefits
under the Canada Pension Plan and Old Age Security Programs.

Service to clients applying for 1SP benefits is provided through a number of channds.
In-person client sarvice is provided by front-line staff within HRCCs. Tdephone client
sarvice is provided to citizens through a number of telecentres across the country and
mail dlient sarviceis provided through mall processng centres in most regions. Regiond
offices are respongble for the initid processng and mantenance of the mgority of
benefit accounts. Operations a Nationd Headguarters have specific ddivery
responghility for internationa benefits (based on internationa agreements with other
countries); CPP Disability re-assessment (in the process of being decentralized), as well
as Nationd Information and Benefit Services (maintenance and management of
contributor information, adminigtration of nationa accounts, etc.).

Context of ISP Integrity Controls

Many former control mechanisms in the processing of 1SP benefits have disappeared
over the years in response to downsizing and other pressures. As one example, starting
in the mid-1980s, the need to process increasing workloads with fewer resources lead
to the introduction of “Working Smart” initiatives. A number of these resulted in
amplification or even dimination of control — oriented procedures.
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When the ISP Redesign project was initiated in the early 1990s, there was a view that
many internd and external control issues could be addressed by means of control
improvements provided through systems sophidtication. The concluson of Redesign,
with improvements more limited than planned, left a need to re-establish a rigorous
program integrity function within 1SP.

To this end, over the past few years, a number of initiatives have been undertaken on
the basis of additiond funding received to strengthen overdl program integrity and
controls.

Additional funding was secured to continue a program of Controls Initiatives, which
target specific risks and assess potential for monetary error;

The invedtigative function of ISP which was expanded by Bill C-2, which became
effectivein 1998, is currently being implemented;

A Qudity Assurance program for the CPP Disability benefit processes has been
developed and tested in response to recommendations of the Auditor Generd in a
1996 audit;

The comprehengve ISP IT renewd project also offers the opportunity to introduce
solutions to identified control issues.

Program Integrity and Quality Services (PIQS) within ISP

The Program Integrity and Qudity Services (PIQS) Divison of ISP, within the Nationa
Program Delivery Services Directorate, has centra responsibility within ISP to:

identify and measure the nature and extent of undetected payment error;

measure and control both identified and suspected digibility and entitlement risks
related to each one of Income Security Programs benefits;

prevent, detect, investigate and deter benefit abuse and fraud;
provide guidance and coordination for prosecution of crimina fraud charges,

provide recommendations for policy, systems, and procedura changes to improve
integrity of program administration and protection of statutory payments,

provide advice to senior management, the Minister, Parliament and centrdl agencies
with respect to the accurate and consistent delivery of programs.
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In fulfilling its respongbilities, PIQS undertakes a number of activities (including many of
the more recent program integrity initiatives) which include:

Random Reviews — an ongoing program of forma nationa studies which provide
the principa tools used to determine the nature and extent of undetected payment
error, and pinpoint weaknesses in program delivery where remedia action may be
required.

Controls Initiatives — a natiional program of mailouts, file reviews, and data
matches which measure and control identified and suspected risks within specific
benefit sub-populations and beneficiary profiles, offering both risk measurement and
account-level control.

Investigations — designing, implementing and developing a nationd program to
prevent, detect, investigate and deter benefit abuse and fraud, supporting the
gpplication of adminigrative pendties assessed to offenders or when gppropriate,
their prosecution under the Crimina Code of Canada

Supporting Quality Assessment — supporting other regiona and nationd
initiatives amed a measuring and improving the quaity of dient service and
adminidrative processes.

Program Integrity Performance Measurement — desgning, implementing and
developing both a performance measurement framework for program integrity and a
system of data capture and reporting to support it.

CPP Disability Quality Assurance — the desgn, development, implementation
and on-going support of a forma qudity assurance program as caled for by the
Auditor Generd in his 1996 report.

Benefit Files Analysis — the gpplication of software tools to query information
and model risk using downloads of account data contained on the OAS and CPP
Master Benefit Files in support of Investigations, Directed Studies, and ISP's

payment integrity generdly.

Supporting Continuous Improvement — presenting recommendations arising
from Random Reviews, Directed Studies and other quality assessment processes to
ISP's Busness Improvement Steering Committee which establishes priority and
respongbility for remedid and developmenta activities.

Poalicy, Systems and Procedures Development — active paticipation in ISP's
development of policy, systems and procedures for ISP, ensuring the appropriate
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condderation of integrity issues takes place on wha are often multi-disciplinary
work teams.

Special Support to the Branch and Department — in terms of briefings for the
Minigter, Senior departmentd officids, and Committees of Parliament, Minigerid
Inquiries, responses to AG and internd audits, House Cards and Media Lines
frequently required in connection with Program Integrity’ s broad enforcement role.

Program Integrity — Context and Definition of the Review

In addition to the activities undertaken by the National Program Integrity and Quality
Sarvices Divison, regions dso have gaff and, in many cases, units with functional and
operationd respongbility for program integrity initiatives and providing guidance to
regional operations.

