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The April 2020 Arizona Department of Education (Department) special audit found that the Department needs 21 staff for 
Program workload, should improve customer service and timely processing of Program applications, and better protect 
personally identifiable information. The Department’s status in implementing the recommendations is as follows:

Status of 26 recommendations
Implemented: 3
Implemented in a different manner: 1
In process of being implemented: 14
Not implemented: 8

We will conduct an 18-month followup with the Department on the status of those recommendations that have not yet 
been fully implemented.

Key initial follow-up conclusions

The Department has made progress implementing some recommendations or parts of recommendations to address 
Program workload, customer service, use of Program monies, and protecting personally identifiable information, but has 
not demonstrated progress in all recommended areas. Specifically, the Department: 

• Has monitored and tracked some changes that could impact the Program’s workload, such as Program enrollment 
growth, but effective December 2020, it had allocated 2 more FTE positions to the Program than we recommended 
and although it did not provide documentation of a Program workload analysis, it reported it had allocated the 
additional FTE positions to the Program in response to Laws 2020, Ch. 12, §4.

• Developed customer service performance management policies and procedures that include most of the requirements 
we recommended and reported it was in the process of revising these policies and procedures to include additional 
recommended requirements. However, it had not developed policies and procedures for reviewing the Program’s 
overall customer service performance but during the followup, reported it would do so.  

• Developed some policies and procedures to help ensure its customer service information is complete, including 
a policy requiring Program staff to use its customer-service-ticketing system to send email responses for all email/
voicemail customer service inquiries. However, it had not developed policies and procedures for configuring its 
call-routing system reports to include all Program customer service phone calls and audio recording all Program 
customer service phone calls. 

• Has not developed policies and/or procedures to help ensure Program staff uniformly and consistently document 
Program application-decision-notification dates in its Program IT system but during the followup, reported that it 
would do so.

• Has more consistently implemented its policies and procedures for monitoring misspending and attempted 
misspending with Program debit cards, but it has not prioritized spending reviews to focus on the highest-risk 
Program accounts.

• Has continued to develop and implement policies and procedures for protecting sensitive and personally identifiable 
information when fulfilling public records requests, including tracking and conducting secondary reviews of public 
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records requests, but is still in the process of developing procedures to help ensure files attached to emails are 
removed and/or redacted prior to fulfilling public records requests.

Chapter 1: Program Workload Analysis—Department could timely complete key 
Program tasks and perform other responsibilities in fiscal year 2021 with 21 FTE 
staff positions

1. The Department should allocate 21 FTE positions to the Program in fiscal year 2021, including a Program director, 
an auditor, an administrative assistant, 3 managers, and 15 positions assigned to performing key tasks.

Implemented in a different manner at 6 months—Effective December 2020, the Department allocated 23 FTE 
positions to the Program to complete its fiscal year 2021 Program workload (see explanation for Recommendation 
4, pages 2 through 3, for information about the Department’s decision to allocate 2 more FTE position than 
recommended). The 23 FTE positions included a Program director, an administrative assistant, 2 managers, 2 
supervisors, and 17 positions assigned to perform key tasks. 

2. The Department should identify and assign other Program tasks for Program staff to perform during periods of 
decreased workload, including but not limited to processing unreviewed expense reports for prior years, referring 
cases of misspent Program monies to the Arizona Attorney General’s Office for collections as long as this remains 
a Department responsibility, conducting State-wide seminars and trainings for Program applicants, performing 
marketing and community outreach activities relating to the Program, and providing Program staff professional 
development.

Implementation in process—The Department reported that it provided expense report processing training for all 
staff assigned to complete key program tasks and, as of January 2021, Program staff had reviewed all expense 
reports submitted to the Department in fiscal year 2020. Additionally, the Department has continued to reduce the 
backlog of unreviewed expense reports submitted during previous fiscal years. Further, although the Department 
reported that the COVID-19 pandemic had prohibited Program staff from participating in in-person professional 
development, outreach activities, and State-wide seminars and trainings for Program applicants, it is exploring 
ways to conduct these activities remotely during the remainder of fiscal year 2021. Finally, effective August 2020, 
referring cases of misspent Program monies to the Arizona Attorney General’s Office for collections was no longer a 
Department responsibility. Specifically, Laws 2020, Ch. 12, §3, transferred authority to refer cases of misspending to 
the Attorney General’s Office for collections or criminal investigation from the Department to the Arizona State Board 
of Education (Board) (see explanation for Recommendation 11, pages 6 through 7, for more information).

