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Overview

Ohio Department of Medicaid staff are responsible for the development and implementation 

of numerous rules for the Medicaid program each year. Rules are categorized as new, 

amended, rescinded, and 5 year rule reviews. The rules span all of Medicaid including: 

eligibility policy, long-term care services and supports, non-institutional provider services, 

hospital services, and state plan services. 

Rule processing can cross many ODM bureaus, 

sister state agencies (DODD, MHAS), processes

(reviews, JCARR, public hearings), and systems 

(Electronic Rule Filing, Sharepoint, 

Rules Authorization Tracking System) to drive

a rule from draft, clearance, original file, 

re-vise file (if needed), final file, to publication 

and implementation.
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DEFINE
The Voice of the Customer, Charter, 

High level process overview 
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The Customer:

 Anyone in ODM involved in getting policy from concept through the RATS                                
approval process:  

-Policy Staff across multiple bureaus and sections

-Policy Reviewers and Approvers – including legal counsel, Bureau and   
Section Chiefs, and Leadership

-Policy Administrators

Customer Needs/Opportunities:

 Faster approvals

Consistency in processes across bureaus

Workable and user friendly system

Standard measures for reporting

“The RATS in Sharepoint is not user 
friendly”, VOC.

“Processes and Protocol are not clear and
often cumbersome”, VOC.
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Project Charter
Problem Statement:
The Rules Approval process in RATS is slow, 
disjointed and varies across The Ohio Department 
of Medicaid’s Bureaus.  The need is to improve 
the approval process in the agency by first 
looking to minimize pre-RATS workflow errors, 
standardize processes and procedures and 
identify areas for RATS and Sharepoint system 
education/training to prepare for better flow 
through RATS.

Several Iterations
Change of focus from strictly RATS processes to 

include Pre-RATS processes

Rules Improvement Process

MCD Lean

Ohio Department of Medicaid

Felicia Sherman

Charter Last Updated Date 5/16/2016

Current Goal Final

MITA Component YES NO AS IS

X

None identified

Roseann Culver, Amy Hogan, Nicole Northrup, Peggy Day, Douglas Henkel, Dennis Frazier, Bryan 

Stout, Susan Fredman, Hope Roberts, Melissa Little, Quyen Huynh, Lara Morris, Meng-Chien Kuo, 

Erica Munnerlyn, Tommi Potter, Nichole Small, Meghan McClaskie, Kimberly Hartman

Current number of steps in the process vs. Future number of steps in the 

process (decrease number of steps in process)

Project Team

Project Boundaries

State of Ohio Rules Process Requirements for CSIO, LSC, and JCARR.

Projected Benefits

Increased standardization across policy workers, better accuracy when completing work, and minimize needed RATS rejected rule 

packages 

TO BE

The rule package is in effect

Time first workflow started for approval to final file complete - RATS

Performance Metrics

% Change

Performance Metrics:

What measures will tell you if you are successful.

SCOPE

(define boundaries)

First step in the process:

Last step in the process:

Determine plan for rule package

Project Goals 

1.  Minimize missing effective date

4.  Develop recommendations for future state system requirements for ERF and RAS

3.  Minimize time converting between document types

2.  Reduce number of rejected rule packages that need re-issued through the system especially minor changes like spelling and 

Jim Tassie, Brianne Brown, Natalie Brown, Lisa Rodriquez-LSC, Julie Hartzell - LIS, Ranjan Rao

Meeting the Effective Date (Pass/Fail) - % Pass

Sponsor Signature:

Process Owner:

Project Champion/Sponsor and Process Owner Sign-Off:

I am committed to supporting this project and implementing the teams improvements.  

Team Lead:

Team Champion/Sponsor:

Process Owner:

Team Members:

Subject Matter Experts:

Roseann Culver  

 Tommi Potter and Douglas Henkel

Brianne Brown

Project Charter

The Rules Approval process in RATS is slow, disjointed and varies across The Ohio Department of Medicaid’s Bureaus.  The need is to 

improve the approval process in the agency by first looking to minimize pre-RATS workflow errors, standardize processes and 

procedures and identify areas for RATS and Sharepoint system education/training to prepare for better flow through RATS.

Problem/Opportunity Statement

Project/Event Title

Project Facilitator

Agency/Organization

Project Mentor

Project Background

The RATS system (Rules Authorization Tracking System) is an ODM SharePoint solution that maintains rule package files and allows 

individuals to electronically track a rule throughout the rule process. Prior to entering a rule package into RATS, a Policy Writer 

actually interacts and uses the ERF (Electronic Rule Filing System) administered by the Legislative Services Commission.  ERF is 

used by agencies to file rules with JCARR(Joint Committee on Agency Rule Regulation).  Policy Writers determine if the rule needs a 

BIA (Business Impact Analysis) using three pre-determined quesitons.  Then they download the rule, obtain the ERF # to start the rule 

package and they draft the rule in RAS3 the Rule Authoring Software.  Next they draft all the related documents including RSFA(s).  

