COMMONWEALTH OF PENNSYLVANIA
DEPARTMENT OF PUBLIC WELFARE

BUREAU OF FINANCIAL OPERATIONS
" 525 Health and Welfare Building
Harrisburg, Pennsylvania 17105-2675

TELEPHONE NUMBER
(717) 772-2231

it MAR 18 2010 £ hutoce

Mr. Paul Denault
President/CEO

Northern Tier Counseling, Inc.
RR1 Box 137

Towanda, Pennsylvania 18848

Dear Mr. Denault;

| am enclosing the final report of the audit of Northern Tier Counseling, inc/Bradford
Sullivan MH-MR Programs completed by this office. Your response has been
incorporated into the final report and labeled Appendix B.

The final report will be forwarded to the Department’s Office of Mental Health and

- Substance Abuse Services (OMHSAS) to begin the Department's resolution process
concerning the report contents. The staff from the OMHSAS may be in contact with you
to follow-up on the action taken in consideration of the report’s findings and
recommendations.

| would like to extend my appreciation to all the courtesy extended to my staff during the
course of fieldwork.

Please contact Alexander Matolyék, Audit Resolution Section at 717-783-7786 if you
have any questions concerning this audit or if we can be of any further assistance in this
matter, -

Sincerely,

Kevin M. Friel

Enclosures

c: Ms. Joan Erney
Mr. Philip Mader

Mr. William D. Blevins
Mr. Mark Smith, Chairman Bradford County Commissioner



Some information has been redacted from this audit report. The redaction is indicated by
magic marker highlight. If you want to request an unredacted copy of this audit report, you
should submit a written Right to Know Law (RTKL) request to DPW’s RTKL Office. The
request should identify the audit report and ask for an unredacted copy. The RTKL Office will

consider your request and respond in accordance with the RTKL (65 P.S. §8 67.101 et seq.).
The DPW RTKL Office can be contacted by email at: ra-dpwtkl@pa.gov.
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COMMONWEALTH OF PENNSYLVANIA
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TELEPHONE NUMBER
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KEVIN M. FRIEL MAR 18 2010 FAX NUMBER

DIRECTOR (717) 705-8094

Mr. William D. Blevins

Administrator, Bradford/Sullivan MH-MR Program
220 Main Street, Unit #1

Towanda, Pennsylvania 18848

Dear Mr. Blevins:

| am enclosing the final audit report of Northern Tier Counseling Inc/Bradford Sullivan
MH-MR Program prepared by the Division of Audit and Review. Your response has
been incorporated into the final report and labeled Appendix A.

The final report will be forwarded to the Department’s Office of Mental Health and
Substance Abuse Services (OMHSAS) to begin the Department’s resolution process
concerning the report contents. The staff from the OMHSAS may be in contact with you
to follow-up on the action taken in consideration of the report’s findings and
recommendations.

| would like to extend my appreciation to all the courtesy extended to my staff during the
course of fieldwork.

Please contact Alex Matolyak, Audit Resolution Section, at (717) 783-7786, if you have
any questions concerning this audit or if we can be of any further assistance in this
matter.

Sincerely,

Kevin M. Friel

Enclosures

c: Ms. Joan Erney
Mr. Philip Mader

Mr. Mark Smith, Chairman Bradford County Commissioner
Mr. Paul Denault



COMMONWEALTH OF PENNSYLVANIA
DEPARTMENT OF PUBLIC WELFARE
BUREAU OF FINANCIAL OPERATIONS
ROOM 525 HEALTH & WELFARE BUILDING
HARRISBURG, PA 17105-2675

TELEPHONE
(717) 772-2231

KEI:\;ISE%%TRI'EL MAR 18 2010 (717)?8?-9094

Ms. Joan L.. Erney

Deputy Secretary for Mental Health
and Substance Abuse Services

DGS Annex, Building 11, Room 211
Harrisburg, Pennsylvania 17110-3593

Dear Ms. Erney:

In response to a request from the Office of Mental Heaith and Substance Abuse
Services (OMHSAS), the Bureau of Financial Operations (BFO) has completed a
performance audit of Northern Tier Counseling Inc. (NTC). The request for the audit
originated from concerns that NTC was not providing the Bradford/Sullivan MH-MR
program (County) with sufficient financial and service data to document how NTC was
annually spending $1.3 million of County program funded dollars. The audit was
primarily directed to determine if NTC has complied with County contract requirements
and expended funds in accordance with 55 PA Code Chapter 4300 regulations.

The County and NTC views on the report findings, conclusions or recommendations are
included in the report and identified as Appendix A and Appendix B, respectively. The
data used to prepare the report findings was discussed with NTC management at a
closing conference held on November 5, 2009, and with County officials at a closing
conference held on January 25, 2010.

The audit identified OMHSAS was overcharged $1,596,775 for outpatient services that
whose cost exceeded the maximums allowable per 55 PA Code Chapter 4300.115.

The auditors also identified NTC overcharged the County $10,135 for indirect costs, and
$52,801 for bad debt expense which is unallowable per Chapter 4300 and federal
regulations.

Northern Tier Counseling, Inc.

Executive Summary

NTC is a 501(c}) (3) not-for-profit corporation headquartered in Towanda, Bradford
County, Pennsylvania. NTC provides support services to people with mental health and
substance abuse issues. Services provided by NTC include outpatient psychiatric, adult
and children's partial hospitalization, CHIPP, family based, student assistance,
emergency and crisis services.



Northern Tier Counseling, Inc.

July 1, 2007 through June 30, 2009

Mental Health services are mainly provided to residents of Bradford and Sullivan
County. Revenues from the various programs for Fiscal Year 2008-09 were
approximately $4.7 million. NTC is subject to the Title 55 PA Code Chapter 4300 MH-
MR fiscal regulations. NTC is also subject to Circular A-122 issued by the Office of
Management and Budget (OMB), which establishes cost principles for non-profit

organizations.

Finding No. 1 —

Use of Program Funded
Model for Outpatient
Services Resulted In a
$1,596,775 Overcharge
to OMHSAS

The County overcharged OMHSAS $1,596,775 for
outpatient services for the two year period ended June 30,
2009.

The overcharge resulted from the County reimbursing
NTC costs on a program funded model while the
regulations require outpatient services to be funded on a
unit basis using the rates established per the MA fee
schedule.

The County has continued to fund outpatient services
through December 31, 2009 at amounts that exceed the
maximums DPW can reimburse.

The program funding of NTC outpatient services lacked
financial reimbursement incentives. This contributed to
NTC's inefficient delivery of outpatient services and
unreasonably high unit costs.

The Counties conversion to a fee for service payment
system for outpatient services will resuit in a reduction of
outpatient costs. An excess of $737,000 in funding could
exist and a revaluation of the County allocation should be
conducted.

OMHSAS should:

» Recover $1,596,775 from the County. The amount represents the difference in
costs between the County payments made to NTC and the maximum amount that
DPW can consider reimbursing.

» Evaluate the outpatient allocation and carryover which will occur based on the
Counties change to the fee for service model. The service needs within the County
should first be considered and assessed with the balance of funds reallocated to
unmet needs in other counties.




Northern Tier Counseling, Inc.
July 1, 2007 through June 30, 2009

County should:

« Contract for outpatient services based on the MA fee schedule required per Title 55 PA
Code Chapter 4300.115.

NTC should:

» Continue to implement cost reduction and efficiencies to allow delivery of services at
the MA fee schedule rates.

|

Finding No. 2 — oNTC's use of net rather than gross expenses as a

Improper Allocation of distribution base to allocate administrative costs resulted

Indirect/Administrative Cost in a $10,135 overcharge to the County.

Results in a $10,135 overcharge

to the County Program. eThe NTC cost allocation plan (CAP) is not documented
through a written narrative as required by Title 55 PA
Code Chapter 4300.94

s | |

1

County should:

« Recover $10,135 from NTC which represents the overcharge to County programs for
the period under review.