Within ISP, nationa and regiond program integrity areas provide direction and
recommendations in the area of integrity to program managers, who have ultimate
respongility for, and discretion in, managing in accordance with nationd operationa
policy, procedures, sysems and controls. Addressing program integrity concerns
requires effective co-ordination and integration of national and regiona program integrity
aress and service ddivery activities.

Over the past few years, the “Program Integrity” function within ISP has been an area
undergoing significant growth and severa new initiatives have been added to strengthen
this aspect of ISP. It is therefore timely to assess the emerging management framework
for program integrity on a program-wide bass and identify potentid aress for
improvement. This review, while it concentrated mainly on the Program Integrity and
Qudlity Services Divison's current respongbilities and initiatives, was expanded in some
ingances to take into account operationd concerns and respongbilities in ensuring
program integrity (i.e. recent or planned implementation of operationa quality control
measures).

The focus was a the broad management level, and did not include a detailed
assessment of resource or capacity requirements in delivery of current or proposed
initiatives. Specificdly, the review objectives were to:

Identify current risks and issues in ensuring the integrity of Income Security
Programs and,

|dentify opportunities for improving prevention and detection activities,

The review’s objectives, scope and methodology are contained in Appendix A to this
report.
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3.0

FINDINGS

The following review findings focus on criticd issues within 1SP, as it continues to
develop an enhanced program integrity function, and could assst Income Security
Programsin strategic allocation of resources to best manage current and future risks.

3.1 MISSION/MANDATE FOR THE PROGRAM INTEGRITY
FUNCTION

It is generdly accepted that in order to maximize effectiveness in operationdizing a
program god such as ensuring program integrity it is essentia that a compelling overdl
misson and mandate for the function be developed and communicated. It should
describe the way this function is digned with and supports broad program priorities and
integrate dl program area responsibilities.

While management and gtaff recognized the importance of program integrity, a concern
was expressad that there is no explicit misson statement for ensuring the integrity of ISP
funds. This was viewed as an issue in gaining maximum profile and credibility for
program integrity activities, as well as in providing functiond direction to, and engaging
management across program aress. Many program integrity and operational saff
recognized a context in which responses to resource congraints (i.e. “working smart”)
and reliance on ISP Redesign had de-emphasized control and integrity requirements.
Regiond officids adso noted that having an improved, long-term, program-wide focus
for program integrity activities would provide for dignment of regiond and operationa
program integrity activities with such amisson Statement.

There was agreement that an enhanced mission/mandate for program integrity should be
elaborated which highlights:

A long-term view of program integrity;

Program integrity as supporting other broad management priorities such as
implementation of the Nationd Qudlity Inditute framework in service delivery;

Roles and responghilities of al program aress in protecting the integrity of ISP
funds,

Strategic integration of program integrity initiativesin al program aress,

Prevention and detection activities.
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At the time of this review, a consultant had been contracted to assst ISP in clarifying a
misson and mandate for the Program Integrity function, in consultation with regiona

management and program integrity staff.

Recommendation:

ISP should develop nationd and regiond missorymandate statements for ensuring
program integrity. The statements should recognize program integrity as an integra part
of broad program priorities and as an areafor which al program areas are responsible.

Management Response

ISP agrees with this recommendation. Last fall, ISP developed and approved
mission/mandate statements to guide the program integrity function for both
NHQ and the regions. ISP fully agrees that a guiding program integrity mission
statement, and clear national and regional mandates, help to clarify
accountability for protecting payment integrity. These statements will be used
with various other mechanisms to support broad program priorities for which all
ISP program areas are responsible.

3.2 STRATEGIC DIRECTION

Nationd and regiond program integrity activities now include a variety of initiatives
which have independently responded to such requirements as changing legidation,
recommendations of audit reports, and a need for improved understanding of specific
risks. In addition to nationdly directed activities, many regiona processing operaions
are in the process of introducing qudity control measures. At the time of this review, a
comprehengve and drategic framework that integrates al program integrity activities,
roles and responghilities, and results had been lacking.

Management and dtaff noted that PIQS activities have been managed largely
independently from one another to date. As aresult, in the opinion of the audit team, the
overdl draegic focus and objectives for the program integrity function have not been
evident at ether the nationa or regiond levels. This has had an impact on the degree to
which program management has seen the integrity function as strategic and relevant.

ISP now has a variety of initiatives that can be seen as contributing to ensuring program
integrity. These include:

nationdly-led evauative reviews such as random reviews and controls initiatives
(also referred to as directed reviews);
investigations, and,
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recent regiond implementation of quality assessment for benefit processing in
generd and for Disability processing in particular.
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In the auditor's opinion, it istimdy for the Program to view these activitiesin the context
of an integrated drategic program framework, possibly supporting a broader “Quality
Framework” and based in risk management principles and practices. Developing and
communicating a broad grategic management plan, which demondrates an integration
of regiona and nationa program integrity activities in support of broad priorities and
objectives, could provide for improved drategic orientation, greater program-wide
engagement, and enhanced functiona guidance to regiona management.

