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Background

• When records requests are returned to 
Opportunities for Ohioans with 
disabilities, the process is time consuming 
and manual. 

• When an OOD Vocational Rehabilitation 
Counselor/Caseload Assistant requests 
needed diagnostics, the provider returns 
the information to the local OOD Office. 
Local offices would manually process the 
records and add to our case information 
system, Aware. 

• By introducing the QR code for letters 
generated in Aware we will be able to 
reduce the time it takes for requested 
records to be added to the case record 
and staff notified

Problem/Opportunity Statement:
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Scope

First: 
Requested 
information 
received at 
local office 
with a QR 
Code

Last: 
Requested 
information is 
reviewed by 
VRC for case 
progress
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Project 
Goals

Define the process related 
to adding the QR Code to 
letters

Identify the time saving 
related to automating our 
medical/psychological 
requests

Implement the QR Code on 
record request letters sent
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Project 
Benefits –
Additional 
Benefits

Redirected staff hours 
to other job 
responsibilities 
needed
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Team Members
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Define

Survey

SIPOC

Charter
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Survey

Sent to Staff processing medical records

• How many records they process
• Time to process
• Frustration Points

Asked:
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Survey Results

Variety
Number of  medical records processed

Number of medical records
Time spent

Frustration Points
Unable to attach larger than 10 MB

Renaming the files, adding it to Aware 
and emailing a copy to VRC

Manual Process
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High Level Process - SIPOC

Requested 
Record 

arrives in 
office

Requested 
Record 

Reviewed

Requested 
Record add 

to Aware

Assigned VR 
Staff 

Notified

Assigned VR 
Staff review 
information

Suppliers

•Policy 
Training 
Unit

•Data and 
Reporting

•OOD 
Participants

Inputs

•Aware Case 
Record

•Aware 
Letters

Process Outputs

•Requested 
Records

•Notification 
to VRC

Customers

•VR Field 
Staff

•Treatment 
Providers

•Policy 
Training 
Unit
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Charter
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Measure Baseline 
Data
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Baseline Faxes Received
Medical Area Fax Queue
2/12/2019 to 3/14/2019

• 306East Central

• 305Northeast

• 448Northwest

• 321Southeast

• 332Southwest

• 1712Total
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Baseline Data
Survey Results

Average # Business 
Days for Faxes to be 

added to Aware

2.3 days

Average Time spent 
weekly processing 

medical records 
requests (by area)

26 hours
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Goals

Reduction in Average # 
Business Days for Faxes 
to be added to Aware

Current: 
2.3

Goal: 1

Reduction in time spent 
weekly processing 

medical records 
requests (by area)

Current:
26 hours

Goal: 3 
hours

Records returned with a 
QR Code are able to be 

processed automatically

Current: 
N/A

Goal: 90%
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Analyze

Process 
Map

Tim U. 
Wood
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Process Map
Current Process Map – Medical/Fax Queue

AP
1

AE
2

CA
VR

C

Is there a Cover 
Letter

Is this in the 
correct area? Move to office folder Open Office Folder Identify Record Type 

for Naming
Are Corrections 

Needed
Invoice for 
records?

Search for the 
individual in AWARE

Forward to correct 
Area

Make Edits
Draft 

Authorization 
Needed?

Upload Attachment 
to Aware

Save as billing

Send 
Attachment?

Send Notification to 
required Staff

Send Email with 
Attachment to 
required Staff

Is there a cover 
letter

Is this in the 
correct area

Search for individual 
in Aware

Forward to Correct 
Area

Retrieve Record

Retrieve Record Identify Record Type 
for Naming

Are Corrections 
Needed

Invoice for 
records? Send AttachmentUpload Attachment 

to Aware

Make Edits Name Attachment 
with Billing

Send Email with 
Attachment to 
Required Staff

Send notification to 
required staff

Draft Authorization

Draft 
Authorization 

Needed?

Record in the 
correct case?

Draft 
Authorization 

Needed?

Draft Authorization

Cancel/Complete 
Activity due for 

subsequent requests

Return to author for 
correction Draft Authorization

Review for Eligibility 

No

Yes

No

Yes

Yes Yes

Yes

No

No

No

Yes

No

Yes

No Yes

No

Yes

No Yes

No

Yes

Yes

No Yes

No

Fax Received to 
Area Medical Fax 

Queue

End

Loopback

Loop back

Loopback

1 – 3 Days 
(Waiting)

1 – 3 Days 
(Waiting)

1 – 2 Days

1 – 3 Days

End
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Current Process Map

Measure Current 

Process Steps 26

Decisions 14

Loop Backs 3
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Other Tools

Tim U. Wood
Waste Process

Waiting Retrieve Record
Move document to local office folder

Overprocessing Editing document
Emailing attachment to VRC

Underutilization Adding record manually to Aware and not using productivity tools
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Improve