NTC should:
¢ Develop a written Cost Allocation Plan that uses gross rather than net expenses, which
would comply with and 4300 Regulations and A-122 requirements.

Finding No. 3 — e NTC charged the County for $52,801 in unallowable bad
NTC is Not in debt expense.

Compliance with Certain * NTC did not retain documents to verify competitive bidding
Aspects of the 4300 was performed for insurance services purchased from a
Regulations board member.

» NTC's independent audit format needs to be enhanced to
allow the County to make accurate final settlement for
program funded cost centers.




Northern Tier Counseling, Inc.
July 1, 2007 through June 30, 2009

NTC should:
» Develop a policy on retention of records which conforms to the 4300 Regulations and
contract requirements, and retain documentation to support competitive bidding was
used in awarding insurance services in 2010.
« Modify the format of its independent audit to include a supplemental schedule which
identifies the amount of administrative costs and revenues applicable to each program.

County should:
e Recover $52,801 of Bad Debt Expense charged to the program funded outpatient
program.

¢ Use the provider independent audits to make final cost settlement.

Background

NTC began providing service in 1993 to the residents of Bradford and Sullivan County.
NTC offers various mental health and substance abuse programs throughout the
Northern Tier region in five treatment iocations. NTC'’s total revenue for FY 2008-09
was $4,772,276 of which 59% represents Medical Assistance funds, 27% represents
county funding, and 14% third party payers and self pay.

NTC’s largest program is outpatient psychiatric services. This program represents 35%

of total expenses. County funding represents 51% of the total revenue received for this
-program. Managed Care Health Organizations, Medical Assistance (MA), self pay, and

third party payers represent the remaining funds. A total of 1,716 clients were served in

outpatient programs for FY 2008-09.

In September 2008, Bradford County hired an employee who filled the dual positions of
County Human Services Director and Bradford/Sullivan MH/MR Administrator. The
hiring was followed by an initiative directed by the Bradford Commissioners to conduct a
review of outpatient services being provided by NTC through the County contract. The
completion of the review was delayed due to NTC'’s failure to timely produce data and
information on the services being provided through the program funded outpatient
contract.

By August 2009, the County determined only 159 individuals from Bradford/Sullivan
Counties had received outpatient services during FY 2008-2009 through the County
contract. The cost to provide the county funded outpatient services when converted to
an hourly rate was $585 per hour. As a result, the Bradford and Sullivan County
Commissioners sent a letter to OMHSAS and BFO dated August 12, 2009 requesting
an audit of NTC. In response, the Counties were informed that OMHSAS had
previously requested an audit of NTC. The request had been approved and the audit
was included in the FY 2009-10 DPW Annual Agency Audit Plan.



Northern Tier Counseling, Inc.
July 1, 2007 through June 30, 2009

Objective, Scope and Methodology

The audit objectives, developed in concurrence with OMHSAS were:

» To determine if NTC has complied with the County contract requirements and
expended funds in accordance with 55 PA Code Chapter 4300 Regulations.

e To determine if the County’s program funded contracts with NTC are in compliance
with 55 PA Code Chapter 4300 regulations.

In pursuing these objectives, the BFO interviewed staff members from NTC and the
County. We also reviewed accounting records, budgets, financial records, timesheets,
expenditure reports, and other pertinent data necessary to complete our objectives.

We conducted this performance audit in accordance with generally accepted
government audit standards. Those standards require that we plan and perform the
audit to obtain sufficient, appropriate evidence to provide a reasonable basis for our
findings and conclusions. We believe that the evidence obtained provides a
reasonable basis for our findings and conclusions based on our audit objectives.

Government auditing standards also require that we obtain an understanding of
management controls that are relevant to the audit objective described above. The
applicable controls were examined to the extent necessary to provide reasonable
assurance of the effectiveness of these controls. Based on our understanding of the
controls, a number of deficiencies were identified. These deficiencies and other areas
where we noted an opportunity for an improvement in management’s controls are
addressed in the findings of this report. .

The audit fieldwork was conducted intermittently between September 29, 2009 and
November 5, 2009. Closing conferences were conducted on November 5 and
January 25, 2010 with NTC’s management and the County Program respectively. The
report, when presented in its final form, is available for public inspection.

Results of Fieldwork

Finding No. 1 - Use of Program Funded Model for Qutpatient Services
Resulted In a $1,596,775 Overcharge to OMHSAS

By regulation Counties are limited in the amounts that they can reimburse providers of
outpatient psychiatric services. The Contract format utilized by the County to reimburse
NTC for these services did not appropriately limit the Counties payments to amounts
that DPW could consider eligible for reimbursement. An analysis of the payments to
NTC, along with a projection of the levels of service provided by NTC indicates that the
payments madse, for the two year period ended 06/30/2009, exceeded the DPW
reimbursable maximum by $1,596,775.



Northern Tier Counseling, Inc.
July 1, 2007 through June 30, 2009

According to Title 55 PA Code Chapter § 4300.115 titled Department Established Fees,
the maximum level of reimbursement for outpatient services that DPW will consider for
reimbursement cannot exceed the rates per the medical assistance program fee
schedule. To ensure that payments do not exceed the maximum rates Counties are
required to reimburse these services on a fee for service basis.

Outpatient Psychiatric Services are Subject to 55 PA Code Section 4300.115(b)

The County contract with NTC requires submission and approval of a line item budget,
monthly submission of an income and expenditure report, with the County making final
settlement based on audited costs up to the maximum contract. The contract does not
require NTC to report units of service delivered in a format that would allow the County
to identify what they are paying for. According to 55 PA Code § Chapter 4300.27 which
defines program funding as “the procedure used to fund the total eligible expenditures
for a publicly or privately administered and staffed facility as determined by the County
authority”, this contract would appropriately be classified as program funded.

Under program funding the County reimbursed NTC based on actual costs incurred, up
to the budget maximum, irrespective of the level of service provided. The level of
funding available under the contract far exceeded the maximum provided for in 55 PA
Code Chapter 4300.115. We believe that an excess of funds and the absence of any
accountability on units of service provided contributed to NTC’s maintenance of an
inefficient service delivery system that ultimately resulted in an unreasonably high unit
cost. .

While our analysis was not extended to periods beyond our two year audit scope we do
note that the County has used a program funded contract to reimburse outpatient
services since the early 1990’s. We also note that the County continued to fund NTC
outpatient services on a program funded basis through December 31, 2009. At the
close of our audit fieldwork the County had plans in effect to change to a fee for service
model beginning January 1, 2010.

Contract Background

The FY 2008-09 Agreement between the County and NTC to provide outpatient
services has a maximum contract amount of $887,300. The contract is titled “Program
Funded Agreement — PF004”. The contract has been in place since at least FY 1997-98
at which time the maximum contract was $629,577. For FY 2007-08 and FY 2008-09
the total amount of reimbursement paid to NTC for outpatient services was $1,720,775.
The reimbursement per year was $867,378 and $853,397 respectively.

At the conclusion of FY 2008-09 The County requested NTC provide a year end report
on services rendered. This report detailed the amount of billable minutes and hours
provided to the County funded clients and non-billable hours provided to both County
and non County funded clients. We compared the type and volume of outpatient
services reported for county funded clients to the rates per the MA fee schedule and
determined that DPW reimbursement for FY 2008-09 should have approximated
$62,000. Considering that the dollars expended by NTC for the two years of our audit
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period were similar we assumed service levels for FY 2007-08 were also similar. If this
were the case the maximum that DPW should have been billed for the two year period
would be approximately $124,000. Considering that the amount billed to DPW for the
two fiscal years ended June 30, 2009 totaled $1,720,775 it would appear that the DPW
was over billed by $1,596,775.