When discussing the need for improved srategic co-ordination of program integrity
initiatives within al areas of 1SP, regiond management highlighted the need to address
capacity concerns as part of this process. Many operationd managers noted that
meeting commitments to expand qudity control presents a chdlenge given current
resource congraints, and the need to meet service ddivery targets. In the auditor's
opinion, deveoping an integrated quaity assessment plan induding on-going and
anticipated roles and responsibilities provides a means to determine required resourcing
levels and any capacity issues in implementing such aframework.

Recommendation

ISP should develop and communicate a drategic management plan that integrates dl
program integrity activities. The plan should address broad priorities and objectives,
roles and responghilities, resourcing drategies, timeframes for ddiverables and the
means for evauating effectiveness.

Management Response

ISP agrees with this recommendation. The misson and mandate document
pertaining to ISP’ s program integrity functions was the first step in a sequence of
activities to better delineate a strategic plan for program integrity priorities and
accountabilities. ISP will develop a strategic management plan, over the next
several months, which outlines priority program integrity activities, key players,
roles and responsibilities, tools and resources, and appropriate timelines. It will
help optimize the integration of regional and national program integrity activities
and will provide for improved strategic orientation, greater programwide
engagement and enhanced functional guidance.
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3.3 ROLES, RESPONSIBLITIESAND ACCOUNTABLITIES
National — Regional Functional Roles and Responsibilities

As the program integrity functiond area is expanded and evolves, involving both the
nationad and regiona levd, the audit team concludes tha it would be beneficid to
develop a clearer understanding of both the PIQS divisona and regiona program
integrity mandates and roles. Regiond daff saw a need to darify these functiond roles
and respongibilitiesin order to strengthen working relationships.

At agenerd levd, regiond gaff characterized an optima working rdaionship with the
nationd PIQS divison as one involving nationa leadership and support of regiond
activities, broad consultation, and facilitation of inter-region communications and sharing
of best practices.

Areas in which it was suggested both the regiond and nationa role could be enhanced
included:

Responsihility for strategic planning and integration of program integrity activities,
Fostering awareness of the importance of program integrity activities;

Strengthening linkages and developing mechanisms with national program aress and
regiona operations to ensure follow-up on issues and recommendations.

Functional — Regional Operational Responsibilities/Accountabilities

Primary responsibility and accountability for identifying, assessng and reporting integrity
issues rests with management of PIQS, supported by regiond program integrity units.
PIQS is responsible for nationdly directing certain activities, such as investigations,
quaity assurance for Disability, Random Reviews and Controls Initiatives. Regiond
management, however, has ultimate responghility for, and discretion in, managing in
accordance with national operationd policy, procedures and sysems. Regiond and
operationa managers stressed that, faced with resource condraints, alocation decisons
involve balancing requirements for renewed integrity activities and meeting departmenta
speed of service standards.
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An accountability framework has not been developed which clearly defines
accountability on the part of management outside the program integrity functiond areato
ensure integrity. It is a generaly accepted, good management practice that devel opment
of such a broader accountability framework would need to be linked to a system of
appropriate results tracking.

Performance Tracking

Currently, program performance with respect to program integrity is reported, by
individud initigive, primarily & the nationd level. An example of this includes reporting
onoverall accuracy rates of the benefit payment process as a result of random reviews.
There is dso tracking of potentid error rates through specific Contrals Initiatives, which
aso report on a Return on Investment (ROI) criteriag, related to funding commitments.
These reaults are used to report to the Standing Committee on Public Accounts, the
CPP Financid Statement, Auditor Generd, central agencies and branch managemen.

The random reviews cycle measures the level and vaue of undetected error of the entire
program base, while the Disdbility Quality Assurance program will provide ongoing
information on new gpplication processing for this particular benefit. A gap exids in this
management information with respect to program-wide measures of risk and accuracy
for new agpplication processing of CPP and OAS benefits outsde Disability. Further
discusson of the Random review cycle and qudity assessment processes within ISP is
contained in the following sections of this report.

A nationd performance measurement system with respect to accuracy and risksin new
business gpplication processes would be a critical component of any enhanced program
integrity accountability framework as outlined in the review eements,

Recommendations:

ISP should develop clear accountabilities for management with respect to program
integrity.

ISP should develop a nationa performance tracking system to provide on-going
information on risks and accuracy in new gpplication processing for dl benefits.

Management Response

ISP agrees with this recommendation and will work to outline management
accountabilities within the context of clearer mandates, a strategic management
plan for program integrity, and a Branch quality framework. The size and
complexity of HRDC makes it a challenge to delineate distinct and full
accountability. HRDC has a network of operational delivery systems and areas to
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provide functional guidance to administer the CPP and OAS benefits. Ensuring
payment integrity is a shared responsibility. HRDC is currently reviewing
accountability issues with respect to functional and operational areas and ISP will
work within the broader departmental context on thisissue.