Finally,  Policy Writers begin first workflow for review and approval and upload to RATS for Clearance or CSIO (Common Sense 

Initiative Office) Review.
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Pre-RATS Process flows current state

• Process fluctuates across ODM 
bureaus and units

• Reliant on other systems –
Electronic Rule Filing

START

Create , Draft ,  or Edit Rule in 

RAS

5 year review

New Law or New Program

Policy Change

Budget Initiatives

Program Change

END

NO

Obtain ERF # to start rule 
package in RATS  later

Draft all Related Documents

Is BIA needed ?

Review 3 requirements

Upload All documents 

to RATS for BIA 

Submission ?

YES

Download Rules from ERF 

Upload RAS XML Rule to ERF

Upload to RATS for 

Clearance Approval

Do you have an existing 

rule ?

YES

NO

Create RSFA in ERFComplete BIA

Upload RAS XML Rule to ERF Create RSFA in ERF

Create New Rule in RAS
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RATS Process flows current state

• Minimal Staff input for original workflow development
• Clunky/not user friendly
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MEASURE
How is current state meeting the 

customer needs?
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• Operational definition was difficult to obtain for a variety of reasons.

• Based on information cumulated from business operations and rules 
administration it was determined:

Operational definition=  Number of days to navigate the rules 
approval process in RATS.  A rule should be able to 
complete the RATS process 180 days or less and meet the

desired effective date.
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Operational Definition
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Measurement=  Meeting Rules Effective Dates

(Y) The number of days to get through the Rules 
Approval Process in RATS 180 days or less 

(Y) Are we meeting the effective date Yes or No? 
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Project Y
The measure/output of the process for Improvement
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• Extract data from RATS Sharepoint Database

• Over 2700 data points available!

• Data sorted by “Posted for Public Comment” or “BIA Sent” as Begin 
Date and “Date Final Filed” for End Date to determine length of time 
spent in RATS

• Data sorted by Desired Effective Date V Effective Date to determine 
Status of met or not me

• Once reviewed – only 58/41 usable data sets based on sort criteria 
from RATS.  Approximately a .02% of usable data.

• Pull bureau/individual pre-RATS data

• No usable data from the pre-RATS process!
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Data Collection Plan
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Basic analysis graphs were created instead of capability because the 
data for pre-RATS was non-existent and RATS data was questionable…..
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Capability for Project Y
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Current 
Average to 
move a rule 
through the 
RATS Approval 
Process is 177 
days.

1st Quartile 113.50

Median 149.00
3rd Quartile 199.00

Maximum 518.00

150.63 203.51

129.09 162.00

85.00 123.10

A-Squared 3.72

P-Value <0.005

Mean 177.07

StDev 100.55
Variance 10109.82

Skewness 1.78914

Kurtosis 3.07935

N 58

Minimum 69.00

Anderson-Darling Normality Test

95% Confidence Interval for Mean

95% Confidence Interval for Median

95% Confidence Interval for StDev

500400300200100

Median

Mean

200180160140120

95% Confidence Intervals

Summary Report for Duration

67% of Rules not 
meeting their effective 
date
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• Standardizing Pre-RATS processes and protocols will ultimately 
decrease the time it takes to get through the RATS Approval Process.

• Identifying key training and user development areas will decrease the 
time it takes to get through the RATS Approval Process.
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Improvement Goal
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ANALYZE
Identifying the cause of the problem
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Voice of the Customer/Employees
Identified Problems

Standard time Measure for entire rules 
process does not exist

Back up is needed for the Rules 
Administrator

Long delays in approval The ability to provide a list of approvals 
- per approver and per stage in process  
- is needed.

Fields to provide data for analysis are 
not consistently filled out in Sharepoint
(example, desired effective date)

Training is inadequate No master template of what review 
criteria is needed at each approval level

Use of JD Date calculator or other date 
tracking tool across all bureaus.

Process and Procedures vary across 
bureaus

Documentation is inadequate Pre-RATS/Stakeholder system more 
robust in some areas than others

Use of Multiple systems

Denials go back through entire 
workflow even for minor edits

Information on required forms is 
duplicative

Requirement to place in word is a 
hardship to Policy Writers

There is no ability for staff to see 
what rule packages have been 
assigned and since delegated to 
other staff (you can see what is in 
your queue that hasn't been 
approved yet)

Rules often rejected for non-consistent 
reasons

Sharepoint is overall 
insufficient/inadaquate

BIA requirements confusing and not 
clear to all policy writers

No alerts to authorizers if policy has 
not moved in process

Some areas are not fully staffed "Secret Button" in Sharepoint Manually type changes back into ERF 
after working with Stakholders in word

Check in/check out issues
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Pre-RATS Current State Output from Kaizen
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RATS Current State Output from Kaizen
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Fishbone:
Capturing the X (influences on the Y – Meeting 
rules effective dates)
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Prioritized List of X’s
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List of Vital X’s – Significant X’s
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• WHY?????