Program Funding Eliminates Provider Incentives to Deliver Cost Effective Services

The program funding of outpatient services eliminated any impetus for NTC to
continually evaluate its service delivery system to ensure service delivery was efficient
and at a reasonable cost. Under program funding, a provider's actual costs incurred are
reimbursed irrespective of the volume of service being provided. This tends to eliminate
any immediate need for staff to fill an open or cancelled slot. The effect of this could be
evidenced in a lower than acceptable staff efficiency rate. Based on the data provided
we were able to determine that the efficiency rate for direct care staff during FY 2008-
09 averaged somewhere between 47 and 50%. Program funding also allowed NTC to
charge costs that would not be considered reimbursable by MA and the Managed Care
entities. Examples of such services are time involved in report write-up, consultation
time, scheduling errors, no-shows, etc.

In anticipation of the County issuing an RFP to fund outpatient services on a fee for
service basis, NTC initiated cost-cutting measures within its organization. NTC
determined that, based on existing service levels and rates, annual revenue would drop
to approximately $60,000. After factoring in a rate and service level increase NTC
determined that an aggressive program to reduce expenses and increase efficiencies
was in order. An overview of the cost cutting measures recently initiated includes:

» Elimination of middle management positions

» Elimination of health insurance family coverage.

¢ Furloughed administrative positions 2 days per month to achieve a 10%
reduction in salaries.

¢ Reduced retirement match from 5% to 0-2%, depending on available funds.

 Changed method for payment of direct care staff, In order to retain current
salary, staff must maintain 70% efficiency or 1200 units per month. If staff
does not meet this threshold, salary is reduced by the amount of units
produced.

» Created an open-access model for the outpatient program, which initiaily
reduced no-show cost by approximately $89,000.

+ Reduced the amount of hours of the part-time psychiatrist.

RFP to Grant Fund Psychiatrist Would Violate 4300 Regulations

In response to high cost of the NTC outpatient program, the County elected to prepare a
RFP for outpatient services. The initial RFP developed by the County created a fee-
for-service model for the outpatient program with a planned implementation date of
January 1, 2010.



Northern Tier Counseling, Inc.
July 1, 2007 through June 30, 2009

The County also developed a second option which would provide $300,000 for the cost
of one psychiatrist. This option would violate the 4300 regulations and the MA
regulations that preclude providers from seeking funds to subsidize the fee paid under
the MA fee schedule and does not provide any consideration of the psychiatric services
provided by other payers such as private insurance, Managed Care Organizations, efc.
In response to discussions with the OMHSAS, the County is exploring options other
than grant funding to purchase psychiatrist services.

OMHSAS Should Evaluate County Program Allocation

The County program has allocated $887,300 per year to program fund NTC's
Outpatient program. Based on the above it would appear that an allocation of
approximately $100,000 to $150, 000 would be sufficient to allow for service expansion
at higher MA rates.

Recommendations

The BFO recommends OMHSAS recover $1,596,775 from the County Program. This
represents the amount the County has overcharged OMHSAS for outpatient services for
the fiscal years ended June 30, 2008 and June 30, 2009.

The BFO also recommends the County contract for provision of outpatient services on a
fee for service basis in compliance to ensure payments do not exceed the maximums
established in 4300.115.

The BFO finally recommends OMHSAS evaluate the amount allocated to the County
Program for outpatient services to determine the appropriate amount of funds to
reallocate to both within the County Program and to other Counties in need of additional
funding.

Finding No. 2 - Improper Allocation of Indirect/Administrative Cost Results

In a $10,135 Overcharge to the County Program

For Fiscal Years 2007-08 and 2008-09, NTC overstated the County program costs by
$5,408 and $4,727 respectively. The overcharges resulted from the use of net rather
than gross expenses as the basis to allocate indirect/administrative costs. According to
55 PA Code § Chapter 4300.94(f) and Federal Office of Management and Budget
Circular No. A-122 the allocation of indirect costs must result in an equitable distribution.
The reduction of certain costs by program income received inappropriately distorts the
base resulting in an allocation of indirect and administrative costs that are not in direct
proportion to the benefits provided.

NTC uses the revenue received from payers other than the County to reduce the overall
expenses in each affected cost center on a monthly basis. The net result is used as
the base for the allocation of quality management and administrative costs. Since the
costs associated with the County funded program are not similarly reduced the charges
to the County program are overstated.
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NTC's Cost Allocation Plan (CAP) is based upon the simplified method as outlined in
the Federal Office of Management and Budget Circular No. A-122. The plan is not
documented by a written narrative but the allocation is detailed on an excel
spreadsheet.

Recommendations

The BFO recommends the County recover $10,135 from NTC which represents the
amount over allocated to the County programs due to the use of net expenses as a
distribution base.

The BFO also recommends NTC develop and document a written CAP to identify the
specific method used to allocate indirect/administrative costs. The written CAP should
be provided to the County Program with gross expenses rather than net expenses used
as the distribution base. This will provide consistency among all financial reports
provided to the County and will comply with 55 PA Code Chapter 4300 Regulations and
OMB A-122 Cost Principles.

Finding No. 3 - NTC is Not in Compliance with Certain Requirements of the 4300
Requlations

We reviewed NTC compliance with certain cost requirements found within the 4300
Regulations for program funded services. Our testing of various line items within the
budget and monthly expenditure reports submitted to the County Program concluded
NTC was generally compliant with the 4300 Regulations and the County contract. The
exceptions noted were the cost allocation plan and the following three regulations
discussed below.

Bad Debt Expense of $52,801 Was Charged to County Program for Outpatient Services

NTC has incurred $26,036 and $26,765 of bad debt expense for FY 2007-08 and FY
2008-09 respectively. These amounts were included on the monthly expenditure
reports for outpatient services and reimbursed by the County program. Bad debt is not
identified as an allowable expense per 4300 regulations. Per regulation 4300.28 (c)
costs which have not been included in the 4300 regulations are considered ineligible for
Departmental financial participation unless necessary to provide services to clients.

Additionally, the Federal Office of Management and Budget Circular No. A-122 states
bad debts, including losses (whether actual or estimated) arising from uncollectible
accounts and other claims, related collection costs, and related legal costs, are non
allowable. NTC has been over reimbursed $52,801 for outpatient costs which are non
allowable.
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NTC Did Not Retain Bid Documents to Verify Competitive Bidding was Performed for
Purchases of Insurance Services

NTC has a contract to purchase insurance from a company owned by a Board member.
A review of the minutes of a board meeting held on September 20, 2007 identify
competitive bids were received for purchase of insurance services.

The BFO requested the bid documents to ensure the cost of the service was at the
lowest practicable cost as stated in 4300.145; however NTC did not retain the
documents related to this contract. Regulation 4300.132 (b) requires County programs
and providers with whom the county contracts for services to maintain, books, records,
documents, and other evidence to support the costs for which reimbursement is claimed
to be retained for a minimum of 4 years. Additionally, the contract NTC negotiated with
the County requires those documents to be retained for a minimum of 5 years.

NTC’s Independent Audit Format Needs To Be Enhanced

The presentation of the Statement of Functional Expenses included in the NTC annual
independent audit is not in a format to allow the County Program to make accurate final
settlement for program funded cost centers. The NTC’s administrative costs are
reported in total on the Statement of Functional Expenses but are not allocated to the
individual programs receiving the benefit. Additionally, the NTC audit does not include a
presentation which identifies the revenues applicable to each program. This does not
allow the users of the audit to identify the profit and loss of each program.

55 PA Code Chapter § 4300.161 identifies the purpose of the provider audit is to allow
the County Program to make a final determination of actual, allowable costs to ensure
accurate cost settlement. In absence of an acceptable audit, the County Program uses
the June expenditure report which does report administrative costs charged to individual
programs to make final settlement for program funded cost centers. The use of an
expenditure report to determine allowable costs could differ from audit costs.

Recommendations

The BFO recommends the County recover $52,801 of Bad Debt Expense charged to
the program funded outpatient program.