ISP is considering options for revising the random review process to strengthen
assessments of risks and estimates of payment accuracy for the processing of new
OAS or CPP applications. The full implementation of a formal CPP Disability
Quality Assurance program, now completed for initial applications and
reconsiderations, as well as the development of new national and regional quality
assessment tools, will provide a better sense of the potential for tracking
information. Reporting will evolve following the implementation of these new
mechanisms so that there is an increased and more focused awar eness of program
performance, integrity, emerging risk areas and trends.

34 REGIONAL AND NATIONAL REPORTING AND RESULTS
MONITORING

Random Reviews

PIQS directs annud random reviews of accuracy and compliance with legidation, for
both OAS and CPP, to assess overal performance of the benefit payment process and
reved the nature and extent of error. As previoudy stated, these annua reviews meet an
obligation to report externdly on overdl program performance. The random review is
designed to provide broad coverage of al accounts in pay and the sampling method
resultsin very few “new business’ accounts being sdlected in the sample. Currently, this
is the primary source of management information on overdl accuracy raes of ISP
processing.

Regiond management and program integrity staff stated that the process of completing
random reviews a the regiond levd had provided some sense of the overdl
performance of benefit processing in the region. As wdll, it had on occasion, identified
gpecific issues that were brought to the attention of processng dtaff. Regiond
management and staff confirmed, however, that these large-scde studies of al accounts
in pay are limited in their value as a tool to assess issues and risks in new gpplication
processing. Timeliness of completion of these reports was d <o cited as an issug; a the
time that the audit was conducted, the most recent reporting is of the 1997 review.
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A recent dudy by consultants (Hoffman et d) engaged by Evduation and Data
Development, also raised this issue with respect to the sampling method for the random
reviews, and noted the potentid to modify the sampling frame for some reviews in order
to gain greater information on performance and trends on “new business’.

In the opinion of the auditors, there is a need to enhance management information & the
regional and nationd level so that it includes tracking and timely reporting of the nature
and extent of any errors in new account processing. This is necessary to provide
assurance to senior management on the integrity of accounts recently put into pay, and
adso to provide operationd management with rdevant, timely information on recent
account processng. This is a component of sound management frameworks. Since the
current random review process meets a requirement to report externaly on overdl
performance, and therefore would need to be retained at least in some form, there are
resource congderations in introducing additiona reviews. The review schedule could
possibly aternate comprehensive random reviews and “ new business’ reviews.

Recommendation:

ISP should modify the sampling method for some nationally led, program-wide integrity
reviews, in order to provide improved information on accuracy of processing of
accounts recently put into pay.

Management Response

ISP is considering how best to produce quality indices relating to new business
processing. An options paper examining several means of carrying out new
business reviews has been prepared. The options range from a cost-neutral
approach, to an approach, which would rely upon additional funding to be
obtained. Regardless of the option selected, ISP acknowledges the benefits of
having better indications of the payment accuracy and risk areas for new
business.

Quality Assessment

“Working Smart” initiatives, increasng operationad workloads, and lack of resources
were dl cited as reasons for the limited leve of monitoring within ISP operations in
recent years. Currently, there are no national standardized tools or procedures for
quaity control as a means of preventing mispayments and providing on-going
information to management and staff on performance.

All regions participating in this review, a form of qudity control/monitoring has,
however, recently been introduced or is planned. This has been identified by
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management as a critica need both to ensure accuracy of benefit processng and to
provide for tracking and on-going management information on new accounts. This was
seen as an essentia part of an integrated “Quality framework”, and complementary to
the process of nationa random reviews which may detect errors on accounts at some

point after they are dready in pay.

Though there has been some sharing of information between regions wishing to
introduce a quaity monitoring process, each region has been developing its own tools
and processes. Although regions expressed a degire to retain flexibility in quaity control
procedures in order to best address locd issues, it was seen as a potential national role
to provide srategic direction and standardized tools in the area of quaity monitoring.

In the opinion of the auditors, provison and use of standardized tools would provide
condgency and dlow nationd integration of results. As wdl, continuing with
implementation of Qudlity Monitoring in regions is essentid. It ensures a Sructured
front-end review of the work of processing operations. At the regiond level, this dlows
for the identification and resolution of errors, determination of training needs; assessment
of risk areas and reporting on results.

Sound management practices indicate that it would be desirable to introduce a nationd
process and tools to support regiona quality control efforts to provide assurance at the
nationd leve that:

benefit delivery meets legidative and program requirements,

adminigrative policies and procedures are being consstently adhered to; and

risks are being identified at a nationd leve dlowing for development of management

responses at the nationa leve to national concerns (i.e. policy interpretation, training

tools etc.).
The auditors conclude that development of standardized modules of monitoring tools
could dlow for both national and regiond management reporting, while sill dlowing
regions to evauate specific process tasks and produce related management reports on
key tasks as required.