3. The Department should develop a process, including written policies and procedures as appropriate, to help ensure 
the Department addresses its fluctuating workload by monitoring and planning for workload fluctuations, assigning 
key tasks to be completed by Program staff based on actual and/or projected workload for those key tasks, and 
providing training to Program staff so they have the skills to complete all key tasks.

Implementation in process—As of December 2020, the Department was tracking and monitoring the Program’s 
workload for some key tasks, including the number of Program applications received per month, and the amount 
of time Program staff spend handling customer service phone calls received on the Program’s main phone line. 
However, the Department reported that it was in the process of developing policies and procedures for monitoring 
and planning for workload fluctuations and estimated it will finish developing these policies and procedures by May 
2021.

4. The Department should monitor and track changes that could impact the Program, such as the Legislature’s 
appropriation of FTE for specific Program responsibilities, Program enrollment growth, and the transition to 
ClassWallet, and assess their impact on its workload and needed staffing level. If the Department determines that 
additional staff are needed, it should request an appropriation from the Legislature, including providing supporting 
documentation for the requested staffing level.

Implementation in process—The Department is monitoring and tracking some changes that could impact the 
Program’s workload, including Program enrollment growth and changes required by Laws 2020, Ch.12, §4, which 
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directed the Department to employ a case management approach to serve Program applicants. However, although 
the Department reported that it will transition all Program accounts to ClassWallet by July 2021, it did not provide 
documentation demonstrating it had assessed how this transition will impact the Program’s workload. Finally, as 
reported in Recommendation 1 (see page 2), effective December 2020, the Department allocated 23 FTE positions 
to the Program to complete its estimated fiscal year 2021 workload, which was 2 more FTE positions than we 
recommended based on our Program workload analysis. Although the Department did not provide documentation 
of a Program workload analysis to justify the additional staffing, it reported that it had added more FTE positions to 
the Program because Laws 2020, Ch. 12, §4 appropriated 13 FTE positions for specific Program responsibilities and 
required the Department to establish a call center, employ a case management approach, and transition existing 
Program staff to case managers. 

 
Chapter 2: Revenues and expenditures—Department spent Program administration 
and other Department monies on Program-related costs; Treasurer’s Office 
reporting spending Program administration monies on Program-related costs 

This chapter did not include any recommendations. 

 
Chapter 3: Customer Service—Program customer service was professional and 
courteous but untimely, and some customers received poor-quality information 

5. The Department should develop and implement customer service performance management policies and 
procedures, including policies and procedures for the Program call center Laws 2020, Ch. 12, §4, requires it to 
establish. These policies and procedures should include:

a. Customer service performance benchmarks for email/voicemail inquiries and phone calls.

Implementation in process—The Department has developed a Program customer service policy that 
includes benchmarks for email/voicemail inquiries and phone calls, including benchmarks for email/voicemail 
inquiry response time, customer service phone call duration, and number of phone call transfers. However, 
the policy does not include a benchmark for customer service phone call wait time. The Department estimated 
it will revise the policy to include this benchmark by October 2021. We will assess further revisions to the 
Department’s policy and its efforts to implement the policy during the 18-month followup.

b. Performance expectations for Program staff related to the performance benchmarks.

Implementation in process—The Department’s newly developed Program customer service policy states 
that all Program staff are expected to meet the benchmarks discussed in Recommendation 5a related to 
email/voicemail inquiries and phone calls. See explanation for Recommendation 5d, page 4, for information 
on how the Department evaluates Program staff’s customer service performance related to the benchmarks. 
However, because the newly developed policy does not include a benchmark for customer service phone call 
wait time, the Department has not established performance expectations for Program staff related to phone 
call wait time. We will assess further revisions to the Department’s policy and its efforts to implement the policy 
during the 18-month followup.

c. Requirements for obtaining customer service information and audio recordings for all Program staff who 
provide customer service.

Implementation in process—The Department has developed a customer service policy that requires all 
Program staff to respond to customer service inquiries using its customer-service ticketing system and all 
Program staffs’ phone calls to be audio recorded. In addition, the policy requires tracking of call information 
for Program staff assigned to answer phone calls on the Program’s main line to ensure these staff are meeting 
the phone call benchmarks established in the policy (see explanations for Recommendations 5a and 5b for 
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more information on these benchmarks). However, the policy does not include a requirement for obtaining 
call information for Program staff who answer customer service phone calls outside of the Program’s main 
phone line. The Department estimated it will revise the policy to include this requirement by October 2021. We 
will assess further revisions to the Department’s policy and its implementation during the 18-month followup.

d. Requirements for Program managers to regularly review call-routing system reports, customer-service ticketing 
system information, and audio recordings to evaluate Program staff’s customer service performance.

