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Background / Scope
Federally required, annual External Quality Review (EQR) activities must be done by a 3rd

party qualified vendor (EQRO). ODM has had the same EQRO for 15 years and most
activities are on “autopilot.” New EQRO vendors are onboarding for SFY20 and several
things are needed to ensure vendors are successfully onboarded.

Transition planning has revealed several types of data the current EQRO receives, from
multiple sources, that facilitate completion of deliverables for EQR activities. Most of the
data exchange processes have been in place for years and are not centrally or
systematically documented by ODM. ODM project lead institutional knowledge and long-
standing processes established and maintained between the EQRO and relevant ODM
depts such as IT, ensured data flow. The breadth, details, and flow of this data is not
centrally and systematically tracked/documented by a single person/entity at ODM,
ensuring it is still needed, appropriate, etc. New vendors must receive all necessary data to
successfully complete deliverables.

• Transition Scope First Step: Confirm new EQRO vendors
• Transition Scope Last Step: ODM receives contracted deliverables; vendors get paid
• Metrics: Number of known/identified data sources, number of supporting details for 

data sources
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Project Goals
Identifying all data sources needed for EQR 
activities will ensure EQROs have the resources 
required to successfully perform activities 
required in each EQR scope of work and deliver 
quality and needed deliverables to ODM.
• Goal

1. Provide EQROs with all appropriate data necessary 
to complete tasks in all the EQR Scopes of Work

2. EQROs successfully use data to replicate previous 
work and complete new work
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Baseline Data

• Total SOWs in EQR Contracts: 42
• Total EQR SOWS for which any information is known by EQRO 

contract administrator: 11
• Supporting details, across 6 fields per data source, known about 

each of the currently known files: 35/66
– Data file name
– Data file source
– Data file definition (what is this data?)
– SOWs that use this data file
– Frequency data file needed/updated
– Additional notes as relevant
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Data Collection Plan

Use a survey sent to all EQR activity leads to:
• Identify what EQR activities require data that 

needs to be given to EQRO
• Determine what the data is
• Identify key features of data that need to be 

known/understood
• Determine who is responsible for the data
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High Level Process - SIPOC
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Detailed Process Map

Activity starts at 
beginning of SFY

EQRO sends 
timeline for activity 

completion to 
Project Lead for 

approval

Activity Lead 
approves timeline

Regular touch-
bases take place 
between ODM 

activity lead and 
EQRO

EQRO acquires 
data required for 
activity according 

to process it has in 
place 

EQRO does work 
on activity  EQRO 

completes 
deliverables

ODM approves 
deliverables Repeat next SFY

Current State: Data Sources for EQR Activities (5/1/2019)
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What 
data/info do 
EQROs need 
to start and 

complete 
work?

What else needs to 
be know about the 

data?

How often is the data 
shared/created/needed?

Where does the data 
come from?

What activities 
need data?

Silos

Who tracks all the 
data the EQRO gets?

HIPAA 
compliance/IT

Who is responsible for 
getting the data to the 

EQRO?
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Survey
• Does the activity you lead require any type of data file to get into the hands of 

the current EQRO? Yes or No
– What activity is it? 

________________________________________________
• If yes, do you:

– Upload the files to their ftp site? Yes or No
– If so, where do you get the files from? ___________________________
– What type of file is it? (please provide as much information as you can 

such as name, file size, file extension)
• If not:

– How does the EQRO get the file?_____________________________
– What type of file is it?__________________________
– Is there anyone you coordinate with here at ODM in relation to these 

files?_______________________
• What is the frequency of this data exchange?
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• EQR Activity Data – any information needed by EQRO to analyze, assess, monitor, 
illustrate, and/or draw conclusions regarding scopes of work contained within the 
contract between ODM and its EQRO/s. Details should include:
– Data file name
– Data file source
– Data file definition (what is this data?)
– SOWs that use this data file
– Frequency data file needed/updated
– Additional notes as relevant

• EQR/EQRO (CMS definition) – An External Quality Review (EQR) is the analysis and 
evaluation by an External Quality Review Organization (EQRO) of aggregated 
information on quality, timeliness, and access to the health care services that a 
managed care plan, or its contractors, furnish to Medicaid beneficiaries

Operational DefinitionsOperational Definitions
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Future State: Data Sources for EQR Activities 
(9/1/2019 goal)

Activity starts at 
beginning of SFY

EQRO sends 
timeline for 

activity 
completion to 

Project Lead for 
approval

Activity Lead 
approves timeline

Regular touch-
bases take place 
between ODM 

activity lead and 
EQRO

Data required by 
EQRO to complete 
work for activity 
routed through 

EQRO CA

EQRO does work 
on activity  EQRO 

completes 
deliverables

ODM approves 
deliverables

Repeat next SFY

CA routs request 
through 

appropriate 
dept/channels and 

EQRO receives 
data

CA updates EQR 
Activity Data 

Crosswalk with 
relevant info, 
maintained in 
ODM shared 

folder

CA collates data 
details: name; 

source; definition; 
activity used for; 

frequency; 
additional notes
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Project Metrics
Measure Before After Difference

Process Steps 8 11 +3

SOWS in which CA 
knows data info

11 38 +27

Additional details 
known across 6 
fields/SOW

35/66 152/228 Increase of 13% in # 
of details known 
across all identified 
data sources

# of people/entities 
centrally tracking 
data

0 1 +1

Additional entities 
with access 
to/knowledge of 
central tracking 
crosswalk

0 16 +16
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Cost Savings Scorecard
Measure Projected Savings Annually

Redirected Hours Unknown but substantial, especially for 
future transitions

Cost Avoidance Unknown but substantial, especially for 
future transitions

Cost Savings At least $25,000 (cost of ODM leasing 
DAS server space to house data that 
was no longer being used by the EQRO)
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Project Benefits - Intangible
 Centralized tracking of the data needed for EQR 

activities ensures ODM is aware of all data being 
provided to an outside entity to perform work on 
behalf of ODM. This ensures better stewardship by 
ODM

 Future RFP SOW descriptions will be improved, 
allowing potential applicants to be more accurate 
in considerations for proposals

 Future transitions will be smoother and less 
stressful 

 A small step in the breakdown of silos
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Improvement Summary

Current Key Issues

Unknowns related to data needed by 
EQROs:  What are all the data 

needed? Where does the data come 
from? Who is responsible for data 
transmission/sharing? What other 
information/details are needed?

No standard process for tracking data 
used by EQROs

How We Improved

Increased number of known data 
sources from 11 to 38 in 3 months’ 

time; increased known details of the 
data across all identified data sources

Centralized tracking and management 
of data received by EQROs
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Implementation: Data Crosswalk
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As A Result
• Responses from 10 leads, covering 40+ EQR Scopes of Work
• By 9/1/19, identified 38 data sources that support EQR 

activities, with 152/228 available detail fields completed
• Compiled into a  centrally located data crosswalk that is used to 

track data sources and details
• Shared with new ODM Data Governance team
• Identified one data stream being shared with current EQRO 

that was no longer being used to complete EQR activities, 
resulting in use of unnecessary ODM effort/resources/cost

• Future transitions will be more efficient, saving time and 
money

• Ongoing monitoring ensures EQROs need for the data and 
enacts controls around the data sharing
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Special thanks to…
Senior Leadership:

Dr. Mary Applegate, Jon Barley
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LEAN mentors:
Debora Mayle
John Tyler
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All ODM EQR Project Leads whom I genuinely enjoy serving in my capacity 
as the administrator of the EQRO contracts 
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Questions/Comments
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