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El Paso County DHS

Family Medicaid 14,309 14,125 14,119 -1.33%

Program Mon Avg 
2007 April 2008

Mon Avg 
YTD 2008

Annualized 
Change

Family Medicaid 19,187 20,206 20,274 5.67%

Program Mon Avg 
2010 April 2011

Mon Avg 
YTD 2011

Annualized 
Change

Increase of 6,080 FM cases



El Paso County DHS
Family Medical Caseload, Jan-09 thru Dec-11
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Food Assistance Issuance
Foodstamp Issuance > Year-to-Year
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Source: FNS-388 Report

2008 4,001,663 3,954,226 3,701,211 4,096,371 3,649,787 4,161,311 4,217,128 4,120,123 3,818,298 4,951,593 5,003,571 5,280,083

2009 5,321,394 5,503,671 5,785,936 6,619,529 6,725,517 6,915,205 6,968,339 7,120,213 7,244,713 7,472,183 7,598,706 7,824,101

2010 7,812,822 7,475,448 8,221,081 8,298,720 8,315,891 8,311,075 8,357,722 8,515,411 8,468,487 8,555,280 8,623,381 8,646,136

2011 8,589,339 8,514,772 8,650,884 8,498,413 8,687,313 8,824,549 0 0 0 0 0 0

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec



Food Assistance Cases
Foodstamp Cases > Year-to-Year
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Source: FNS-388 Report

2008 14,227 14,217 13,532 14,395 13,420 14,573 14,668 14,682 14,098 16,077 16,473 17,231

2009 17,679 18,126 19,135 19,505 19,814 20,420 20,770 21,277 21,703 22,134 22,593 23,246

2010 23,407 22,414 24,009 24,444 24,614 24,789 25,080 25,294 25,329 25,614 25,885 26,066

2011 25,935 25,850 26,190 26,011 26,373 26,616 0 0 0 0 0 0

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec



Food Assistance Distinct Clients
Foodstamp Clients > Year-to-Year
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Source: FNS-388 Report

2008 34,924 34,743 32,977 35,070 32,453 35,331 35,433 35,614 34,154 39,031 40,077 41,897

2009 42,895 43,848 45,937 46,806 47,620 48,845 49,372 50,533 51,555 52,410 53,444 54,983

2010 55,385 52,911 56,417 57,340 57,792 58,185 58,975 59,604 59,888 60,491 60,697 61,251

2011 61,002 60,688 61,227 60,645 61,450 61,984 0 0 0 0 0 0

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec





Improve



CEPIC Collaboration

The benefits of this CEPIC 
process?

The time commitment required?

We’ve already reviewed and 
modified our Business Process? 



Model for Improvement
Colorado Eligibility Process Collaborative

What change can we 
make that will result in 

improvement?
PDSA

Plan

DoStudy

Act



Common Barriers To Flow 
&

Typical Countermeasures

• Too many handoffs
• Fluctuation in work 

requirements
• Fluctuation in work pace
• Waiting 
• Interruptions
• Rework

• Combine steps

• Separate standard process from 
“special” work

• Standardize pace (expectations)

• Adopt Proceed-Until-Halted

• Manage the interruptions

• See “Doing the work”



EPC PDSA’s

PDSA #3 - Increase Ongoing productivity, efficiency, and customer 
service. Establish Ongoing Task Based system along with Pull 
system.

PDSA #4 - Establish a paperless application process insuring 
timely processing of applications and benefit issuance.

PDSA #5 -Lobby Flow- Establish a client oriented system to insure 
assistance from the appropriate staff in a timely manner.  



What We Did
PDSA#4

• Combine AI and II functions for Intake

Results

 Increased staff in our Ongoing ROPE Unit by 3.
 Increased Intake staff to a total of 19.
Set standard expectations and processes.



What We Did 
PDSA#4

• Same Day Walk In Determination    

• Paperless Application Team (PAT) – True Interactive 
Interview Process- No Application.

 Results
 Reduced Need to Schedule by 92%
 Call and complete interviews for applications that are mailed or 

dropped off.  Reduced scheduling another 7.5%.
 Reduce (virtually eliminated) no shows and reschedules.



“However beautiful the strategy, you 
should occasionally look at the 

results.”
-Sir Winston Churchill





+++++ Plus +++++
• Reduced pending case loads for Intake.
• Clients like the process.
• No need to cover for absent staff.
• Increased staff satisfaction in assisting 

clients.



Numbers To Share
PDSA#4

Month of May 2011

• Clients Served 2155
• Processed 1819 – 84%
• Pended                                 436 – 16%
• Rescheduled                           10 - .004%



PDSA # 3 Pull System

Plan , Do,                                   Study,  Act.



What We Did 
PDSA#3

• Established ROPE Team (Re-cert Optimum 
Processing Enhancement Team)

• Established Ongoing Task-Based Pull System

• Created a Customer Service Line and Worker of the Day

• Visual Data Collection 



What We Did 
PDSA#3



Week 1 of New Process
RRRs Techs Average
Completed Processing Per Tech

4-Apr-11 166 20 8.3
5-Apr-11 167 18 9.3
6-Apr-11 116 17 6.8
7-Apr-11 142 18 7.9
8-Apr-11 139 17 8.2
9-Apr-11 41 5 8.2
11-Apr-11 167 19 8.8

On April 4th we started our new pull system in our new location with 874  
April issuance RRRs yet to process.  We were able to complete those 
RRRs and start on our May issuances at noon on April 11th.  This is the first 
time in awhile that El Paso County has been this far ahead of the game 
prior to the 15th of the month.   



Month 2 of New Process
• Week of RRRs Techs Average

• Completed Processing Per Tech

• May 2, 2011          567                       17                         6.7
• May 9, 2011          276                         7.8                      7.2
• May 16, 2011        384                       11.6                      6.8
• May 23, 2011        542                       13.6                      7.9
• May 30, 2011       164 19                        8.6  
• Total 1933 

The month of May is the 1st full cycle using the pull/Task based system.
We actually completed issuance by June 7th 2011 , four days sooner than 
previous cycle.





Lessons Learned

•Be flexible – ready to make changes as needed

•Everything needs to be visible and on the platform

•Keep all work flowing

•Keep it simple – Don’t overdo tracking

•Supervisors need to monitor work and meet daily, hourly – whatever work 
dictates



Challenges Faced

• Timing 
• With no caseloads, who do you assign to …….?
• Absenteeism
• System issues
• New Standards of Accountability 
• Staffing
• Backlog
• Educating clients about new system



Our biggest gains in this process

• Energized Supervisory Team

• Team approach

• Re-deployment of resources

• The ability to Visually SEE all the paperwork in a Pull 
system

• Gains in Timely Processing
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