Implementation in process—The Department has developed a Program customer service policy requiring 
Program management to review call-routing system reports daily to assess whether Program staff assigned 
to answer phone calls on the Program’s main line are meeting the phone customer service benchmarks 
established in the policy (see explanations for Recommendations 5a and 5b, page 3, for more information 
on these benchmarks). Additionally, the policy requires Program management to review a sample of email/
voicemail inquiry responses and phone call recordings monthly to assess the quality and completeness of the 
information Program staff provided. However, as previously discussed (see explanation for Recommendation 
5c, pages 3 through 4), the policy does not include a requirement for obtaining call information for Program 
staff who answer customer service phone calls outside of the Program’s main phone line. Therefore, Program 
management may lack information to assess some Program staff’s customer service performance. Additionally, 
the policy does not include a requirement for assessing whether Program staff are meeting the email/voicemail 
inquiry response-time benchmarks established in the policy. The Department estimated it will revise the policy 
to include these requirements by October 2021. We will assess further revisions to the Department’s policy 
and its implementation during the 18-month followup.

e. Customer service quality criteria to guide staff performance and help ensure managers consistently evaluate 
the quality of Program staff’s customer service phone calls.

Implementation in process—The Department has developed a Program customer service policy that 
requires Program management to use a scorecard to monthly review the quality of a sample of Program 
staffs’ customer service phone calls. The scorecard includes criteria to guide and evaluate staff performance, 
such as appropriateness of greeting, professionalism, and call resolution. We will assess the Department’s 
implementation of the new policy during the 18-month followup.

f. Requirements for reviewing customer service performance metrics at least monthly to identify opportunities 
for improvement.

Not implemented—Although the Department has developed a customer service policy that requires 
Program management to assess whether individual Program staff are meeting some of the customer service 
performance benchmarks established in the policy, the policy does not outline a process for reviewing the 
Program’s overall customer service performance to identify opportunities for improvement.  The Department 
estimated it will revise the policy to include such a process by October 2021. We will assess further revisions 
to the Department’s policy and its efforts to implement the policy during the 18-month followup.

6. The Department should develop and implement policies and procedures to help ensure its customer service 
information and audio recordings are complete, including:

a. Configuring its call-routing system reports to include all Program customer service phone calls.

Not implemented—Although the Department has developed a Program customer service policy that requires 
tracking of phone call information for some Program staff, it has not developed policies and procedures for 
configuring its call-routing system to help ensure its customer service information is complete by including 
all customer service phone calls. The Department estimated it will develop policies and procedures for doing 
so by October 2021. We will assess the Department’s efforts to develop and implement these policies and 
procedures during the 18-month followup.

b. Creating phone call audio recordings of all Program customer service phone calls. 

Not implemented—Although the Department has developed a Program customer service policy that requires 
all incoming and outgoing calls by Program staff to be audio recorded, it has not developed written procedures 
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to help ensure all Program staff who answer customer service phone calls are audio recorded. The Department 
estimated it will develop policies and procedures for creating audio recordings for all Program customer 
service phone calls by October 2021. We will assess the Department’s efforts to develop and implement these 
policies and procedures during the 18-month followup.

c. Requiring Program staff to use its customer-service-ticketing system to send email responses for all email/
voicemail customer service inquiries and holding staff accountable for doing so.

Implementation in process—The Department has developed a Program customer service policy that requires 
Program staff to use its customer-service-ticketing system to send email responses for all email/voicemail 
inquiries. Additionally, the policy requires Program management to review a sample of email/voicemail inquiry 
responses monthly to assess the completeness of the information Program staff provided. We will assess the 
Department’s efforts to implement its new policy during the 18-month followup.

 
Chapter 4: Program Deadlines—Department’s delayed application decisions 
impacted some parents’/guardians’ receipt of and ability to use Program monies for 
education expenses and to make important educational decisions 

7. The Department should ensure that Program staff notify parents/guardians of Program application decisions within 
the 45-day statutory time frame.

Not implemented—The Department may not be able to ensure that Program staff notify all parents/guardians of 
Program application decisions within the 45-day statutory time frame because it has not developed policies and/
or procedures for uniformly and consistently documenting application-decision-notification dates in its Program IT 
system (see explanation for Recommendation 8 for more information). Absent these policies and procedures, we 
did not assess the Department’s compliance with the 45-day statutory time frame. However, in March 2021, after 
we had completed our follow-up work, the Department informed us that it had reported its compliance with the 
45-day statutory time frame to the Board in January 2021. Specifically, the Department reported to the Board that 
during the second quarter of fiscal year 2021—October 1, 2020 through December 31, 2020—it processed 861 
of the 865 applications it received within 45 days.1 We will further assess the Department’s implementation of this 
recommendation during the 18-month followup.