The BFO also recommends NTC develop a policy for record retention that requires the
organization to maintain records that adhere to 4300 Regulations. Additionally, if
contract requirements contain a retention policy, NTC should adhere to the period that
is longer.

The BFO further recommends the NTC modify the format of its annual independent

audit to provide a supplemental schedule which identities the amount of administrative
costs and revenues applicable to each program.
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The BFO finally recommends the County use the provider independent audits in making
final cost settlement.

The County and NTC did not request an exit conference and an exit was not held. The
County's written response dated March 1, 2010 has been incorporated into the final
report and is labeled Appendix A. The NTC’s written response dated February 17, 2010
has been incorporated into the final report and is labeled Appendix B.

In accordance with our established procedures, an audit response matrix will be
provided to your office. Once received, please complete the matrix within 60 days and
email the Excel file to the DPW Audit Resolution Section at:

RA-pwauditresolution@state.pa.us

The response to each recommendation should indicate your office’s concurrence or
non-concurrence, the corrective action to be taken, the staff from your office responsible
for the corrective action, the expected date that the corrective action will be completed,
and any related comments.

Please contact Alexander Matolyak, Audit Resolution Section at (717) 783-7786 if you
have any questions concerning this audit or if we can be of any further assistance in this
matter.

Sincerely,

Kevin M. Friel

Enclosures

c: Mr. Philip Mader
Mr. Michael Orr
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MARK W. SMITH WILLIAM D. BLEVINS

COMMISSIONER, CHAIRMAN "ADMINISTRATOR
JOHN M. SULLIVAN GAYLE KERSHNER
COMMISSIONER, VICE CHAIRMAN CHIEF CLERK

DOUG MCLINKO JONATHAN FOST ER

COMMISSIONER .‘B [ E [ B _SOUCHOR

220 Main Street Unit # 1 i
Towanda, PA 18848-1822 :
(570) 265-1760 * (300) 588-1828

FAX: (570) 265-1761

March 1, 2010

- Mr. John Hoover, Audit Manager
Division of Audit and Review
Bureau of Financial Operations
Department of Public Welfare
Rm. 325 Scranton Office Building
100 Lackawanna Avenue
Scranton, Pennsylvania 18503

Dear Mr, Hoover:

I am writing in response to the report on the audit conducted of Northern Tier Counsehng
(NT'C). I wish to thank you and Brian for the professional and thorough manner in which
the audit was conducted.

As you are aware, the request for an audit was initiated by OMHSAS in early 2009 after
Bradford County raised concerns about the level of fimding and Northern Tier’s
_refusal/inability to provide quantifiable data on units of service. The Bradford/Sullivan
‘County Commissioners initiated another written audit request in the summer of 2009. We
finally received the data from NTC at the beginning of August-only after we cited a
contract violation and refused to release any funds until the information was received.
This data was provided to the anditors in support of our concerns. .

Finding #1:

We do not dispute the findings. However, we do wish to seek forglveness of the .
$1,596,775.00 overchargc for the following reasons: :

Appendix A
Page 1 of 4
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. The new Board of Commissioners from both counties directed the new
Human Services Administrator to examine both customer services and the
financial relationship with NTC. This was done in the face of political
pressures and strong attempts to continue business as usual. It is highly likely,
that if the commissioners had not ignored the threats and supported the new
Administrator, the audit would not have occurred and the overcharge would
have continued. Essentially, the county knew the financial situation
surrounding our relationship with NTC was in need of investigation, The new
Commissioners did what was right and not what was easy. We certainly hope
that will be taken into consideration in this matter.

. The system and methodology of the program-funded contract with NTC had
been in existence since 1993 with very little contract language modification.
‘The continued assumption was that the contracts were within regulatory
parameters, prior Boards of Commissioners approved the conlracts as
submitted.

. Bradford and Sullivan Counties do not have the funds to reimburse the State

the stated amount.

. The counties did not create the overcharge for their benefit. All of the funds
were forwarded directly to NTC under & system the County believed to bc
permitted and acceptable.

. Yearly independent audits funded by the county of Northern Tier’s operations

never noted any violations of the 4300 or other accounting regularities, In fact,

the Auditors report for 08-09 includes a letier to the NTC Board of Directors,
dated September 9, 2009, that specifically states NTC was in compliance with
the 4300 regulations (copy attached).

. Until very recently, NTC was the only Community- Care Behavioral Health
(CCBH) certified MH clinical provider in the County. Discussions with
CCBH late in 2008 about developing another provider were not supported by
CCBH.

. Obtaining the substantive data required to accurately monitor the confract was
extremely difficult and required the draconian measure of withholding
payments. Finaly, after withholding payments the counties received the
information;

. The County cooperated fully with the audit and provided all of the data we
had obtained and fulfilled all requests for additional data.

. The County has contracted with two providers for the provision of services

under fee for service agreements utilizing the Community Care Behavioral
Health fee structure.
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10. The County has begun to work with OMHSAS and CCBH to develop new
providers and expand services to consumers in both Bradford and Sullivan
Counties, This planning group was initiaily developed to deal with the
emergency created by the hasty departure from services when on 12/7/09
NTC terminated services effective 1/1/10. The group is now locking at all
services and developing plans fo utilize the funds freed when we no longer
engaged in program funding.

As a summary for Finding #1, it was the county that began the task of examining the
contractual relationship with NTC. The county requested the assistance of OMHSAS and
BFO because the provider was not cooperating and we need guidance on what was and
was not permissible. We were on uncertain ground in that the independent auditor never
cited any 4300 irregularities. The county moved ahead in the review even in the face of
serious opposition. If the county 1s required to make restitution, it will have a severe
negative impact of service delivery for years to come.

Finding #2:
The county will attempt to comply with the recommendation to recover the overcharge
from NTC.

Finding #3:
The county will attempt to comply with the recommendation to recover the overcharge
from NTC.

As aresult of NTC discontinuing services to all county funded consumers in December
and their dropping of the D&A, MH Mobile and Walk-in Crisis contracts, the county was
only working with NTC for services to CHIPP consumers. The county opted to terminate
this contract effective March 31, 2010 which will end all further business association
with NTC.

Once again, the county thanks you for the thorough and professional manner in which the
audit was completed and accepts all findings as accurate. The county does not feel a
meeting with NTC is necessary or desirable.

Respectiully,

Lo ppl -

William D. Blevins, M. Ed.
Director, Bradford County Human Services
Bradford/Sullivan County MH/MR Administrator

copies:
Mark Smith
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Certified Public Accountants and Consultants

R Em A AR

INDEPENDENT ACCOUNTANTS' REPORT
ON INDIRECT COST ALLOCATION

5
13

Board of Directors
Northern Tier Counseling, Inc. _ ’ i
Towanda, Pennsylvania:

We have - examined management’s assertion about Northem Tier Counseling, Inc.’s - ;
(Organization) compliance with the Commonwealth of Pennsylvania, Department of Public - S
Welfare, Section 4300.94 of the Title 4300 regulations during the year ended June 30,

2009. The Organization's management is responsible for the assertion. Our responsibility

is to express an opinion on management's assertion based on our examination,

Our examination was conducted in ‘accordance with atlestation standards established by
‘the American Institufe of Certified Public Accountants and, accordingly, included examining,
on a test basis, evidence supporiing- management’s assertion and performing such other ‘
procedures as we considered necessary in the circumstances. We believe that our .
examination provides a reasonable basis for ‘our opinion. Our examination does not - S
provide a legal determination on the Qrganization’s compliance with the Commonwealth of :
Pennsylvania, Department of Public Welfare, Section 4300.84 of the Title 4300 regulations.

In our opinion, management's dsserlion refetred to above is fairly stated, in all material '
respects, with the Commonwealth of Pennsylvania, Department of Public Welfare, Section
4300.94 of the Title 4300 regulations for the year ended June 30, 2009. :

This report is intended solely for the information and use of the Board of Direclors,
management and the Commonwealth of Pennsylvanta, Department of Public Welfare and is
not intended to bie and should not be used by anyone other than these specified parlies.

