
Office of Program Policy Analysis and Government Accountability
an office of the Florida Legislature

Progress Report
June 1999 Report No. 98-83

Elder Affairs Takes Steps to Separate
Case Management from Other Services
at a glance
To date, the Legislature has not
authorized piloting of case
management by area agencies on
aging, nor has the Department of Elder
Affairs conducted the recommended
review to determine if lead agencies
are providing cost-efficient and
appropriate services.
However, the department has taken
steps to separate the case management
role of lead agencies from their delivery
of direct services. As a result of a new
competitive bid process that was piloted
in three planning and service areas, the
number of lead agencies has been
consolidated and the number of
alternative service providers has
increased.

Other cost-effective measures the
department is also using include lower
cost case aides instead of case
managers for lower risk clients,
implementing a uniform methodology
for determining service costs, and
reviewing client files to determine if
services are cost effective and
appropriate.

Purpose_________________
In accordance with state law, this progress report
informs the Legislature of actions taken by the
Department of Elder Affairs (DOEA) in response to
our 1997 report.1,2 This report presents our
assessment of the extent to which the department
has addressed the findings and recommendations
included in our report.

Background _____________
The United States Congress enacted the Older
Americans Act of 1965 to address concerns about
the increasing numbers and needs of older
Americans.  The original act and subsequent
amendments establish a network of federal, state,
and local agencies that collaborate to plan and
provide a variety of programs to meet the needs of
older persons in the community.  These networks
are organized within planning and service areas
(PSAs) determined by the state.  The Older
Americans Act requires that states establish an area
agency on aging in each PSA.  Area agencies on
aging are public or non-profit private organizations
responsible for planning and administering
programs and services for persons age 60 and older.

                                                       
1 Section 11.45(7)(f), F.S.
2 The Role of Area Agencies on Aging in Providing Case Management

Services to Florida's Elders, OPPAGA Report No. 96-80, April 1997.

http://www.oppaga.state.fl.us/reports/pdf/9680rpt.pdf
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A critical component of the service system
for elders is well-developed and integrated
case management that links client needs to
available services.  Case management
consists of a number of activities intended to
assist elders to remain in the community
and avoid the costs of nursing home care.
Case management includes assessing need,
determining eligibility for services,
preparing a care plan, assisting the elder
client in obtaining community resources,
and monitoring the client's progress.

In Florida, 11 area agencies on aging
contract with entities called lead agencies to
provide case management services to elder
clients.  The law allows lead agencies to also
directly provide other services to elders or
subcontract with other providers.

Prior Findings _________
Although other states allow area agencies
on aging to provide case management
services, Florida law precludes this service
arrangement. Allowing Florida's area
agencies on aging to provide case
management may benefit the state by
improving service coordination and
integration and by reducing costs.
However, cost savings might be minimal
and changing the current system could
cause disruption in the aging service
network.

Since most of the lead agencies that provide
case management services to Florida's elders
also directly provide other services, the
potential exists for conflicts of interest that
can adversely affect the cost and
appropriateness of services.  Some DOEA
staff and area agencies on aging executive
directors were concerned that case
managers in these lead agencies might tend
to authorize services provided by their own

agency rather than services offered
elsewhere that might be more appropriate
or less costly.

Consequently the state could potentially
benefit by having area agencies on aging
provide case management services, but it
might be premature to mandate widespread
changes at this time.  The two most critical
reasons for delay include the uncertainty
surrounding the pending reauthorization of
the federal Older Americans Act and the
possible changing role of the area agencies
on aging under the state's long-term
managed care initiatives.

Our 1997 report recommended that if the
Legislature wanted to test the feasibility of
allowing area agencies on aging to provide
case management, it should authorize one
or more of the area agencies on aging to
provide case management on a pilot basis.
The pilot evaluation should identify any
problems associated with allowing area
agencies on aging to provide case
management as well as assess the effect on
costs and quality of services.

We also recommended that the DOEA
conduct a review to determine if lead
agencies are providing cost-efficient and
appropriate services and whether lead
agencies exhibit a bias towards providing in-
house services that adversely affects either
costs or service delivery.