8. The Department should develop written policies and/or procedures for Program staff to uniformly and consistently 
document application-decision-notification dates in its Program IT system and to help ensure Program staff 
consistently do so.

Not implemented—The Department has not developed policies and/or procedures outlining how and when 
Program staff should use its IT System to uniformly and consistently document application-decision-notification 
dates. Although the Department reported that it has modified its Program IT system to more accurately reflect 
application-decision-notification dates, without the recommended policies and procedures, the Department may not 
be able to ensure that its staff uniformly and consistently document application information in its Program IT system, 
which could affect the accuracy of application-decision-notification dates. The Department estimated it will revise 
its existing Program application policies and procedures to outline how Program staff should document application 
notification decisions by October 2021. Therefore, we will assess the Department’s efforts to develop and implement 
these policies and procedures during the 18-month followup.

9. The Department should complete development of and implement a process to automate the submission of quarterly 
expense reports for parents/guardians who have made no purchases with Program monies within the previous 
quarter.

Not implemented—The Department did not automate the submission of quarterly expense reports for parents/
guardians who have made no purchases because it revised the reporting process in response to a new reporting 

1 
In fiscal years 2018 and 2019, the Department had its highest compliance rate with the 45-day statutory time frame during the second quarter of the fiscal 
year.
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requirement established by the Board. Specifically, the Board adopted rules, effective January 1, 2021, requiring 
parents/guardians to attest that they have made no expenses instead of requiring them to submit quarterly expense 
reports showing no expenses and authorizing the Department to develop a process to obtain these attestations. As a 
result, the Department revised its reporting process to require parents/guardians to submit an attestation when they 
have no quarterly expenses. However, requiring parents/guardians to submit quarterly attestations is not necessary 
to help identify misspending of Program monies and causes the same issues we identified during the audit, namely:

• Inefficient use of Program staff’s time—The Department requires Program staff to perform other tasks when 
parents/guardians do not submit attestations, including suspending the parents/guardians’ Program accounts 
and later unsuspending the Program accounts if the parents/guardians subsequently submit attestations so they 
can continue to receive Program monies. Additionally, Program staff must send emails to parents/guardians to 
notify them that they failed to submit an attestation and that their Program account has been suspended.

• Unnecessary burdens for parents/guardians—Parents/guardians who made no purchases must take the 
time to submit an attestation. Further, parents/guardians who had their account suspended because they did not 
timely submit their attestation must take time to work with Program staff to unsuspend their accounts.

• Delayed receipt of program monies—The Department’s payment of Program award monies for the next 
quarter could be unnecessarily delayed for parents/guardians with no expenses who do not submit an attestation 
prior to the Department’s quarterly distribution of Program award monies.

 
Chapter 5: 2016 Audit Followup2

10. While it continues to use its debit card process for distributing Program award monies, the Department should:

a. More consistently implement its policies and procedures for monitoring misspending and attempted 
misspending.

Implemented at 6 months

b. Modify its risk-based approach for reviewing parent/guardian expense reports to include the additional risk 
factors it has identified.

Not implemented—Although the Department modified its Program IT system to allow Program staff to assign 
1 of 4 different risk levels—none, low, medium, or high—to Program accounts based on risk factors they 
identify, such as attempts to withdraw cash or make purchases from restricted merchants, it does not use the 
risk factors to prioritize its expense report review. Instead, the Department reported that Program staff continue 
to review expense reports in the order they are received rather than prioritizing them for review based on risk. 
The Department reported that it will transition all Program accounts to ClassWallet by July 2021 and that it was 
in the process of assessing whether and how it will use its risk levels to oversee spending of Program monies 
as it transitions program accounts to ClassWallet. 

c. Prioritize spending reviews to focus on the highest-risk Program accounts.

Not implemented—See explanation for Recommendation 10b.

11. The Department should work with the Board to provide assistance for processing and forwarding misspending 
cases to the Attorney General’s Office for collections or criminal investigations.

