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Objectives

• Understand 8 impacts of the current healthcare 
environment impacting release of information (ROI) today 

• Take away 6 lessons learned from Banner Health’s ROI 
optimization and automation journey 

• Discuss 4 focus areas for ROI future state through 
innovation and automation 

• Questions/Discussion
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ROI Today
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ROI Today: Environment in Transition

Value-Based Care 
Margin pressures 
- find ways to 
reduce costs

Data quality and 
usability

New networks and 
relationships to 
automate the 
transfer of PHI

Payer requests 
less seasonal and 
more constant

Increases in the 
volume of 
requests

Privacy

Interoperability
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ROI Today: Common Issues

Turnaround times

Legislation changes 

Customer service/partnership

Data usability 

Inefficiencies and manual burden 
on HIM department staff

Payer demand

Staffing 

Operating costs and savings 
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ROI Today: Legislation Impact

• HIPAA* is still the floor 
• Multiple federal regulations 
• Disparate state requirements
• Varying interpretations on laws and requirements 

• Minimum Necessary 
• Incident/Breach (timelines and definitions)
• Patient Access/Patient Directed Requests
• Reproductive Health 

• Interoperability and Information Blocking 
• Substance Use Disorder 
*Health Insurance Portability and Accountability Act
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ROI Today: Current Workflows

• Mostly electronic 
• Still some paper, microfiche/film (believe it or not!)
• CDs/flash drives
• Staffing: remote and onsite 
• Automation: some or in process of implementing 
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Who is Banner Health?
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• 6 States 
• 32 Hospitals
• 600+ Clinics
• 52 Urgent Care 
Centers
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Banner Health – year end 2021 
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Health Information Management Services Operations
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Banner Health’s ROI Journey
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Key Discussion Points

• Banner Health’s release of information timeline (centralized and onsite ROI)
• Prior workflows & the road to modernization
• Volume of requests 2021 to present
• Journey to success - internal and external partnerships
• Current workflows
• Making health care easier so life can be better 
• The road ahead
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Banner Health’s ROI Timeline

Moved to 
current org 
structure in 

2012

Centralized 
ROI (CROI)
•Billable and non-
billable requests 
(attorney, payer, 
legacy 
system/paper, large 
patient requests)

•Moved stat faxing 
for AZ hospitals to 
CROI

Facility ROI 
(FROI)
• Process patient 
walk-in requests 

• Process requests for 
other requesters 
such as QIO, state, 
TJC

•Requests to 
Supplement or 
Amend Records

Home-grown 
system for 
managing 

requests; ROI 
processes 

built by CROI 
leadership 
with input 

from internal 
Legal and 
Privacy

2017 – 
Recognized 
opportunities 

for 
improvement; 
discussions 
started with 

IT 
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Prior Workflow
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Road to Modernization

December 2020: Office for Civil Rights (OCR) fine and 
        Corrective Action Plan (CAP)

Decision made to fast-track modernization of centralized ROI 
technology, workflows, and process

Vendor review initiated 

Vendor selected

Project kick off 
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Volumes: 2021 – Q2 2023

2021 2022 Q1&Q2 2023 Projected 2023
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Call Volume: 2021 – Q2 2023

Requests/Call - Banner

1 call every 10 requests

4,350 Calls per Month

Estimated Annual Cost Savings = 
$ 110,000

Quarter Avg Calls/Month Requests/Call
Q4 2021 1,551 5

Q1 2022 5,027 6

Q2 2022 5,954 4

Q3 2022 4,472 4

Q4 2022 3,504 11

Q1 2023 3,521 9

Q2 2023 6,413 8

Cancel Request
2%
Issue Inquiry

1%
Make Payment

1%

New Request
21%

No Request Logged
16%

On-Site Call
1%Other

5%Patient Call: New 
Request for Personal

1%

Patient Call: Status 
Check

2%

PSD
1%

Rate Inquiry
1%

Re-send Records
3%

Status Check
43%

Turn-around 
Complaint

1%
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Journey to Success
MRO Partnership
• Technology 
• Shared ROI services (Billable requests, overflow)

Value Creation

• National Service Center 
• Invoicing, Collection, and Distribution
• Smart Staffing (HEDIS*/Risk Adjustment)
• 10-time KLAS winner

Phase 1 Implementation – 11/15/2021
eXpress Implementation – 05/10/2022
Auto Assisted Logging Implementation – Q3 2023 

*HEDIS = Healthcare Effectiveness Data and Information Set
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Current ROI Workflow 

21

Requester

Banner Processing

• Aggregate Records
• 1st QC of Record Set
• Upload into ROI 
Platform

• Assign Delivery & Pricing
• 2nd QC of Required Docs
• Send Requester 

Communication

Assignment Team

Requester 

Communication

Requester 
Services

• 2nd QC of Record Set
• Preventing 400 

Comingled Releases per 
100K Records Processed 

QC and Invoice

OCR QC 
Technology

Auto 
Invoicing 
Technology

Requester

• Paper – Batch QC
• Bar Code QC
• Delivered Electronically

Distribution

• esMD
• SFTP
• DSM
• Portal
• eMail
• Fax

Partial Intake 
Automation
• EMR Integration 
• * Attended AI Intake

• Open Mail
• 1st QC Request Docs
• Log Request
• Upload into ROI 
Platform

Banner Intake

Manual Intake

• Mail

• Fax

ROI Platform

Centralized 
Service Center

Full Intake Automation
• Patient App 
• 3rd Party API’s
• Portals
• SSA

Docs 
Waiting 
Queue

Smart Distribution             
Technology 

MRO CONFIDENTIAL AND PROPRIETARY INFORMATION. This document and its contents are a confidential communication to, and solely for the use of, the intended 
recipient. No part of this document may be disclosed to any third party, in any manner, without the prior written consent of MRO. 