Brainstorm

Future State 
Process Map

Action Plan
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Brainstorm



SIMPLER.  FASTER.  BETTER.  LESS COSTLY. lean.ohio.gov

Future State 

22
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Future State
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Current State v Future State
Measure Current Projected % Reduction

Process Steps 26 16 -38.5%

Decisions 14 5 -65.3%

Loop Backs 3 0 -100%
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Implementing the QR Code
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Leadership
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Full 
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and Rollout
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Statewide Implementation

Statewide Training
Failure Folder Training
Bi-weekly calls with 
Failure Folder Group

October

Bi-weekly calls 
continue

November

Bi-weekly calls move 
to monthly

December

Follow-Up Training 
provided to staff

January

Last Monthly Call
Transitioned to field 
staff

February

Ongoing Monitoring

March
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Pilot Results
June 26, 2019 to September 27, 2019

Records returned with a QR Code able to be processed automatically

N/A Actual: 62% % Change:

Reduction in time spent weekly processing medical records requests (by area)

26 hours Actual: 9.6 - 63.1 %

Reduction in Average # Business Days for Faxes to be added to Aware

2.3 Actual: 1.6 -30.4 %
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5 Whys- Pilot
Problem: 227 documents with a QR 

Document Failed

Why •QR Code 
readable?

Why •Document 
size?

Why •Coding 
Issue?

Why
•Onsite 
Technical 
Issues

Why •Lead Tools 
not reading
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Analyze Pilot Results
• 593 Documents returned with QR Code
• 227 Documents with QR Code defective

– 38% Defective
• Defective documents reviewed
• Issues included:

– Lead tool issues (software to read QR Code)
– Firewall issues

• Next steps
– Working with software developer for corrections
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October 1, 2019 – December 31, 2020

Records returned with a QR Code able to be processed automatically

N/A Actual: 68% % Change:

Reduction in time spent weekly processing medical records requests (by area)

26 hours Actual: 9.8 - 62.3 %

Reduction in Average # Business Days for Faxes to be added to Aware

2.3 Actual: 1.6 -30.4 %
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January 1, 2020 – March 31, 2020

Records returned with a QR Code able to be processed automatically

N/A Actual: 81% % Change:

Reduction in time spent weekly processing medical records requests (by area)

26 hours Actual: 8.4 - 67.7 %

Reduction in Average # Business Days for Faxes to be added to Aware

2.3 Actual: 1.6 -30.4 %
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April 1, 2020 – June 30, 2020

Records returned with a QR Code able to be processed automatically

N/A Actual: 87 %

Reduction in time spent weekly processing medical records requests (by area)

26 hours Actual: 4 - 84.6 %

Reduction in Average # Business Days for Faxes to be added to Aware

2.3 Actual: 1.7 -26.1 %
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Control

Control Plan

Improvement 
Summary
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Next Steps
Action Who When

Continue Monitor and 
Process Failure Folder

Designated staff in local 
offices

Daily

Monitor Defects (QR Code 
returned, but failed)

Data and Reporting/IT July and October 2020

Determine other uses of 
QR Code

Data and Reporting Ongoing

Work with providers who 
do not return QR 
Coversheet

Field Staff Ongoing
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Improvement Summary
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Key 
Issues

• Manual Process
• Time consuming
• High Volume of faxes processed

Current Key Issues

• Reduced Time spent
• Started at up to 26 hours per week
• Reduced to 4.3 hours in April

• Increased QR Code Accuracy
• Finished Pilot: 62% Accuracy
• Finished 2nd Quarter: 81%

• Updated Lead Tool Fix Applied April 15, 2020
• Increased QR Accuracy: 94%

How We Improved
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Time Spent

12.1

9.2

8.2 8.1

9.7

7.4

4.3

3.3

4.5

OCTOBER NOVEMBER DECEMBER JANUARY FEBRUARY MARCH APRIL MAY JUNE

Time spent weekly (by area)



SIMPLER.  FASTER.  BETTER.  LESS COSTLY. lean.ohio.gov

QR Code Accuracy 

68% 66%
71%

80%
78%

84% 86%

96%

77%

OCTOBER NOVEMBER DECEMBER JANUARY FEBRUARY MARCH APRIL MAY JUNE

% Added directly to Aware
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Special thanks to…

Senior Leadership: Susan Pugh, Deputy Director, Bureau of 
Vocational Rehabilitation
Sponsor: Susan Pugh, Deputy Director, Bureau of Vocational 
Rehabilitation
Subject Matter Expert/s: Support Staff supporting Failure Folder
Customer/s: OOD Field Staff
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Questions/Comments
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