Recommendation:

ISP should develop national processes and tools to support regions introducing quality
monitoring.
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Management Response

ISP agrees with this recommendation. In June 2000, ISP's Operational
Management Committee agreed to the recommendation that 1SP’s Program
Integrity & Quality Services Division develop more extensive processes and tools
to support the regions in their quality monitoring activities. The development of
these tools is well underway. To meet short-term development deadlines,
additional funding is required. A longer-range deadline for implementation could
be accomplished with current resources. As well, the Operations and Business
Support Division, in association with ISP regional processing managers, is
continuing to develop a program of quality review activities, which has already
begun in some regional processing centres.

3.5 UNDERSTANDING AND MANAGING RISK

Understanding of risks with respect to program integrity has been enhanced over the
past years with the introduction of control initiatives. However, in the opinion of the
audit teamn, 1SP needs to ensure that there is follow-up as appropriate to the findings of
these initiatives and other reviews.

Controls Initigtives are reviews that target selected risk areas, which in the past were
often drawn from the findings of random reviews. More recently, PIQS nationaly has
engaged regiond staff in consultations to identify potential areas for sudy - regiond staff
saw this as a highly successful example of collaboration between the nationd and
regiond level. The 2000-2001 Workplan consists of 13 Controls Initiatives that were
identified from a larger number of potentiad projects. Program integrity staff noted that
resource congraints limit the number of studies that can be undertaken and the number
of follow-up and further research projects that can be conducted.

Previous projects have resulted in assessments of various risk areas, with some studies
identifying potential aress for enhanced control. Staff noted that improvement is needed
in achieving and monitoring follow-up. A number of recommendations, which have been
developed as a result of program integrity initiatives, ill remain to be addressed with
management reSponses.

At the nationd level, a management structure that should provide for greeter systemdtic
management action are the recently struck committees: the Business Improvement
Steering Committee (BISC) and its supporting Business Improvement Review
Committee (BIRC), with the mandate to set priorities, and develop action plans to
address business improvement recommendations. In the auditor's opinion, since
business improvement recommendations can involve a variety of program aress (i.e.
policy, training or regiond operations) this committee provides the opportunity to
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demondirate an integrated response to identified risks. The analyss and tracking of
outstanding issues, which has aready been initiated to support the process, provides the
dart of a necessary monitoring system with respect to outstanding issues. Management
action plans should dearly identify mitigating srategies and timeframes for resolving
outstanding issues to ensure effectiveness of controls as well as to demondrate and
communicate impact of program integrity activities.

In addition to random reviews and controls initiatives, a number of additional monitoring
and control activities such as invedigations, regiond quaity monitoring and qudity
assurance for Disability have recently been introduced. These new activities will aso
provide additional sources of information on risks and potentia business improvements.

At the regiond levd, links with operationd aress, and ensuring follow-up on issues
identified by regiond program integrity functions, was seen as an area where there was
continuing improvement. Strong two-way communication and linkages &t this leve are
dso anintegra part of strengthening program integrity, in the opinion of the auditors.

Recommendation

ISP should demondtrate progress in addressing recommendations arising from program
integrity dudies, including developing, tracking and communicating management
responses and action plans.

Management Response

ISP agrees with this recommendation and implementation is well underway.
Potential administrative improvements identified by program integrity random
reviews and directed studies, as well as those identified by other means, are
formulated into recommendations which in turn are being referred to a senior
level business committee through Operations and Business Support for assessment
and priority-setting. ISP will ensure that business improvement suggestions are
evaluated for further development, placed in order of priority and implemented if
they are feasible.

3.6 USE OF NEW INVESTIGATIVE RESOURCES

One of the sgnificant additions to program integrity activities recently has been as a
result of the implementation of Bill C-2 in 1998, which provided for greater powers in
investigating fraud and abuse in Income Security Programs. Management noted that
after funding was secured for invedtigative officers, positions were gaffed, many only in
late 1999. This function then has only recently been introduced and was viewed as a
function under development.
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The chdlenge of introducing an invedigation function has been dgnificant — in the
opinion of the auditors, likely the result of smultaneous implementation and devel opment
of resources for the function. In support of implementation, PIQS has developed a
number of tools, policies and procedures to support regions over a short timeframe,
including a work description for use in gaffing, materias to asss in development of
training plans, and a reference manua covering mgor aspects of the investigations
function.

Regions dlocated the new resources based on their individud requirements. This hasled
to a vaiety of different reporting sructures for investigations officers, and in some
ingtances investigations resources have been combined with other functions, so that
officers are fulfilling more than one role. Staff with different backgrounds and experience
have been hired into these new positions.

Staff involved with this function highlighted the chdlenge of implementing a complex
function in a rdativdy short timeframe. Staff in the invedigations function viewed
nationa support as less than optima in the firgt year, with respect to providing timely
tools and training. From a nationa perspective, the variety of reporting structures and
varying implementation of the role in regions have posed and continues to pose a
chdlenge in providing direction and support. The initid lack of a policy reated to
pendties was noted as a concern - the gpproval of such a policy, by the former
Assgant Deputy Minigter in March 2000, and its forthcoming implementation, should
addressthisissue.

After the first year of implementation, there was a need expressed by investigation
officers and regiond management to learn about, and from, the experiences of other
regions. A recent national workshop of investigation officers was seen as important in

this respect.