I sy vania

September 9, 2009

-18-
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Pra 570-265-0960

Moaroston, P4 15632
570-265.5755
Fa 570-265-3695

217 Eing Street
Taporte, PA 18626
570-265-0100

8 South Sreet
Manafield, M 16933

February 17, 2_010

Mr. John Hoover, Audit Manager
Division of Audit and Review

Bureau of Financial Operations
Deparitment of Public Welfare

Rm. 325 Scranton State Office Building
100 Lackawanna Avenne

‘Scranton, PA 18503

Dear Mr. Hoover:

Please find attached our responses to the audit that you and you staff prepared per
the request of the Bradford / Sullivan County Commissioners.

We attached supporting documentation attachments as some of the information we
communicated to yor did not include accurate start dates related to efficiency
|__protocols of outpatient services. We must have.not. clearly. communicated the start.—.....
dates to you on these issues as evidenced by your audit report.

Since the findings against oar organization were limited and few; we do not feel
the need for an exit interview. You and your staff where helpfal and professional
in your audit approaches; your recommendations for us to maintain continned
regulatory compliances with the 4300°s were clear and helpful.

Please note that all our funding has been cut, and we had no choice financially but
to cancel our loss leader program coniracts with the County system. The decrease
in fonding and closure of our loss leader programs has damaged the service
delivery system of care to our local communities. We are receiving zero dollars of
funding from the County administration effective March 31, 2010.

Please call me if you need more supporting documentation or have questions, at
570-265-0100, ext: 2003.

570-562-7787
Fax §70-663-7753

Pres./C.E.O.

The mission of Northern Tier Counseling is to welcome and serve
all those seeking wellness, renewal, and hope.
www.northerntiercounseling.com
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FINDING No. 1 -  Use of Program Funding Contract Model for Qutpatient
Resulted In a $1,596,775 Overcharge to OMHSAS by County,

Page 2, forth bullet point:

Reference was made to NT'C outpatient services lacking financial
reimbursement incentives which contributed to inefficient delivery of
outpatient services and unreasonably high unit costs.

Response:

It should first and foremost be stated that Northern Tier Counseling

followed the program funded contract requirements as they were written in

the contract by the Bradford County Adminisiration.

We feel we did not properly communicate the following facts and dates to

the auditors related to our constant efficiency improvements since 2005, as

well as our unit costs. :

1) NTC started productivity incentives in the form of negative

consequences to the therapist back in 2005, On January 1,
2006 all outpatient therapists where placed under
employment agreements that required them to maintain a
65% productivity standard equaling an average of
approximately 100 billable hours a month to maintain a
salaried position. If productivity was not maintained, staff

hadto go to a fee Tor service agreement Without benefits. Paid
a set fee only when they billed for a service. Under the
program funded contract agreement our total cost per unit of
psychiatric and traditional therapy services combined
averaged a rate of $130.00 to $132.00 dollars an hour per
total net receivables. These rate calculations include all 1700
t0 2000 clients under the program funded agreement. Under
a program funded agreement these rates where reasonable
and within market norms. Please note that the Medicaid rates
do not cover the trae cost of these services,

The rates per hour quoted on page 4 under “Background” of
$585.00 per hour where arrived at by the County only
counting zero liability clients and not including the other
clients we served, The county also allowed us to do patient
liability sliding fee agreements on Medicare clients with high
co-payments and deductibles. The contract as written allowed
us to cost settle every month for expenses not covered after all
collections were exhausted. In an area pushing a 12% paverty
index and having a very low private pay market, the program
funding contract atlowed us to sustain quality care services to
our community.

Appendix B
Page 2 of 32

20



Attached is an example of how and when we first started to
track each clinician’s productivity so we could maintain
efficiency of services delivered, this started 5 years age.
Please note that cancelations by clients where re filled to
increase scheduling and billing efficiencies.

(SEE ATTACHMENT A)

‘We also need to clarify the first paragraph under Program
Funding Eliminates Incentives to Deliver Effective Services
on page 7. Specifically that our therapists were only
producing at 47 to 50% efficiency during 2008-2009. Our
supportive attached documentation shows that they were
producing at 65 to 75%. Please note that our cancelation
policy allowed us to re fill these slots maintaining a more
efficient system of show rates.

(SEE ATTACHMENT B)

Also attached are our organization’s State comparisons of
productivity per State benchmarking ontcomes of like mentat
health facilities across the Commonwealth. As the
documentation shows our facility is above the outpatient
efficiency norms related to productivity of clienis serviced in

i ot Productvity 3T Beeess 1o care, marked by v
1 (SEE ATTACHMENT C)}

We wonld alse like to clarify the second paragraph under
Program Funding Eliminates Incentives to Deliver Effective
_ Services on page 7. Specifically, the statement “In

anticipation of the County issuing an REP to fund outpatient
services on a fee for service basis, NTC initiated cost-cutting
measures".
Response:

’ We began many cost controls and efficiency protocols 5 years
ago.
NTC began in 2005 requiring staff to be at 65% produoctivity
and raised it in 2009 to 70%. 107 to 110 billable hours a
monih. Annaally this is 1284 to 1300 hourly units per
clinician.

Appandix B
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Page 7, sixth bullet point:

Reference was made that NTC created an open access model
for the outpatient program as being recently initiated.

Response:
We began the open access model to care in May of 2005 to

increase efficiencies. Access to care was within 3 days of
initial client phone contact. This is no longer the case. No new
psychiatric referrals are currently being accepted as a result
of the funding cuts. Program funding and county support
made this very effective best practice model possible.

‘We would also like to clarify on page 4 under the Background
section paragraph 3 sentence 3. It references NTC’s failure
to timely produce data and information on the services being
provided through the program funded outpatient contract.
NTC has given the county mental health director Ronald
Schell a detailed monthly report of service units produced
under the ontpatient contract. No requests where ever made
to us to change or update these reports for over five years.
Numerous new requests only began once the awareness of an
audi¢ process was to begin, County requests where then
numerous and from various different parties. We had to

“actudlly retain outside YT help to obfain some of the”
information that was never asked for before, nor was our
computer system able to obtain it. Some of the information
was able to be retrieved manually, but most of the requests
required new computer report writing installations, Northern
Tier Counseling did not refuse these new requests, and we did
the best we could to get the various requesting parties the
information being asked for. Attached is the monthly report
that was sent to the Human Service Director Ron Schell that
reported units of service delivered under the outpatient
program funded contract,

(SEE ATTACHMENT D)

Summary Statement to ¥inding #1:
Once Northern Tier Counseling was told just prior to the audit

process that we would no longer be program funded, the
organization then began substantial cuts across the company of
approximately $600,000.00 in an effort to not impact client care. The
cuts in staff position terminations, layoffs, cuts to health and other
benefits, 10% salary reductions through forced furloughs, and
decreases to our psychiatric resources occurred when the County
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informed us of the funding pull backs in Qutpatient. At this fime we
were forced to reduce client services in our ontpatient and crisis
programs.

A short time latter we were informed that the grant funding to
support psychiatry was also being pulled off the table. It became
evident that the full outpatient program funding contract amount of
$887,000.00 was to be pulled.

Unfortunately, damages to client care became even worse as the
organization could no longer continue with programs that lost
money. We were forced to close onr aduit partial programs, crisis
walk-in, phone, mobile services, and emergency services. We also
had fo reduce outpatient therapist positions by 4, and lost our full
time psychiatrist back to his home State of New York. We also could
not bid the fee for service RFP for the county outpatient or
psychiatric services do to the increased administrative cost
requirements and the requirement to send a psychiatrist to Sullivan
County. We were also informed that our mental health SAP contract
was awarded to an outside agency, and that the county also decided
to cancel our CHIPP contract. At this time we are not able to take
any new psychiatric medication management referrals do to the
shortage of resources and ongoing layoffs, Qutpatient is now the
facilities new budgeted loss leader program at a negative $300,000.00
this calendar year end.

