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DEFINE
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I am listing members that can and have provided information to me to 
help this process.

• Meghan Leak/Invoicing

• Priscilla Brown/EDI

• Donna Good/Administration
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Team Members 
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Project CTQ

• Who is your customer?
» Vendors that submit invoices to the state/ITS for services rendered

• What does your customer need?
» Timely payment of invoices submitted by vendors

• Use two actual quotes you heard your customer say
» ‘sometimes we are late paying them within 30 days’
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Project Charter

Purpose: 
» This project is to determine if invoices are paid within 

a 30 or 15 day guideline for ITS.  

» Identify/document  ITS processes for timely payment 
and evaluate for efficiencies. 

Problem Statement:

There have been instances when invoices went unpaid for 
more than 30 days.  MCD can be charged interest fees for 
late payments
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SIPOC or High Level Flowchart

Invoice received via 
email from Finance

Indentifying factors 
verified

Routing packages 
assembled to 

include the invoice, 
Purchase order and 

Activity Balance 
Report

Routed to 
responsible ITS staff 

for review and 
Signature

Submitted to CIO 
and CFO for review 

and signature

Returned to 
Assembler, Scanned 
and emailed to OHP 

invoices shared 
services mail box for 

payment
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MEASURE
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• In January, I fell behind on invoice payment.  I wanted to identify the cause 
as I was processing invoices, but I felt I was behind on many.   

• Upon review of the data, I found two things, yes, there were instances 
where invoices had fallen behind or invoices got lost, but it seemed that 
there is a bigger problem with the EDI invoices   

• I was not aware until recently (Jan/Feb) that EDI invoices had a much 
shorter time line.   I was treating them the same as regular invoices

• So the Charter was revised: 
» This project is to determine if invoices are paid within a 30 or 15 day guideline for 

ITS.  
» Identify/document  ITS processes for timely payment and evaluate for efficiencies. 
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Project Charter Update
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Current State Map
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• Invoice Turnaround must 

30 days (non Utility)
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Project Y
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• There are invoices that do not meet either the 15 day or 30 day 
requirement to process? 

• I was not aware that Utilities had a different time requirement until 
Jan/Feb. I treated them the same as any other invoice.

• The time limitation of 15 or 30 days depending on type of invoice. 
Utilities are 15 days, and non Utilities are 30 days.  
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Operational Definition
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• Obtained from  MS Office Outlook  the time stamp of when invoices 
were sent from Finance

• When the signed/scanned invoice ‘.pdfs’ were sent back  to “OHP 
invoices’

• Subtracted the days= net ‘invoice turnaround time’
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Data Collection Plan
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• Data Collection using Outlook timestamp is a consistent approach 
that can be determined by anyone.

• The data is valid as a result

10/20/2016 13

Validate Measurement System
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• Data Collected all invoices except DAS ISTVs (no purchase orders so 
processing became problematic)

• 188 data points from July 1, 2015 to present
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Collect data for Project Y
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Capability for Project Y
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• We are meeting our 30 day target, on the average it takes about 12 
days to process and send back an invoice

• Our data is a little off target, but it’s on the less than 30 day invoice 
requirement.  So that’s a good thing!

• I have to walk the utility payments around.  If I can, I stand and wait 
for signature.  Automating this process using a workflow solution 
would greatly help. 
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Improvement Goal for Project Y
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ANALYZE



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

be late

invoice to

causes an

What

Environment

Measurements

Methods

Material

Machines

Personnel

than others

invoices longer
some hold

on a desk

Invoice could sit

appears read

mouse over and it
lost in emails,

to printing and
inefficient due

process is

paper

always known

around was not

30/15 day turn

cumbersom

compile packets

time for
turnaround

track of

Didnt keep

invoice

you lose an

High visibiity if

invoice

you lose an

High visibility if

Fishbone for Invoice Turnaround



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

10/20/2016 19

List of All X’s from Fishbone

• Measurements

» Emails  to and from OHP invoices; redsheet summary includes dates of signature 

• Material

» Redsheet; invoice; purchase order; activity balance report

• Personnel

» Trapped on desks

• Environment 

» High visibility if invoices get lost ‘the big scramble’ 

• Methods

» Hand walked, compile documents, spreadsheets, reports

• Machine

» Emails can get lost or appear to be ‘read’ when they aren’t
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Current State Map with TimUWood
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Prioritized List of X’s
Cause and Effect Matrix