In many regions, it had been necessary, or was seen as a future need, to define and
communicate the roles, reponsbilities and limits, of the new function, particularly with
respect to linkages with operations. An important part of the new function is one of
two-way communication with other 1SP gtaff, both to identify potentia fraud and abuse
cases, and to provide feedback on lessons learned with regard to potentia risks for
fraud and abuse. The auditors conclude that the development of this function provides
an opportunity to significantly enhance ISP’ s understanding of risks for fraud and abuse.

Determining a “measure of success’ or performance target for this function presents
some chalenges. There is no historicd “basdling’ performance data for this function.
One possibility for a performance target is a“ return on investment” (ROI) indicator, but
gaff acknowledged that this would not capture some of the “preventative’” dimension to
this work. At the time of this review, though some regions have endeavored to track
invesigation activities, and start to monitor the impact of the function, there was no
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systems capability, on a nationa bas's, for on-going monitoring of the results of this new
function. An investigation information system has, however, been developed by NHQ,
which will be implemented by regions in the coming year. Analyss of results from this
system, in the opinion of the auditors, will then dlow for an assessment of “best
practices’ and an improved understanding of risk areas for fraud and abuse that can
further enhance the effectiveness of this function.

Recommendations:

ISP should continue the development of an effective invedtigation function with a
focus on sharing best practices and successful approaches that are evident in the
different implementation gpproaches taken by regions.

ISP should aso proceed with the introduction of a nationa tracking system to
monitor the results of 1SP investigations. This will dlow the nationd and regiond
level to continue to evauate the effectiveness of different approaches and identify
aress for improvement.

Management Response

ISP agrees with this recommendation. As the IARMS report acknowledges, it was
a challenge to implement a complex investigations function arising from 1998's
Bill C-2 in such a short time frame. The Branch is committed to strengthening its
investigation function and agrees that the sharing of best practices and successful
approaches is a worthwhile endeavour. ISP has a team in place to work towards
developing support tools for investigations so that assistance is provided with
such issues as interview techniques, respecting privacy concerns and
implementing new penalty procedures. Sronger partnerships, such as with El's
Investigations & Controls area are being developed. As well, the Branch has
recently moved to secure additional resources for the investigation function to
provide more extensive coverage throughout the regions.

To foster the sharing of best practices, the first national conference for ISP
Investigation Officers was held in February 2000. An ISP program integrity web-
site is being developed to also help with this objective. A reference guide and
various training materials have been issued.

ISP agrees with this recommendation and implementation is well underway. An
information management system, called the Investigations Information Systems
(IS has been designed and implemented to track case management and to
provide operational data to serve a variety of performance measurement
purposes. As of March 2001, the 11S system was fully implemented in the regions.
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The 11S data bank will monitor the results of investigations and help identify best
practices and risk areas for fraud and abuse.
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3.7 ADEQUACY AND EFFECTIVENESS OF CONTROLS

In identifying and assessing current broad control processes, the following eements
were judged by the audit team to be critical needs to improve control and monitoring for
|SP:

Full implementation of quality assessment for CPP and OAS processing, as well as
quality assurance for CPP disability gpplicationsin regiona operations,

Expanding management information to include improved tracking and reporting a
the national and regiond level of accuracy in new application processing;

Ensuring follow-up when a requirement for improvement to policies, control
procedures or systemsis identified by program integrity initiatives.

ISP s primary source of comprehensive information on the adequacy and effective of
overdl controlsisthe Random Review process. Certain controls are assessed further
through Controls Initiatives. The CPP Disability Quaity Assurance process will soon
provide current information on this particular benefit. In order to develop an enhanced,
integrated reporting framework, certain issues require attention in the judgement of the
audit teem. The following table identifies key issues rdaed to reliable management
information that should be addressed to ensure effective decision-making.

Internal Audit and Risk Management Services, HRDC Page 27



ISP Program Integrity Review

Summary of Risks, | ssues and Recommendations for I mprovement

Program Integrity/Monitoring
and Control Activities

Assessment of Risks/l ssues

Recommended I mprovements

Random Reviews

Studies do not provide timely information on
accuracy and risksin “ new business’
processing

Modify the sampling method for some nationally led,
program-wide integrity reviews. This would provide
improved information on accuracy of processing of
accounts recently put into pay while still maintaining the
necessary information for external reporting purposes.

Controls Initiatives

Recommendations for business improvements
identified in previous studies remain to be
addressed.

Demondtrate progress in addressing recommendations
arising from program integrity studies, including tracking
and communicating management responses and action
plans.

Qudlity Monitoring/Control National processes and tools supporting regional | ldentify and prioritize needs and develop national

- National implementation of quaity control initiatives are processes and tools to support regions introducing quality
lacking. A gap in nationa reporting exists with monitoring.
regard to results of quality control measures.