In summary; our-efficiencies for the rural market we operateim—————
where working in the best interest of our commuasity and consumers

nnder the previous funding model since 1993, We are now

continuing to down size and looking for renters to lease 29% of our

office space. Funding support from the county is now $0.00. Services

to comsumers from Northern Tier Counseling to maintain operations

had to be severely decreased as a result of these cuts. Ountpatient

mental health and psychiatric services are in severe jeopardy.

FINDING #2 - Improper Allocation of Indirect/Administrative Cost Results
in a $10,135 overcharge to County Program.

Response:

Northern Tier Counseling ntilized Net Revenue to allocate
indirect costs rather than gross expenses. As stated on the top
of page 9 NTC’s Cost Allocation Plan is based upon the
simplified method as outlined in the Federal Office of
Management and Budget Circular No. A-122.

The allocation method of the indirect costs were never
questioned over the past many years by the County Finance
Depariment or by the Independent County Auditors.
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FINDING #3 -

Although the anditors where able to examine our spread
sheets related to appropriate allocations of these expenses, the
organization did not have a written policy related to our Cost
Allocation Plan. Per the recommendations of the auditors
please find the attached Cost AHlocation Policy related to
compliance of 4300’s and A-122 requirements, NTC started
to nse this allocation method in October of 2009, With the
fiscal year to date numbers adjusted back to the start of the
organizations fiscal year start, July 01,2009,

(ATTACHMENT E)

NTC is not in compliance with certain aspects of the 4300
regulations.

1st Bullet Point: NTC charged county for $52,801 in
unallowable bad debt expense.

Response:

Again, Northern Tier Counseling has never had these
expenses questioned over the many years of service contracts
by the County Finance Department or the Independent

approximately 4 years ago was for copies of our collection
policies. These documents and our process were again
audited on August 20, 2009, To allow bad debt write offs
under the program funded confract we ensured that we
followed the protocols related to collections and 3 official
notices to the client. We then proceed to turn the
uncollectable balances over to a legal firm for further action.
The County has allowed these expenses for many years as
long as we followed the appropriate collections procedures
attached. As the organization received any past due balances
from clients, the receivables were appropriately allocated to
the proper cost center and the monthly program funded draw
from the county was adjusted appropriately. Attached please
find the corporate collections policies that we follow.

(ATTACHMENT F)
Repayment of the $52,801.00 would create further damages
to client services, and to an already cash poor organizational

operation. Since we are not receiving any further funds from
the county this appears to be an irrelevant issne. Audit

24
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recommendations will be followed where applicable in the
future as they relate to bad debt expenses.

2" Bullet Point- NTC did not retain documents to verify
competitive bidding performed for insurance services
purchased from a board member.

Response;
Although the bid information was docunzented and found in
the Corporate Board minutes, along with this particular
board member removing himself from the vote, our actual
copies of the bids where not retained at the facilities
corporate office. Copies of these bids will also be maintained
in the fature at the organizations corporate facility. The
organization is currently due to renew its insurances and is
also at its 4300 regulatory requirement of bidding these
services out every 3 years. The recommendations of the
anditors to maintain these bids on-site will be followed. Please
see attached documentation policy and lefter to agent to
support andit recommendation.

(ATTACHMENT G)

3" Bullet Point — NTC*s Independent County andit format

final sctileniche for progiam funded Tost centers, ~

Response:
Prior to knowing all program funding was being pulled the
independent auditors where contacted and instructed to
modify the format of its independent audit to inclnde a
supplemental schedule which identifies the amount of
administrative costs and revenues applicable to cach
program.

Closing Remarks:

Though the findings related to Northern Tier Counseling’s operations where

few; we are thankful to the BFO auditors for their assistance to ensure our
continued comphiance with the regulatory requirements under the 4300°s and A-
122. We will continune to operate in an ethical, efficient, and regulatory compliant
manner for the benefit of our communities. However, it should be said that we are
saddened by the recent damages to the client care service delivery system within
our community. We will continue to follow our mission of helping as many
consumers as we can. This is truly all we really ever wanted to do.

The andit responses made within do not necessarily represent those opinions of it’s
Executive Board of Directors. Sincerely: Paul DeNault, Pres./C.E.O.
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' PCPA Benchmarking Initiative Executive Summary Report

Bchavioral

FAAheer i)

Systems

This Executive Summary Report presents key comparative benchmarking data that profiles your organization's
performance against both state-wide and national norms. Benchmark data based on national norms is
identified by (National Comparison) appearing after the benchmark name. To bring focus to “outlier”
performance, this report is limited to favorable and unfavorable benchmark findings of 70%ile or higher or

30%ile or lower, For a full report containing all metrics, please refer to the Standard Report. A Favorability

Dashboard appears below which contains pie-charts that summarize the distribution of faverable metrics,
unfavorable metrics, and neutral metrics, broken out by functional domain (financial, operational, and
clinical]. Below that is a gauge that iflustrates the percent of available metric fields that were populated with
data.

This report is based on your most recently reparted data for each metric, as of the date indicated in the page
footer.

Favorability Dashboard- .- ...
Overall Clinical Benchmarks. ..~ @
Unfavorable Unfavorable .~ - (.-
24.14% 27.50% i
Favarakle
45,98% AR
Favarable
58.17%. -
Neutral
Neutral 17.24%
29.89% .
Financial Benchmarks Operational Benchmarks.
Favorable . R R L PO
7.14% Unfan.mrable';,=
18.18% -
Unfavorabie >
35.71%
" Havorable
© 52.27%
Neutrat L
Neutral 29.55%
57.14%
Percent Metrics Submitted
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T Upeitentile Tanking is favorable Th these instances, the percentilé ranking is réversed to produce the ™

" PCPA Benchmarking Initiative Executive Summary Report

Behaviaoral

Y

Sysfoms
For each of the dimensions included in this report, the following statistics are provided:

Sample Size: The number of organizations that contributed data for the benchmark appears in parentheses
after each benchmark title, e.g., {N=30). ’

Score: Score refers to your organization’s value, as submitted for comparative benchmarking purposes.

Median: The point in the distribution of scores within the normative group at which fifty percent of the values
are above and fifty percent are below.

Overall Percentile: Your organization’s ranking with respect to the overall distribution of scores within the
normative group. A percentile {%ile) ranking is a value on a scale of one hundred that indicates the percent of
a distribution that is equal to or beneath it. For example, if your Total Operating Revenue places you at the
60%ile, it means your revenue is equal to or greater than 60% of the organizations within the database.

Favorability Index: The favorability index, which ranges from 0 to 100, index reflécts the percent of agencies
that your organization perforred equal to or better than. The score is based on the overail percentile ranking.
For some metrics [e.g. client satisfaction}, a high percentile ranking is favorable. In these instances, the
percentile ranking and the favorabitity index are identical. For other metrics {e.g., medication errors), a Iow

favorability index. Therefore, for all metrics in this report, the higher the Favorability Index, the better. A
Faverability Index that is 70 or higher (favorable) or 30 or lower {unfavorable) is required for inclusion in this
Executive Summary Report. Metrics that are not inherently favorable or unfavorable are excluded from this
report.

Favorability Scale: The Favorability Scales are graphic representations of the Favorability Index scores. These
scales are included to permit quick reference to the favorable and unfavorable findings.

For questions about this report, please contact BPS at 877-330-9870 or help@bpsys.org.