Current Status _________

Actions Not Taken
To date, the Legislature has not authorized
piloting of case management by area
agencies on aging. The federal Older
Americans Act still has not been
reauthorized, and only one long-term care
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system contract has been implemented with
a health maintenance organization in one
area of the state.  Two other contracts are
still in the negotiation stage.  In addition,
DOEA has not conducted the recommended
review of lead agency activities.

Actions Taken
The department has taken steps to separate
case management from other services in
order to help ensure that services provided
to elder clients are both cost effective and
appropriate.  To encourage the separation of
case management from services, the
department established a competitive bid
process for lead agency designation in three
demonstration areas.  This process is
designed to produce innovative approaches
to provider agency administration and
service delivery.

As a result of competitive bidding, the
number of lead agencies in one of the three
demonstration PSAs was reduced.  In PSA 4
(Baker, Clay, Duval, Flagler, Nassau, St.
Johns, and Volusia counties), the number
of lead agencies was reduced from seven
to four and the number of service
providers in that PSA increased from 25 to
35.  This increase in the number of service
providers resulted in lead agencies
providing only 18% of services directly,
compared to about 75% previously. The
department's goal is to separate case
management from other services to the
extent possible.

In addition, the department is attempting to
improve the cost-efficiency of providing
services by using lower cost case aides
instead of case managers for some clients.
For lower-risk, more independent clients,
case aides perform a set of activities that are
similar to but less intensive than case
management.  In a demonstration project in
Orange, Osceola, and Seminole counties,

the department used service coordinators
(similar to case aides).  The three-year
demonstration project resulted in higher
consumer satisfaction, but the department
has not yet determined if there were any
cost savings through the use of service
coordinators.

DOEA also has implemented a uniform
methodology for determining costs of
services.  This methodology is required for
all providers under contract to the
department.  According to DOEA officials,
use of this methodology has helped ensure
cost-effectiveness for all DOEA-funded
services.

Finally, although the department has not
conducted the recommended study to
determine if lead agencies are exhibiting a
bias towards providing in-house services, it
is reviewing provider case files to determine
if cost-effective and appropriate services are
being arranged for DOEA clients.
According to DOEA, these reviews indicate
that there is evidence that some case
managers tend to authorize services their
agency provides, rather than use another
agency or an informal source in the
community for services.  The department is
now emphasizing that case managers more
actively seek all community resources
available for client services, including the
use of informal services such as those
provided by church-related and other
community groups.

While these initiatives are beneficial, we
continue to recommend that the Legislature
authorize area agencies on aging to provide
case management on a pilot basis.  We also
recommend that the department conduct a
review to determine whether lead agencies
are exhibiting a bias toward providing in-
house services.
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Visit The Florida Monitor, OPPAGA’s online service.  This site monitors the performance and
accountability of Florida government by making OPPAGA's four primary products available online.

• OPPAGA publications and contracted reviews, such as policy analyses and performance reviews,
assess the efficiency and effectiveness of state policies and programs and recommend improvements
for Florida government.

• Performance-based program budgeting (PB²) reports and information offer a variety of tools.
Program evaluation and justification reviews assess state programs operating under performance-
based program budgeting.  Also offered are performance measures information and our assessments
of measures.

• Florida Government Accountability Report (FGAR) is an Internet encyclopedia of Florida state
government.  FGAR offers concise information about state programs, policy issues, and performance.
Check out the ratings of the accountability systems of 13 state programs.

• Best Financial Management Practice Reviews for Florida school districts.  OPPAGA and the Auditor
General jointly conduct reviews to determine if a school district is using best financial management
practices to help school districts meet the challenge of educating their students in a cost-efficient
manner.

OPPAGA provides objective, independent, professional analyses of state policies and services to assist the Florida Legislature
in decision-making, to ensure government accountability, and to recommend the best use of public resources.  This project
was conducted in accordance with applicable evaluation standards.  Copies of this report in print or alternate accessible format
may be obtained by telephone (850/488-0021 or 800/531-2477), by FAX (850/487-3804), in person (Claude Pepper Building,
Room 312, 111 W. Madison St.), or by mail (OPPAGA Report Production, P.O. Box 1735, Tallahassee, FL  32302).

The Florida Monitor:   http://www.oppaga.state.fl.us/
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