- Regional Regions in the process of independently Development of standardized modules of monitoring tools
implementing quality control initiatives — any could alow for both national and regional management
current reporting is at aregiona leve. Thisdoes | reporting, while still alowing regions to evauate specific
not alow for consistency and roll-up of nationa | process tasks and produce related management reports on
information. key tasks as required.

Invetigations Function is being developed, currently limiting the | Proceed with introduction of a nationd tracking system to

capacity to track impact of function and analyze
the areas of high risk for fraud and abuse

monitor the results of 1SP investigations. Analysis of
results from this system will then allow for an assessment
of best practices and an improved understanding of risk
areas for fraud and abuse that can further enhance the
effectiveness of this function.
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APPENDIX A

REVIEW OBJECTIVES

The focus of this review was a the broad management level, and did not include a detailed
assessment of resource or capacity requirements in delivery of current or proposed initiatives.
Specifically, the review objectives were to:

Identify current risks and issues in ensuring the integrity of Income Security Programs and;
Identify opportunities for improving prevention and detection activities.

REVIEW SCOPE
Preiminary Survey

A preliminary survey phase explored risk/issue areas, from a broad program management
perspective, through interviews with PIQS officids. This study included the following
dements Mandaie/Misson; Program Strategy; Accountsbilities, Reporting and Risk
Assessment Processes.

. Review

Assessng the same dements asin the preiminary survey phase, the review further examined
the following dements

Program Goals and Strategy

Program mission/mandate and strategic direction
Clarity of objectives

Accountability and Reporting

Functiona and regiond roles

Responsihilities and accountabilities for ensuring program integrity
Regiond reporting/reviews

National co-ordination and monitoring of results

Use of new investigative resources

Understanding and Managing Risk
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Risk assessment and appropriateness of current control processes and monitoring.
REVIEW METHODOLOGY

The review examined issues from both a nationa and regiona perspective, including discussons
with regiond ISP saff outsde program integrity functional aress. The review, conducted at
Nationd Headquarters and in Ontario, Quebec, PEI, BC, and Saskatchewan (including
Winnipeg processing operations), involved:

Interviews with both NHQ management and regionad management and staff
Examination of relevant documentation
Andyss of information

A detailed andysis of resource requirements or capacity issues was not within the scope of this
review. However, in indances where capacity concerns were raised in the context of other
review elements, the review team noted these.
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INCOME SECURITY PROGRAMS

IARMSPROJECT No. 430/99: PROGRAM INTEGRITY REVIEW

FOLLOW-UP STATUS REPORT

APPENDIX B

IARM S Recommendation

Corrective Action Planned and/or Taken

Status

Contact Person

1. ISP should develop national and regional
mission/mandate statementsfor ensuring
program integrity. The statements should
recognize program integrity asan integral
part of broad program prioritiesand asan
areafor which all program areasare
responsible.

| SP agrees with thisrecommendation. Last Fall, ISPin
consultation with the regions devel oped and approved
mission/mandate statements to guide the program
integrity function. 1SPfully agreesthat aguiding
program integrity mission statement, and clear national
and regional mandates, help to clarify accountability for
protecting payment integrity. These statementswill be
used with various other mechanismsto support broad
program priorities for which all ISP program areas are
responsible.

Completed November 2000

Rod Kline
ISP
957-3466
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IARM S Recommendation Corrective Action Planned and/or Taken Status Contact Person
2. ISP should develop and communicate a I SP agrees with this recommendation. The mission and On schedule Rod Kline
strategic management plan that integrates mandate document pertaining to ISP’ s program integrity for ISP
all program integrity activities. Theplan functions was the first step in a sequence of activities November, 2001 957-3466
should addressbroad prioritiesand to better delineate a strategic plan for program integrity
objectives, rolesand responsibilities, priorities and accountabilities. 1SPwill develop a
resourcing strategies, timeframesfor strategic management plan, over the next several
deliverablesand the meansfor evaluating months, which outlines priority program integrity
effectiveness. activities, key players, roles and responsibilities, tools
and resources, and appropriate timelines. 1t will help
optimize the integration of regional and national
program integrity activities and will provide for
improved strategic orientation, greater program-wide
engagement and enhanced functional guidance.
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IARM S Recommendation

Corrective Action Planned and/or Taken

Status

Contact Person

3. ISP should develop clear accountabilitiesfor
management with respect to program

integrity.

I SP agrees with this recommendation and will work to
outline management accountabilities within the context
of clearer mandates, a strategic management plan for
program integrity, and a Branch quality framework. The
size and complexity of HRDC makesit achallengeto
delineate distinct and full accountability. HRDC hasa
network of operational delivery systems and areas to
provide functional guidance to administer the CPP and
OAS benefits. Ensuring payment integrity isashared
responsibility. HRDC is currently reviewing
accountability issues with respect to functional and
operational areas and | SPwill work within the broader
Departmental context on thisissue.

Dependent on broader
ISP/HRDC accountability

Rod Kline
ISP
957-3466
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IARM S Recommendation

Corrective Action Planned and/or Taken

Status

Contact Person

4. |SP should modify the sampling method for
some nationally led program-wideintegrity
reviews, in order to provideimproved
information on accuracy of processing of
accountsrecently put into pay.