Rating of Importance to Customer 10 10 10 4

# X's from Fishbone
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1 Didn’t keep track of invoice turnaround 10 10 10 10 340 18.52%

3 invoices desk sit 10 10 10 4 316 17.21%

7 lost emails 'mouse over' appears read 10 10 10 0 300 16.34%

2 paper process is cumbersome 8 8 10 0 260 14.16%

4
some invoices take longer to process than 
others 7 7 8 0 220 11.98%

5 high visibility when an invoice is lost 10 0 10 0 200 10.89%

6
30/15 day requirement wasn’t always 
known 10 0 10 0 200 10.89%

sum 1836 100.00%
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List of Vital X’s – Significant X’s

List of 
Vital 
X's

Number Identified X
Can X be 
measured?

Rating of importance to 
customer

Statistical Test 
Used

What will 
test 
show?  Significant?

1 Didn’t keep track of invoice turnaround yes 3
process capability 
and box plot

before 
and after

will show 
that the 
turnaround 
is much 
faster now

3 invoices desk sit yes 7
process capability 
and box plot

before 
and after

will show 
that the 
turnaround 
is much 
faster now

7 lost emails 'mouse over' appears read no 6

2 paper process is cumbersome no 2

4 some invoices take longer to process than others yes 5
process capability 
and box plot

before 
and after

will show 
that the 
turnaround 
is much 
faster now

5 high visibility when an invoice is lost no 4

6 30/15 day requirement wasn’t always known yes 1
process capability 
and box plot

before 
and after

will show 
that the 
turnaround 
is much 
faster now
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Variable        N  N*   Mean  SE Mean  StDev Minimum     Q1  Median      Q3  Maximum

15 Day Before  28   0  23.61     4.35  23.00     2.00   7.00   16.00   25.00    81.00

15 Day After   24   0  8.000    0.936  4.587    2.000  5.000   7.000  11.000   20.000
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Descriptive Statistics: 30 Day before, 30 Day after 

Variable        N  N*   Mean  SE Mean  StDev Minimum     Q1  Median      Q3  Maximum

30 Day before  49   0  14.84     1.71  11.98     3.00   9.00   11.00   18.00    63.00

30 Day after   97   0  8.237    0.383  3.769    1.000  6.000   7.000  10.000   25.000
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IMPROVE
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Draw Future State Map



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

10/20/2016 28

After I started tracking and reporting data
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Before I started tracking and reporting data
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• List Significant X’s

• How can you control this X?
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Prioritized List of Solutions

List of all Solutions or Significant Xs

Number Identified X Significant
?

Optimal Setting How will you control this X

X1 Didn’t keep track of 
invoices

YES To keep track We keep a log, which I created 

X2 Invoices tend to 
accumulate on desks

YES Use of log Because of the log, I can gently nudge work of desks

X3 Lost emails from 
MOUSEOVERS (MS)

YES Difficult to control which is 
why we use a box now

We now use an ITSPayable inbox for tracking

X4 Paper process is 
cumbersome

YES IT workflow solution Automating this process using a workflow solution will 
help
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• I started a log/tracker which includes when the invoices are sent to 
our inbox, and how long they are out for signature

• The graph will show that changing how we keep track of invoices has 
improved the turn around time and minimizes lost invoices
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Pilot Solution
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• We Implemented:

• Started the log and built upon it,  created a management report to 
distribute with projections

• Keep track of turn around times to make sure the paperwork is 
moving

• Created a shared services box for invoices to come in from finance
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Approved Solution and Implementation Plan
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CONTROL
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• A very detailed document has been written that explains all facets on 
how to process an invoice.    It’s the document I used to train the two 
new BAs.
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Sustained Solutions New SOP – Standard 
Operating Procedures
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• Worked with a BA to document all my processes for invoicing

• We have new BAs, I have taught them how to process the invoices 
using the documentation previously prepared
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Sustained Solutions New Training Plan
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• The final process owner will be the project management office in the 
office of Information Technology.  Two Business Analysts have been 
hired to complete this work.  
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Project Documentation/Control Plan
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• We Implemented:

• Started the log and built upon it,  created a management report to 
distribute with projections

• Keep track of turn around times to make sure the paperwork is 
moving

• Created a shared services box for invoices to come in from finance
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Improvements in a nutshell
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Required days for prompt payment Average Processing before Average day processing after 

Utility payments 15 days 23 8

Contractor payments 30 days 14 8
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Improvements in a nutshell