Legend
QC = Quality Control
API = Application Programming Interface 
EMR = Electronic Medical Record
esMD = Electronic submission of documentation
SFTP = Secure File Transfer Protocol
DSM =  Direct Secure Messaging
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eXpress – Making Health Care Easier So Life Can Be Better

www.bannerhealth.com/patients/medical-records 

http://www.bannerhealth.com/patients/medical-records
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eXpress Request Volumes: 2022-2023
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Go-Live: 5/10/2022
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Future Workflow
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Lessons Learned & Value Creation
• Staffing

ü Ensure change management is engaged!
üReallocated call center staff to other areas
üRestructured team in 02/2023
üSupporting additional ambulatory locations

• Compliance concerns 
üDashboards to better view requests nearing due date
ü Extension letters sent, as needed, based on established timeframes
üConsistent fee schedule
üRegulatory updates provided

• Technology partners
ü Platform through vendor
ü Enhancements made based on client feedback
üAuto-assisted logging – utilization of more AI features to create efficiencies
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Lessons Learned & Value Creation
• Cost 

üRevenue share agreement
üCollections trending in positive direction
üSavings realized through shift to MRO call center, increase in electronic 
distribution (> 85%)

• Productivity 
üRobust reporting tools available
üReports can be exported to Excel
üRecommendations/best practices provided by MRO based on their own staff 
üDon’t expect high productivity on day 1 – it takes time

• Internal workflows 
üContinue to review and tweak to create more efficiencies
üMRO and other clients provide feedback on best practices
ü Ensure scope is understood at beginning of project
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ROI: Innovation and Automation
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ROI Innovation

• Continued automation 
• Maximize efficiencies 

• Improved workflows/productivity
• Smart staffing 
• Ensure turnaround times (TATs) all met

• Revenue optimization
• Continued regulatory compliance 

• Privacy and security 
• All others 
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Automation in ROI – Request Submission/Receipt

• Method for patients and 3rd 
parties to electronically submit 
requests

• Accessible via internet or patient 
portal using mobile device or PC

• HIPAA compliant
• Provides transparency
• Enhances communication

ABC Health System

ABC Health System
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Automation in ROI - Data Entry/Logging
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What is FHIR?

FHIR (pronounced “fire”): Fast Healthcare Interoperability Resources is the latest 
standard developed by the HL7 organization to enable data exchange in healthcare. 

FHIR resources are modular components or categories of healthcare data (e.g., patients, 
lab results, etc.) intended to be understood by technical and non-technical people alike

APIs are application programming interfaces, which simply mean a contract between two 
software applications to enable communication using requests and responses
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Moving Through the FHIR ὒ� : Analog to Automation
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Regulatory Support for Automation
• The Final Rule defines interference as “to prevent,” the Office of the National Coordinator 
(ONC) and the Recognized Coordinating Entity (RCE) have published the Fast Healthcare 
Interoperability Resources (FHIR) Roadmap for Trusted Exchange Framework and 
Common Agreement (TEFCA) Exchange – Version 1

• Evolving health IT landscape requires TEFCA to rapidly include approaches that support 
FHIR – following stages:
• FHIR Content Support
• Network-Facilitated FHIR Exchange
• Network-Brokered FHIR Exchange

• Quality Health Information Networks (QHINs) must be capable of accurately resolving 
requests to match patient demographic information with patient identities

• Electronic Master Patient Index (eMPI) – record locator service or other means can be 
used.

• The RCE is actively participating in national dialogue to improve patient matching and will 
work with QHINs to develop matching recommendations and/or requirements

• Query is to support  patient, document, retrieval and message delivery
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Benefits of Automating ROI 
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3 Question ROI Self-Assessment 

1. Do you understand all the current and new legislation 
impacting ROI?

2. When was the last time your ROI policies and procedures were 
reviewed and updated? 

• When was the last time I reviewed my vendor contract?  Is it 
applicable to current times?

3. What steps of your ROI operations are automated or in the 
process of being automated? Do you know what can and can’t 
be automated? What should be automated?
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Questions/Discussion 
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Thank You!

Angela Rose, MHA, RHIA, 
CHPS, FAHIMA 

VP, Client Success
arose@mrocorp.com 

Twitter: @adrose1014
LinkedIn:

https://www.linkedin.com/in/angeladrose7/ 

Jami Woebkenberg, MHIM, RHIA, 
CPHI, FAHIMA

Sr. Director, HIMS Operations
jami.Woebkenberg@bannerhealth.com 

Matt Wildman
Chief Commercial Officer
mwildman@mrocorp.com 

LinkedIn:
https://www.linkedin.com/in/jami-woebkenberg/ 

LinkedIn:
https://www.linkedin.com/in/mattwildman/ 

mailto:arose@mrocorp.com
https://www.linkedin.com/in/angeladrose7/
mailto:jami.Woebkenberg@bannerhealth.com
mailto:mwildman@mrocorp.com
https://www.linkedin.com/in/jami-woebkenberg/
https://www.linkedin.com/in/mattwildman/
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