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Purpose of this Learning 
Session 

• County Incentives Contract

• Please submit the names of those attending 
from your County to Rahem.Mulatu@state.co.us
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Introductions

• Rahem Mulatu– County Program Administrator

• Vanessa Garcia – Continuous Improvement 
Specialist 

• Arturo Serrano – Continuous Improvement 
Specialist 
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Overview

• Ground Rules & Google functionality 

• Recap of 1st Quarter QA Meetings 

• QA Learning Session Content

• Post Learning Session Expectations and Due 
Dates 
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Ground Rules 

• Arrive on time.

• Keep your microphone muted.

• If possible remain on video at all times.

• Please do your best to stay engaged during 
the duration of this Session.

• In Continuous Improvement everyone’s voice 
matters. Please ask questions or share any 
thoughts/ideas that might come up. We will 
do our best to address all questions during 
the Session. 
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Google Functionality 

• At anytime feel free to add a comment or 
question within the chat feature. 

• You can use the Raise hand icon
at any time during the Learning
Session(bottom right of your screen).
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Questions?
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Recap of 1st Quarter QA 
Meeting’s
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Why we need to improve MA 
Quality Assurance?   

• Ensuring MA timeliness and accurate 
eligibility determinations for Colorado 
residents. 

• Audit findings with fiscal implications for  
State & Counties. 
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Quality Assurance Maturity Model

Defined

Proactive processes established for 
case reviews with consistent 
outcomes. Proactive use for the 
Eligibility Site.

3

Managed

Performance Measures are 
developed and case reviews are 

used to measure eligibility 
process performance.
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Optimizing

Focus of case review is 
continuous improvement of 
eligibility performance.
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Repeatable

Case reviews are conducted at 
basic level with repeatable steps. 

Reactive to audits, federal or state 
requirements.

2
Initial

Aware of what quality assurance is and may 
have a basic idea of how to implement. Initial 
case reviews conducted without consistent 
data. Unpredictable process that is not yet 
defined.
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How will we improve the 
County QA process? 

• The Department will be providing tools and 
resources that will help mature your QA 
process. 

• The Department will share County QA best 
practices. 

• The Department has hired a QA team which 
will be conducting Statewide QA reviews. 
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Adams County 
Quality Assurance 

12



Post –Auth Review 
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Pre –Auth Review 
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How does Adam’s County 
Quantify Findings and 

Errors?  
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“Sub-elements” 

determine 

whether the 

main element 

will be marked 

Correct or 

Incorrect.

“Critical” 

errors affect 

the Pass/Did 

Not Pass 

score.  “Non-

Critical” 

errors affect 

the Accuracy

score.

Elements are 

added to the 

review based 

on the case 

mode, 

circumstances, 

and HLPGs on 

the case.   

Accuracy

scores are 

determined by 

the number of 

correct 

elements 

divided by total 

elements 

reviewed.

This is the 

criteria 

reviewers 

use to 

determine 

whether to 

cite an error 

for the sub-

element.

These are 

the 

programs 

the Review 

Element 

and 

Potential 

Errors are 

applicable 

to.
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Scores for both 

critical errors 

(pass/did not pass) 

and non-critical 

errors (accuracy) are 

listed here.

The list of review 

elements here is 

conditional based on 

review type and 

programs associated 

with the case.

These are the “sub elements”/potential errors 

that could occur under each element.  Scores are 

based on # of correct elements/total elements.

Reviewees enter rebuttal 

comments/questions/indicate 

the error has been fixed here.

Reviewers enter 

their feedback 

here regarding 

errors.

Once all errors 
have been 

acknowledged/co
rrected and 

comments have 
been entered, 

reviewees route 
the review back 
to the reviewer.
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Error Cited

Rebut

Supervisor Agrees
Proceed with 

Rebuttal

Supervisor 
Disagrees

Make Case 
Corrections and 
Route Back to 

Reviewer

Agree

Make Case 
Corrections and 
Route Back to 

Reviewer

To Rebut or Not to Rebut?
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Rebuttal 
Submitted

Reviewer 
Disagrees

Reviewer 
Supervisor 

Agrees

Error is 
Upheld/Meeting 

Scheduled

Reviewer 
Supervisor 
Disagrees

Error is 
Overturned

Reviewer 
Agrees

Error is 
Overturned

Onward with the Rebuttal!