Clinical Benchmarks - Favorable

Overall Favorahility favorability Scale
Median Percentile Index Unfavorable Meutral Favorable

Qutpatient Mental Health No-Show %-Medication Management -- State Comparision {N=24) .
5.00 16.72 .00 100.00

Overall Satisfaction -- National Comparison {N=93)
5.00 4.07 100.60 100.00

Qutpatient Mental Heaith No-Show %-Medication Management -- National Comparison (N=179})
5.00 14.48 6.70 93.30

Employment %-Serious and Persistent Mental lllness -- State Compansmn (N 13)
43.18 10.34 92.31 9231 -

Global Assessment of Functioning Change Scores-Outpatient Counseling/Psychotherapy-Adult -- State Comparision (N=11]
14.00 4.00 90.91 90,91
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Operational Benchmarks - Favorable

Overall Favorability Favorahility Scale
Score Median Percentile Index Unfavorabie Neutral Favorable

Qutpt Services-Days Between Request for Intake and Appointment -Youth -- State Comparision {N=32)

Productivity-Outpatient Counseling/Psychotherapy-Youth -- National Comparison {N=131)

Outpatient Alcohol and Drug Therapist Cancellation %-initial Appeintment -- State Comparision (N=12)

Outpt Services-Days between Request for Medication Mgmt and Appt -Youth - State Comparision {N=16)

Qutpt Services-Days between Request for Psych Evaluation and Appt-Aduit -- State Comparision {N=20)

%
3.00 7.00 15.63 84.38
¥
1,176.00 814.92 79.39 79.39
: 0.00 1.66 25.00 75.00
¥
7.00 17.35 25.00 75.00
re

"
F2

14.00 26.90 2500 7500

Outpt Services-Days between Request for Psych Evaluation and Appt -Youth -- State Comparislon {N=20)
14.00 23.21 25.00 75.00

Outpt Services-Days between Request for Medication Mgmt and Appt -Adult - State Comparision [N=16)
7.00 13.00 25.00 75.00

Productivity-Outpatient Counseling/Psychotherapy-Adult (Priority ltem) -- State Comparision (N=28)
1,176.00 884.33 75.00 75.00

Outpatient Mental Health Therapist Cancellation %-Counseling/Psychotherapy -- State Comparision [N=23)
1.31 2.54 26.09 73.91

Productivity-Outpatient Counseling/Psychotherapy-Adult -- National Comparison {N=146)
1,176.00 935.39 71.52 71.92

Outpatient Mental Health Therapist Cancellation %-Initial Appointment -- State Comparision {N=17)
0.00 1.88 29.41 70.59

Time to Fill Open Posltions-Support Staff -- State Comparision (N=10)
19.00 38.50 30.00 70.00

Operational Benchmarks - Unfavorable

Overail Favorability Favorability Scafe
Score Median Percentile Index Unfavorable Neutral Favorable

Retention by Tenure 1 to 5 Years -- State Comparision [N=45)

76.79 85.37 28.89 28.89 Gl D
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Clinical Benchmarks - Favorable

Overall Favorabitity Favorability Scale
Score Median Percentile index Unfavorable Neutral Favorable

Global Assessment of Funetioning Change Scores-Outpatient Counseling/Psychotherapy-Youth -- State Comparision (N=9)

Global Assessment of Functioning Change Scores-Partial Hospitalization-Adult - State Comparision (N=8)

Glabal Assessment of Functioning Change Scores-Partial Hospitalization-Youth - State Comparision (N=7)

Outpatient Client Cancellation %-tnitial Appolntment -- State Comparision {N=19)

Outpatient Client Cancelfation %-Initiat Appointment -- National Comparison {N=44)

Outpatient Mental Health No-Show %-Initial Appointment — State Comparision (N=22)

Outpatient Mental Health No-Show %-Counsellng/Psychotherapy - $tate Comparision [N=26}

Outpatient Mental Health No-Show %-Counseling/Psychotherapy -- National Camparison (N=179}

0 um  wu »e GRS O

Outpatient Alcohol and Drug Client Cancellation %-Counsellng/Psychotherapy — State Comparision (N=14)

Outpatient Mentat Health No-Show %-Initial Appointment — National Comparison {N=175)

1455 19.90 25.14 7486 L I

Self-Reparted Outcome -- National Comparison {N=112)
4,00 397 73.21 7321

| Clinical Benchmarks - Unfavorable

Overalt Favorability Favorabifity Scate
H Score Median Percentile Index Unfavorahle Meutral Favorable

Outpatient Alcoho! and Drug Client Cancellation %-Initial Appointment -- State Comparision (N=14)
' 16.67 10.58 78.57 21.43

Youth Adjudication % -- State Comparision {N=10}

G
144 1.66 80.00 20.00 G D)
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Operational Benchmarks - Favorable

Overall Favorability Favorability Scale
Seore WERIET Percentile Index Unfavorable Neutral Favorable

Administrative Staff Retention - State Comparlsion {N=12)
100.00 95.80 100.00 100.00

General Clinical Staff Retention -- State Comparision (N=42)
100.00 83.05 100,00 100.00

Number of Days from Discharge to Follow-Up -Adult -- State Comparision {N=6)
3.00 5.30 0.00 100.00

Productivity- Psychiatric Medication Management-Youth - State Comparision (N=24)
1,600.00 647.47 100.00 100.00

General Clinical Staff Retention -- National Comparison {N=187)
100.00 81.82 98,93 98.93

_Productivity- Psychiatric Medication Management-Youth -- National Comparison {N=98]

1,600.00 795.00 94.90 94.90 — ) o

Outpt Services-Days Between Request for Intake and Appointment -Youth -- National Comparison [N=188)
3.00 9.36 6.38 93.62

Outpt Services-Days Between Request for Intake and Appointment-Adult -- State Comparision {(N=30)
3.00 7.00 6.67 93.33

Outpt Services-Days Between Request for Intake and Appointment-Adutt —- National Comparison (N=194)

300 so0 s - s GRS
Qutpt Services-Days between Request for Medication Mgmt and Appt -Youtﬁ i- National Comparison {N=134)

Qutpt Services-Days between Request for Medication Mgmt and Appt -Adult -~ National Comparison (N=143)
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NORTHERN TIER COUNSELING, INC,
POLICY

SUBJECT: COST ALLOCATION POLICY

Date: November 5, 2009

POLICY:  This policy outlines the method used to allocate the administrative and quality
management expenses to all the revenue producing programs,

INSTRUCTIONS:

The administrator’s office cost (Northern Tier Counseling’s administrative and
quality management cost) will be allocated to each program by the proportion of the
program costs to the total programs cost.

Imitiator: Fiscal Pirector
Reviewed:

40
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NORTHERN TIER COUNSELING, INC.

POLICY
CROSS REFERENCE:  SUBJECT: Collections, Delinguent
Accounts and
Bad Debt Write Off
DATE:. March 10, 1999

POLICY:  Clients receiving services will be responsible to pay for services not coverad by their
insurance carrier, This includes co-pays, no-show charges, and sliding fee payments.

INSTRUCTIONS: )

Payments will be coll ected prior to services bemg rendered.

Individual persons remain liable for any unpaid balance until the debt is discharged in full.

The write-off of an account does not absolve the liable persons from payment of the charges and the

account remains a delinquent account.

Payment agreements are to be set up when a client enters services or if the client has a life
changing event that alters their financial status during their treatment process. Payment
agreements must be paid monthly. If the client continues to receive services their monthly
payments must be enough to reduce their overall accumulating account.

An account will be considered delinquent and client will not be rescheduled if

1) thereis a balance due (30) days after service is rendered.
-2) apayment agreement has not been signed by client
3) apayment agreement is not adhered fo.

When a client account is determined to be delinquent it will be tumed over to collections. NTC will
then suspend routine services to the client. Routine services will not be reinstated until the balance is
paidin full. Emergency services will be provided to any chient (regardless of financial status) as
identified by NTC’s crisis staff. During discharge NTC will also offer the client at least 2
alternative treatment facilities from which the client may receive routine services. This
information may be given by the clinician or in the discharge letter. These types of
administrative discharges will be identified by fiseal. Fiscal will inform Quality Management
and the appropriate manager/director, The discharged clients will be placed on a do-not
reschedule list until their account is paid. Do-not reschedule lists will be distributed monthly
to the Administrative Coordinator. All client questions or concerns regarding the status of
their account will be veferred to the fiscal department.