Implementation in process—Effective August 2020, Laws 2020, Ch. 12, §3, transferred authority to refer cases 
of misspending to the Attorney General’s Office for collections or criminal investigation from the Department to the 
Board. The Board adopted rules outlining procedures the Department must follow when forwarding misspending 

2 
Chapter 5 of our April 2020 audit report assessed the implementation status of the recommendations directed to the Department from our June 2016 
performance audit of the Program (Report 2016-107). Recommendations 10 through 13 supersede the recommendations from our 2016 performance 
audit that were not fully implemented as of our final followup. As a result, the reported recommendation statuses and explanations relate to 
Recommendations 10 through 13 from the April 2020 audit report.
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cases to the Board for possible referral to the Attorney General’s Office for collections or criminal investigations. 
These rules became effective January 1, 2021. We will further assess the Department’s implementation of this 
recommendation during our 18-month followup.

12. The Department should work with its Assistant Attorney General to review all the public records requests it has 
fulfilled, at a minimum during calendar year 2019, to determine if additional disclosures of sensitive information and/
or personally identifiable information (PII) have occurred, and if so, to notify affected parties and take any other steps 
as required by applicable State and federal laws.

Implementation in process—The Department has developed a plan to review the 157 public record requests that it 
fulfilled in calendar year 2019 to determine if additional disclosures of sensitive information and/or PII occurred. The 
Department estimated that it would complete its review of the 157 records requests by October 2021. According to 
the Department’s plan, if the Department identifies additional disclosures of sensitive information and/or PII, it will 
work with its Assistant Attorney General to determine the notifications and/or other steps it should take as required 
by law to address the disclosures. We will further assess the Department’s implementation of this recommendation 
during our 18-month followup.

13. The Department should continue to develop and implement policies and procedures for protecting sensitive and 
personally identifiable information when fulfilling public records requests, including procedures for:

a. Redacting information from documents containing large amounts of data.

Implementation in process—The Department has developed data request and redaction policies and 
procedures designed to help ensure that information provided in response to public information requests 
does not contain sensitive information and/or PII. These policies and procedures require Department staff to 
complete the required redaction procedures before providing any Department documents to outside entities, 
regardless of the amount of data contained in the documents. The Department also reported that it was in 
the process of revising its data request and redaction policies and procedures to specify the Department unit 
and/or staff responsible for redacting sensitive information and/or PII and fulfilling public information requests, 
but it did not provide an estimated time frame for doing so (see explanation for Recommendation 13b). We 
will further assess the Department’s implementation of this recommendation during our 18-month followup. 

b. Ensuring that information provided in response to public information requests does not contain sensitive and/
or personally identifiable information.

Implementation in process—The Department has developed data request and redaction policies and 
procedures to help ensure information provided when fulfilling public information requests does not contain 
sensitive information and/or PII. However, although these policies and procedures indicate that individual 
Department programs may sometimes be responsible for responding to public information requests, they do 
not indicate if these programs are responsible for redacting sensitive information and/or PII. The Department 
reported it was in the process of revising its data request and redaction policies and procedures to specify 
these responsibilities but did not provide an estimated time frame for completing these revisions. Additionally, 
our review of a judgmental sample of 2 of 9 public information requests that potentially involved PII and/or other 
sensitive information related to the Program that the Department identified it received between June 2020 and 
February 2021 found that the Department followed its revised data request process when responding to these 
2 public information requests. However, we were not able to assess whether the Department appropriately 
redacted sensitive information and/or PII because the requests we reviewed did not include records that 
needed to be redacted. We will further assess the Department’s implementation of this recommendation 
during our 18-month followup. 

c. Removing and/or excluding any unredacted files or, if included in the response to the public records request, 
appropriately redacting any sensitive and/or personally identifiable information.

Implementation in process—The Department has developed data request and redaction policies and 
procedures that outline specific redaction methods Department staff must use to remove sensitive information 
and/or PII from any documents provided when fulfilling public records requests. However, the redaction 
procedures do not include steps to help ensure all files are removed and/or redacted prior to fulfilling public 
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records requests, such as steps for ensuring that files attached to emails are either removed or redacted prior 
to fulfilling public records requests. As discussed in the explanation for Recommendation 13b, page 7, we 
reviewed a sample of public information requests related to the Program but were unable to assess whether 
the Department appropriately redacted sensitive information and/or PII because the requests we reviewed did 
not include records that needed to be redacted. The Department reported it was in the process of revising its 
policies and procedures to include these steps, but it did not provide an estimated time frame for completing 
these revisions. We will further assess the Department’s implementation of this recommendation during our 
18-month followup.  

d. Tracking public records requests to help ensure they are appropriately addressed.

Implemented at 6 months

e. Conducting a secondary review prior to finalizing and responding to a public records request, including 
outlining the purpose and requirements of doing so.

Implemented at 6 months