The 

“Status” 

here 

indicates 

where the 

review is 

currently 

routed and 

which party 

is 

responsible 

for taking 

action.

“Pending Action” 

is more specific 

about what needs 

to happen next with 

the review.  This 

can include the 

reviewee needing 

to make 

corrections, the 

reviewer needing to 

review corrections 

made, or 

supervisors 

needing to sign off 

on rebuttals .

This is the 

date the case 

review was 

first routed to 

the team 

member.

The score 

here only 

pertains to 

critical errors 

on the case, 

which affects 

the Pass/Did 

Not Pass 

score but not 

the Accuracy 

score.

“Probationary” 

is the status 

given to our 

“Rookies” who 

are on 100% 

sup auth while 

they learn 

FA/MA.  

“Cadets” 

learning cash 

programs are 

not considered 

probationary.

This refers to 

the case 

review type-

Intake vs 

RRR vs 

Changes vs 

LTC, etc. Team 

members 

have 5 

business 

days to 

respond 

to the 

review 

once it’s 

routed.

This is the 

date the 

review was 

fully 

completed 

by all 

parties. This is the 

date the 

reviewer 

began 

creating the 

review in the 

database but 

not 

necessarily 

when the 

review was 

sent to the 

reviewee



Are Targeted Reviews 
Conducted?



On the Error Code Admin and 

Element Admin tabs, new 

elements/sub-elements can be 

created, re-worded, or made 

active/inactive.  Elements can be 

coded as informational or as 

impacting accuracy.

On the Task Admin tab, new 

Review Types can be created.  

On the Task to Elements to 

Error Code Association tab, 

Elements and Sub-Elements can 

be added to or removed from 

each Review Type



What are Our Accuracy 
Benchmarks?



New CSS team members who do not have current CBMS experience will have 4 benchmarks to achieve before being removed from 
Supervisor authorization.  The Sup Authorization requirement will be steadily decreased as they demonstrate increased 
proficiency. 

For Food and Medical Assistance, the following benchmarks must be met:
• First Benchmark - CSS will achieve an 80% Pass Rate on a rolling 30 cases
• Second Benchmark – CSS will maintain an 80% for one full calendar month.  Once they have achieved this, they will be 

reduced to 50% Supervisor Authorization. 
• Third Benchmark – CSS will continue to maintain 80% Pass Rate for another calendar month.  Once they have achieved this, 

Supervisor Authorization will be reduced to 25%
• Fourth Benchmark – CSS will continue to maintain an 80% Pass Rate for one calendar month.  Once they have achieved this, 

they will be removed from Supervisor Authorization and they will have full access to authorize cases in CBMS. They will also 
be added to Veteran Review status of four cases reviewed each month.

• Obtain an 80% pass rate over a rolling 45 cases.
• Within the rolling 45 cases, a minimum of 10 ongoing cases must show pass, ongoing includes both changes and 

redeterminations.
• Within the rolling 45 cases, a minimum of 10 intake cases must show pass.

In addition to meeting the Pass Rate and Accuracy Rate to progress, each CSS will demonstrate their program understanding by 
being able to maintain the Pass and Accuracy Rates by processing programs across tasks. This means in the three months being 
monitored for Career Progression purposes:

• A minimum of at least 25% of the cases reviewed will be from the Intake task.
• A minimum of at least 25% of the cases reviewed will be from the Ongoing task.
• In addition to the above expectations, at least 25% of the case reviews completed should be for at least one cash program to 

progress to a CSS II and both cash programs to progress to a CSSIII. 
• Example – Of the 10 cases that are needed for career progression, at least 3 of them should include cash programs, and 3 of 

them should be of the opposite task (Intake or Ongoing). Three cases may represent both 25% expectations.



Career Progression Matrix



How are Error Trends 
Shared with Staff?