ISP is considering options for producing quality indices
relating to new business processing. An options paper
examining several means of carrying out new business
reviews has been prepared. Approachesrange from a
cost-neutral option to an option that would rely upon
additional funding to be obtained. Regardless of the
option selected, | SP acknowledges the benefits of
having better indications of the payment accuracy and
risk areas for new business.

Decision on options
by May 2001

Michael Kidd
ISP
954-9933

Rod Kline
ISP
957-3466
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IARM S Recommendation

Corrective Action Planned and/or Taken

Status

Contact Person

5.

| SP should develop national processesand
toolsto support regionsintroducing quality
monitoring.

I SP agrees with this recommendation. In June, 2000,
ISP’'s Operational Management Committee agreed to the
recommendation that | SP’s Program Integrity & Quality
Services Division develop more extensive processes
and toolsto support the regionsin their quality
monitoring activities. The development of these tools
iswell underway. To meet short-term development
deadlines, additional funding isrequired. A longer-
range deadline for implementation could be
accomplished with current resources.

Aswell, the Operations and Business Support Division,
in association with ISP regional processing managers, is
continuing to develop a program of quality review
activities, which has already begun in some regional
processing centres.

Work is underway
(phased i mplementation)

Work is underway

Rod Kline
ISP
954-3466

Sharon Shanks
ISP
954-4154
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IARM S Recommendation

Corrective Action Planned and/or Taken

Status

Contact Person

6. ISP should develop a national performance
tracking system to provide on-going
information on risksand accuracy in new
application processing for all benefits.

ISP is considering options for revising the random
review process to strengthen assessments of risks and
estimates of payment accuracy for the processing of
new OAS or CPP applications. Thefull implementation
of aformal CPP Disability Quality Assurance program,
now completed for initial applications and
reconsiderations, aswell asthe development of new
national and regional quality assessment tools, will
provide a better sense of the potential for tracking
information. Reporting will evolve following the
implementation of these new mechanisms so that there
isan increased and more focused awareness of program
performance, integrity, emerging risk areas and trends.

Optionsto be decided upon
by May, 2001

Michael Kidd
ISP
954-9933

Rod Kline
ISP
957-3466

Internal Audit and Risk Management Services, HRDC

Page B-6



ISP Program Integrity Review

IARM S Recommendation

Corrective Action Planned and/or Taken

Status

Contact Person

7. 1SP should demonstrate progressin
addressing recommendationsarising from
program integrity studies, including
developing, tracking and communicating
management responses and action plans.

I SP agrees with this recommendation and
implementation iswell underway. Potential
administrative improvements identified by program
integrity random reviews and directed studies, aswell
asthose identified by other means, are formulated into
recommendations which in turn are being referred to a
senior level business committee through Operations
and Business Support for assessment and priority-
setting. ISP will ensure that business improvement
suggestions are evaluated for further devel opment,
placed in order of priority and implemented if they are
feasible.

Work implemented
(ongoing process)

Sharon Shanks
ISP
954-4154
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IARM S Recommendation

Corrective Action Planned and/or Taken

Status

Contact Person

8. 1SP should continuethe development of an
effective investigation function with a focus
on sharing best practices and successful
approachesthat areevident in the different
implementation approachestaken by regions.

| SP agrees with thisrecommendation. Asthe|ARMS
report acknowledges, it was a challenge to implement a
complex investigations function arising from 1998’ s Bill
C-2in such ashort time frame. The Branch is committed
to strengthening itsinvestigation function and agrees
that the sharing of best practices and successful
approachesis aworthwhile endeavor. ISP hasateamin
place to work towards devel oping support tools for
investigations so that assistance is provided with such
issues as interview techniques, respecting privacy
concerns and implementing new penalty procedures.
Stronger partnerships, such as with EI’ s Investigations
& Controlsarea are being developed. Aswell, the
Branch has recently moved to secure additional
resources for the investigation function to provide more
extensive coverage throughout the regions.

To foster the sharing of best practices, the first national
conference for ISP Investigation Officerswas held in
February 2000. An ISP program integrity web-siteis
being developed to also help with this objective. A
reference guide and various training materials have
been issued.

Work implemented
(ongoing process)

Rod Kline
ISP
957-3466
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IARM S Recommendation Corrective Action Planned and/or Taken Status Contact Person
9. 1SP should proceed with introduction of a I SP agrees with this recommendation and Implemented Rod Kline
national tracking system to monitor the implementation iswell underway. Aninformation March 2001 ISP
resultsof ISP investigations. Thiswill allow | management system, called the Investigations 957-3466
the national and regional level to continueto | Information Systems (11S) has been designed and
evaluate the effectiveness of different implemented to track case management and to provide
approaches and identify areasfor operational datato serve avariety of performance
improvement. measurement purposes. Asof March 2001, thellS
system was fully implemented in theregions. ThellS
data bank will monitor the results of investigations and
help identify best practices and risk areas for fraud and
abuse.
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