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Why the focus on churn? 

 Although generally doing well on most performance measures, 
California was not doing well on program participation. Based on 
Federal Fiscal Year (FFY) 2011 federal data (the latest available), 
California is behind most of the country in terms of the percentage 
of eligible people actually enrolled in the SNAP program. 

 
 Enrollment of potentially eligible persons is at approximately 57 

percent.  This is below the national participation rate of 79 percent. 
Although there has been continued improvement, last place is not 
an option! 

 
 We realized that most of our effort had been on outreach but not on 

retaining the persons already on our caseload. 
 
 While some leave, many reapply which increases work on our end 

and frustration on their end. 



Goal: Increase SNAP Participation 

 CDSS, in collaboration with counties, requested that 
counties undertake a three-year goal-setting process to 
help achieve increased SNAP participation within their 
county.   

 There are many factors that contribute to individual county 
program participation, both demographically and 
economically.  The majority of the county plans focused on: 

 in-reach to current Medi-Cal recipients;  

 increasing program outreach to seniors;  

 addressing churning and retention of cases; and 

 the use of technology 



What is Churn? 
  For almost any social service program, reducing churn 

saves time for staff and clients.  

 Churn rate for reapplications is: the SNAP applications that 
received benefits in the previous 30 -90 days divided by the 
total applications received.  

 Churn rate for recertifications is: the SNAP cases who had 
recertifications due who didn’t complete them who 
reapplied within 30 -90 days divided by the total 
applications received. It is a subset of reapplication churn.  

 Measuring this component allows us to identify where we 
need to make changes. As recertification churn represents 
almost half our churn we initiated an effort to streamline 
the recertification process by developing a two page form. 

 



Using Data to Improve Performance 
 In support of the county efforts to increase participation using a 

data-driven approach, the CDSS developed a County Data 
Dashboard (located at 
http://www.cdsscounties.ca.gov/foodstamps/ ).   

 

 This public dashboard provides tools and information for 
counties to evaluate existing participation improvement efforts 
and make decisions about future ones.   

 The increased transparency was appreciated by our advocates 
and other stakeholders.  

 Although our goal was to increase participation, the dashboard 
would also be a good tool to increase performance in other 
program priorities or Federal performance measures. 

http://www.cdsscounties.ca.gov/foodstamps/


Data on the Dashboard 
 The County Data Dashboard includes data in the following areas: 

 Enrollment growth in SNAP. (Rather than participation “rates” 
since the state and counties have little control over the increase or 
decline in the eligible population on which rates are based) 

 SNAP cases receiving Medi-Cal (to measure in-reach) 

 Medi-Cal cases receiving SNAP (to measure Express Lane 
Eligibility); 

 Churn rates for recertifications and for all reapplications (churn is 
defined as returning within 90 days although 30 days is also 
included) 

 Active error rates 

 Timeliness for both Expedited Service cases and for 30-day 
processing 

 









Inspiring Improvement 
 

 In tracking churn, we were able to identify how implementation 
of certain policies affect churn. 

 The charts shown indicate an uptick in recertification churn at 
the time of implementation of the ACA and semi-annual 
reporting (SAR).  

 CDSS expects that implementation of SAR will eventually lower 
churn. 

 In addition, implementation of efforts to streamline procedures, 
like the revised recertification process should lead to improved 
churn rates.  

 Additionally, we can identify which counties have low rates of 
churn and examine their procedures and share with others.  



In Closing 
 I am very encouraged at the continued efforts of the our 

counties and all the dedicated staff who work in social 
services programs who endeavor to do the best job 
possible.  Hopefully attacking the churn issue will help 
relieve their workload and reduce client frustration. 

 

 I am always happy to hear of ideas for program innovation 
and improvement.  Please feel free to share your ideas. My 
email address is: linda.patterson@dss.ca.gov  

 

  Questions? 

 



Pro 

  

  

Promptly 
• Simple message 
• Clear call to action 

Tiana.Wertheim@sfgov.org 
San Francisco Human 
Services Agency 

mailto:Tiana.Wertheim@sfgov.org


Unnecessary client 
turnover  
• 15% “churn” or enroll and fall off 
within 3 months  

• Many clients don’t know when 
they are discontinued  

• Mail reminders and processes 
are difficult  

 

      



 



Confusing NOAs 



What does it take?  
 Interface btw Promptly and CalWIN /C-IV /Leader 

 Opt-in consent (text, email): For new apps/RRR & mailer 

 A field to store cell #s, and for consent 

 Determine message, timing, audience 

 Train workers in consent, FAQ 

 



Promptly success:  
 5,800 clients signed up since November 2013  

 1,200 text reminders sent  

 3 languages (English, Spanish, Chinese)  

 471 calls to the CalFresh call center  

 39% response rate 

 Outcome data is under evaluation (churn reduction, 
user experience) 

• “I was grateful for the text because I moved around 
a lot this year and my mail hasn’t caught up.” 

• “I live with a bunch of roommates and sometimes 
the mail doesn’t end up in the right hands.” 

• “I thought I might  be cut off, but getting the text 
made if definite.” 



Idaho’s 

Approach to CHURN: 

• Customer-centric 

• Data Driven 

• Cost Effective 

  
Idaho 

Self Reliance – Benefit Programs 

 

Greg Kunz 
Deputy Administrator 
Idaho Department of Health & Welfare 
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 …but it is more than CHURN, it’s the whole! 

Decision at 
first point of 

contact 

Operations 
driven business 

processes 

Minimize 
“events” 

Create & maintain 
performance 

metrics 

Interact with the 
family…NOT the 

Program 

CHURN 
Application & 

Redetermination 

Idaho's Approach to CHURN 
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Ranking
$/Case/Mo

% Approved on 
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Average Time to 

Approval

% Case Tasks 

Completed ≤ 5 days

2004
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9.05% 51st 13.22% 50th 90.41% 29th

2005
(sanction)

8.34% 48th 10.68% 45th 86.79% 37th

2006

(bonus)
4.64% 18th 7.67% 39th 83.06% 43rd < 2% > 20 Days

2007 4.44% 18th 5.20% 26th 80.00% 48th $42.35 ~6% 15 days
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2008
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2010
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3.32% 18th 2.39% 6th 98.24% 2nd $19.80 72.2% 2 Days 96%

2011

(bonus)
2.52% 5th 1.97% 4th 99.06% 1st $15.16 71.3% 2 Days 99%

2012

(bonus)
2.49% 14th 10.02% 5th 99.28% 1st $16.15 71.8% 2 Days 98.7%

2013 1.86% 14th 14.19% 15th
99.43%

projected

1st
projected

$16.56 73.0% 2 Days 99.4%
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Idaho's Approach to CHURN 



1. Pre-populate forms sent to customers 

2. Phone-based re-evaluations 

3. Use phone interactions to resolve issues 

4. Limit effort required by the customer 

5. Help families obtain necessary verifications 

6. Minimize the re-evaluation “event” 

7. Learn from other Program policies/processes 

 

 What we do for CHURN… 

Idaho's Approach to CHURN 
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