After the first dunning statement is mailed, the suspension of service letter will be mailed to the client, . ™

{a return receipt must be obtained at the timie of mallmg) A phone call will be made to the client by
thé fiscal dépariment to inform them of the suspension of services. If the suspension of service letter is
‘mnd"d te the client, the administrative or fiscal staff person w1]1 makéa cooy"'f "the Tetter 1o bé placed

INITIATOR: Financial Officer
REVIEWED/REVISED:  Chief Executive Oilicer & Finance Director, December 11, 2007

Page 153
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NORTHERN TIER COUNSELING, INC.
POLICY

CROSS REFERENCE: . - SUBJECT: Collections,

Delinguent Accounts

Bad Debt Wnite Off, Cont.

DATE: March 10, 199%

COLLECTION OF DELINQUENT ACCOUNTS:

Step 1. Mail three successive dunning statements requesting payment. Letters
_must be mailed at not less than 10-day intervals. I

Step 2. Immediately after mailing the first dunning statement and in all cases
before mailing the second dunning statement, a reasonable effort must be made
to establish telephone or personal contact with the liable person concerning the
account. This effort must be documented.

Step 3. If payment has still not been received, any delinquent aceount of $50.00
or more, must be referred for collection, to a collection agency farniliar with the
collection of debts arising from medical or social services.

Step 4. The delinquent account may be referred to ME/MR for write off if

(A)  Steps 1 through 3 have been completed.
(B) Anaccount balance continues toexist, =~

~ (€} " No payment plan has been agreed to or an agreed to payment

plan is not being followed.

(D)  The account has been with the coflection agency for 90 days.
(E)  The client has been terminated from service.
NOTE: Documentation of the collection effort must be maintained in the
client’s file.

COMMERCIAL INSURANCE:

Contract with NTC or histerically the company will pay NTC directly:

I We will bill the insurance company. -

2. If payment from the company or the client has ot been received
within sixty (60) days the account will be converted to self pay
and the procedure for collections will be followed.

No contract with NTC and historically the company does not pay NTC directly:

L. Account will be established as seif pay and the client will be
responsible to collect from their insurance company.

Page 154

43

Appendix B
Page 25 of 32



FIRST NOTICE

PAST DUE ACCOUNT

August 14, 2009

This is a friendly reminder of your overdue balance with our agency.
The enclosed Balance Due Statement shows the amount you owe
according to our records. if the amount shown does not agree with your
records please let us kriow.

- We consider an account delinquent after 30 days. We realize this could

be an oversight on your part and not willful disregard of an assumed
obligation.

Please make further. collection procedures unnecessary by sending
payment in full or calling me to arrange a payment plan. 570-265-0100.

We will be happy to work with you to design regular payments that will
fit into your budget.

Please give this matter your immediate attention. Thank you for your
cooperation.

Sincerely,

Collections Clerk

44
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SECOND NOTICE
PAST DUE ACCOUNT

August 14, 2009

We have not had a respanse to the FIRST NOTICE, which we mailed to
you concemning your Past Due account balance. Perhaps you thought
that it did not need your immediate attention.

We consider an account delinquent after 30 days. In accordance with
our contract with Bradford County to provide mental health services, we
are obligated to attempt to collect all Past Due amounts owed to-our -
agency. We follow a specific collection procedure as outlined in our
contracts. If we are unable to collect, your account wili have to be
turned over to an attorney for collection. This will result in the addition
of collection fees to the balance you already owe for the services we
provided. .

Please make further collection procedures unnecessary by sending
payment in full or calling me to arrange a payment plan. 570-265-0100.
We will be happy to work with you to design regular payments that will
fit into your budget.

Please give this matter your immediate attention. If you have made
payment within the past two weeks, we apologize for sending this
Second Notice.

Thank you for your cooperation.

Sincerely,

Collections Clerk
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THIRD AND FINAL NOTICE
PAST DUE ACCOUNT

August 14, 2009

We have not had a response to either the first notice, which we mailed to
you in June 2009 or the second notice, which we mailed to you in July
2009, concerning your past due account balance. This is your third and
final notice concerning your past due account. Please give this mafter
your immediate attention and call me today to work out a payment plan
that will fit into your budget. 570-265-0100.

If we do not hear from you by August 31, 2009 we will have no choice
other than to turn your account over to an attorney for callection. This will
result in additional charges being added to the amount owed to cover the
attomey fees. In accordance with our agreement with the County, if you
are still receiving services as of August 31, 2009 we wilt be unable to
continue with your therapy as it is currently structured until your account
has been paid in full. You will be unable to have regular appointments
with your therapist and/or doctor. The only services you will qualify for
would be through our Crisis program in case of an emergency.

If you have made payment within the past two weeks, we apologize for
sending this third and final notice..

Thank you for your cooperation.

Sincerely,

Collections Clerk

46
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Page 1 of 1

Hoover, John

Sent: Monday, February 22, 2010 2:48 PM
To: Hoover, Jochn

cc:

John: We sent our responses 1o the audit last week. Please also attach this e-mail as | was remiss to state that in
. our county program funded contract on page 4, item 11, steps 1, 2, & 3; it specifically outlines the steps that we
where to take If bad dabt was to be approved for write offs. We followed these steps per aur palicles, procedures
and protocals, including sending uncollectable to a legal firm for final collection efforts. We have never had these
bad debt write offs questioned by the county fiscal department or the independent county auditors. Thank you.
February 22, 2010. 2:47 PM. :

Paul DeNault

President / C.E.O
! Northern Tler Counseling. Inc.
X 570-2635-0100, extension 2003

2/22/2010
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NORTHERN TIER COUNSELING, INC.

POLICY
SUBJECT: Bid Retention of
Records
Date: October 25, 2009

POLICY:  All Bids per the 4300 regulations will be retained at the organizations
corpaorate office,

INSTRUCTIONS:

Per the 4300 regulations, all bidding process documentation that fall
under these regulatory requirements will be retained in the corporate
offices of the organization located at RR 1, Box 137 Towanda PA,
18848. .

The documents that verify that the bidding process took place will be
maintained for a period not less than 5 years.

Imitiator: Chief Execntive Officer.
Reviewed:  October 25, 2009
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Beard of Directors
Polly Dawsey

Foul DeNanlt

Lyna Diblde, RN, MSN
Hemry C. Gunn

Jeck Fox

Attay, Christopher fooes
Cheis Landls

Bep, Tina Plclkes
¥ich L, Scitmit, CPA
Br. Xaren Saglor, M.

Corpornte Connsel
Aty Ray Deaols -

Corporate Office
North Townary
RR# Box 137
Towansta, PA 18348
S7-Z65-0100
Fax 570-265-674 1
Tell Free
18683721682

South Wavesly

356 Loder Sirent

South Waverly, P4 18340
570-882-T414

Eax $70-888-1204

J—
Domtown Tewanda
846 Maln Street
Towanda, A 18548
510.265-0977

Fax 570-265-0580

Menroe Franklln
RR1 Box 3350
Moaoroeton, PA 18532
¥70-265-5755

Fax 570-265-3885

Laporte

Medical Center
217 Ning Strest
Laporte, PA 18626
570-265-0100

Mansfiald

& South Strest
Mansheld, PA 16513
ST0-862- 1187

Fax 5H0-682-4743

Towanda, PA 18848

October 20, 2009

Thank you for our new rates for our liability and mal practice insurances. Again, they
have been without any substantial increases. .

As you know per our 4300 regulations we are required to re bid ot our insurances
every 3 years. We are presently due for this to occur. Could you please bid out our
coverage’s to at least 3 additional insurance carries for our next renewal period. We can
then speak as to which carrier to choose.

Sincerely,

7

Paul DeNanlt
Pres/CEQ.

CC: Don Brennan

The miscinn af Warthern Tior Cannesling iz 10 wolenme and serve
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