• Minimal Data Points Collected 

• Fields in Sharepoint are optional

• Fields have different meanings across bureaus

• Not all bureaus represented in data collected

• Rules rolled up into packages – could not identify individual rules

• No meaningful data!
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The DATA – INCONCLUSIVE!
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IMPROVE
Determining solutions based on 

uncovered problems
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Future State Map
Measure

Rules 

Creation
NEW %Change

Process 

Steps PW
95+ 26 -73%

Decision 

Points
44 7 -84%

Delays/ 

Waste
17 6 -65%

Processes 8 1 -88%

GOAL: Simpler, Faster, Better, Lest Costly
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The Significant X’s and how they can be controlled
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Prioritized List of Solutions
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The Significant X’s and how they can be controlled

Summary (top 4):
1) New System/Total Sharepoint redesign 

**Including standard measurements and robust data collection 
for analysis**

2) Interim Sharepoint Fixes
3) Revised Executive Summary
4) Training recommendations and plan
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Prioritized List of Solutions
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Production rollout of 4 Enhancements to SharePoint RATS Solution 
(2XA-D) during Kaizen Event

• Before rollout – User tested/reviewed by Policy Areas

• Production roll out – June 15, 2016

• Gathered Data from users (survey) to determine if 

the enhancements made the user

Sharepoint experience better.

10/20/2016 27

“Pilot” Solution

Significantly Better

Somewhat Better

Category

30.2%

69.8%

Sharepoint interim fixes survey
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X1 – New System/Total SharePoint (RATS)Redesign

ITS – Meng-Chien Kuo

Planning in Progress

Projected implementation date - ???
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Solution(s) and Implementation Plan
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X2 – Current RATS workflows updates

ITS – Meng-Chien Kuo

X2E – Rename workflow headers - As of 10/10 proposed solution rejected by users – Still in process

Effort Estimate: 2 weeks Target Completion Date: 8/1/2016 

X2F - Create/Update reminder emails/alerts - As of 10/10 solution is in system test

Effort Estimate: 4 weeks Target Completion Date: 8/31/2016 
(assuming requirements completed by 7/29/16 and are similar to ITS current understanding)

X2G – Add rule package priority status - As of 10/10 solution is in system test

Effort Estimate: 4 weeks Target Completion Date: 8/31/2016 
(assuming requirements completed by 7/29/16 and are similar to ITS current understanding)

X2H – Ability to move order of uploaded documents - As of 10/10 solution is in system test

Effort Estimate: 4 weeks Target Completion Date: 8/31/2016 
(assuming requirements completed by 7/29/16 and are similar to ITS current understanding)
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Solution(s) and Implementation Plan, con’t



M a k i n g  O h i o  B e t t e rO H I O  D E PA R T M E N T  O F  M E D I C A I D

X4 – A standard Measure for rules process does not exist
X4A – Determine which fields should be pulled into RATS data  
sets and made mandatory
Long term solution incorporated into X1 – short term solution  
added to action register 

X4B – Standardize RATS headers and meanings across Policy areas
Long term solution incorporated into X1 – short term solution  
added to action register
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Solution(s) and Implementation Plan, con’t
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X5 A– Executive Summary Revision - Changes Approved.  New version 
deployed to user group 7.18.16
From 11 questions to 4 
Megan McClaskie/Jim Tassie

X5 B – Training and Knowledge repository updates – As of 10/10 work with        
Leadership group continues
Outline and recommendation complete
Hope Roberts

Continued monitoring of Kaizen event action register at 30/60/90 
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Solution(s) and Implementation Plan, con’t
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CONTROL
Conclusion of the “Journey”

Solid hand-off to maintain the ‘gains’
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• Standard Operating procedures drive the project results

• SOPs for Rules Improvement are in progress.  They are:

• Training manuals/Training Development – Hope/Icilda/Melissa
Meetings with Leadership buy in and direction in progress

• Training guides for Sharepoint Development – Meng/IT Sharepoint
 Guides are deployed to Sharepoint RATS users with each release deployment

 Guides/Training will be developed for future solution – new system/existing 
workflow overhaul
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Sustained Solutions New SOP – Standard 
Operating Procedures
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• A Control Plan is a method for documenting the functional elements of quality control that are to be 
implemented in order to assure that quality standards are met for a particular product or service. The intent 
of the control plan is to formalize and document the system of control that will be utilized.
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Project Documentation/Control Plan

http://www.sixsigmadaily.com/creating-effective-six-sigma-control-plan/
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SYSTEMS ACTION REGISTER
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30-60-90 day Action Register
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TRAINING ACTION REGISTER
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30-60-90 day Action Register
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DOCUMENT/ROLES ACTION REGISTER
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30-60-90 day Action Register
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ACTION ITEMS
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30-60-90 day Action Register
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• Share your data analysis with the customers as soon as possible

• Every project is unique.  Don’t become alarmed if yours doesn’t look 
like everyone else’s

• Utilize your mentor!

• Voice of the Customer is extremely important – be diligent in 
meeting/interviewing your customers
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Lessons Learned
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ODM Senior Leadership

Project Sponsors

Kaizen Event participants

Subject Matter Experts/Customers

ODM Lean Team
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THANK YOU!