Monthly QA/Training 

Team Newsletters

Monthly Target Practice 

Quizzes

Weekly State QA Stats E-mails

Semi-Weekly All Staff Announcements



Questions?
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Contact info

Karen Dyke
QA/Training Supervisor

KDyke@adcogov.org

Michele King
QA/Training Supervisor
MLKing@adcogov.org

mailto:KDyke@adcogov.org
mailto:MLKing@adcogov.org


“Lean Tools” 
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What is Lean? 

• Lean is a collection of tools that helps 
organizations identify bottlenecks and solve 
problems, create countermeasures that lead 
to action plans for improvement.

• In a Medicaid eligibility context, Lean 
identifies steps in the eligibility process that 
may lead to error, ways to reduce 
duplication, and ways to improve processing 
times.
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Collection of Lean Tools 

• A3 - 8 Step Problem Solving 

• Fishbone Tool 

• 5 Whys

• Value Stream Mapping 

• 8 Waste & Waste Walk 

• PDCA – Plan, Do, Check, Act 

• Performance Matrix e.g. – XMR charts 
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What is an A3? 

• An A3 is a blank template of paper, split up 
into eight sections.

• Use an A3 to guide your thinking through the 
8-step problem solving method, and to share 
your ideas, plans and work.
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Why an A3? 
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An A3 captures 
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A specific problem

Material to help 
people see where 

the problem 
occurs

Targets for 
improvement

Analysis around 
the root cause of 

the problem

A list of possible 
countermeasures, 
with prioritization

A detailed plan for 
an experiment to 

try out a 
countermeasure

Status of results 
from the 

experiment

Decisions made 
about what to do 

after an 
experiment ends

A countermeasure is a suggested or proposed solution. We don’t call them 

solutions because they’re ideas about what might address the problem—you 

can call it a solution once you know it works. 



Why use an A3? 
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A3 is structured, but flexible. An A3 is 
completed in a small group.

It is the way you "do" continuous 
improvement, using the Plan, Do, Check, Act 
(PDCA) cycle. It is a tool for conversation and 
building shared understanding.

It is a way to show respect for people by 
getting everyone involved in problem solving.

It is a snapshot of your thinking about a 
particular problem that is affecting your work 
and impeding the delivery of value to your 
customers.



Questions?
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Pulse Check 

• Why use an A3?
▪ A3 is structured, but flexible. An A3 is 

great for small groups and gives 
everyone a voice in the process. 
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Pulse Check 

• What is an A3?
▪ An A3 is a blank template of paper, split 

up into eight sections.
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Pulse Check 

• Why an A3? ▪ Those that developed these steps could capture all the 
ideas/steps on this A3 – 11 by 17 paper. A part of lean is 
visual management and they wanted display these plans in 
the office so that everyone could see the A3 process = the 
plan/experiment. 
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Pulse Check 

• What does an A3 
capture? 
▪ Analysis around the root cause of the 

problem
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Let’s review an A3 step by 
step for this Learning 

Session!  
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Post Learning Session 
Expectations and Due Dates 

• Complete and Finalize the Action Plans. 

• Action Plans will be due March 23, 2021!

▪ Email: Rahem.Mulatu@state.co.us

• If you need additional assistance with 
Action Plans, you can call into the optional 
Countermeasure Action Plan call February 
24 @ 1:00 PM-2:00 PM.  
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Questions?
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Rahem Mulatu
County Program Administrator

Rahem.Mulatu@state.co.us

Vanessa Garcia 
Continuous Improvement Specialist 

Vanessa.Garcia@state.co.us

Arturo Serrano
Continuous Improvement Specialist 

Arturo.Serrano@state.co.us

Continuous Improvement Webpage
https://www.colorado.gov/pacific/hcpf/continuous-improvement-

team

Contact Info

mailto:Rahem.Mulatu@state.co.us
mailto:Vanessa.Garcia@state.co.us
mailto:Arturo.Serrano@state.co.us
https://www.colorado.gov/pacific/hcpf/continuous-improvement-team


Thank you!
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