
BACKGROUND 

 

Talent Development Fund (TDF) Formal Programme Scholarship is one of the schemes developed by 
SingHealth to build the capabilities of SingHealth’s human capital  to support its pursuit of Academic 
Medicine mission.   
 

Turnaround time for claims and reimbursement process between Institutions and HQ took about 7 to 9 
months for each quarter’s claim.  Each quarter’s claim involves 4 financial years of multiple year-
scholarships.  In FY2012Q3, a claim problem surfaced - the various stakeholders in HQ, SingHealth 
Foundation and an Institution were not able to verify and reconcile the numerous debit notes amounting 
to $0.5 million covering 4 FYs.  The debit notes amounts did not tally with the consolidated amounts in the 
various claims reports (Utilisation Claims Reports UR1 from Institution and Quarterly Expenditure 
Statement QES from SHR’s TDF Secretariat).  Whilst the respective HR and Finance staff from HQ and the 
Institution were struggling to reconcile the figures, the debit notes problem remained outstanding and 
unresolved.  
 

TDF Secretariat initiated the quality improvement project to improve the claims and reimbursement 
process and turnaround time. 

METHODOLOGY 

 

Adopting  DMAIC, the  TDF claims and reimbursement process improvement project delivers 
quantifiable and sustainable results. 
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D 

• DEFINE 
Strategic HR’s TDF Secretariat engaged  with other stakeholders – Finance and HR teams 
from HQ, Institution and SingHealth Foundation to Define problems and mapped out 
process (Flow Chart 1). 

 

M 

• MEASURE 

Utilised data to establish and Measure the baselines as a basis to monitor improvement.  
(Charts 1 & 2).     

 

A 

• ANALYSE 

Root Cause Analysis Tree  (Diagram 1) used as a tool to Analyse and identify possible 
attributes contributing to the problematic and prolonged claims and reimbursement 
process. 

 

I 

• IMPROVE 

Brain storming sessions to review and introduce Improved process  (Flow Chart 2).  
Corrective actions developed to address respective root causes and resolve existing 
outstanding matters.  Partnered with HQ Finance to re-engage with Institution’s Finance 
colleagues to garner support for the new Improved process. 

 

C 

• CONTROL 

Tested new process on 3 quarters of claims submitted in FY2013 Q2, Q3 and Q4.  
Monitored results using a Control Chart to assess the improvement within an established 
control range of 150 days to 250 days of processing lead time.  Results supported a feasible 
and sustainable improvement by 44%, from ave 270 days to 150 days ave.  The best 
improvement is 66%, from the longest turnaround time of 326 days down to the shortest 
105 days as shown in Chart 1.  

i. HQ staff had problem checking and verifying the numerous debit notes.  Institution staff also had problem in 
reconciling the amounts in the  debit notes and Claim Form U1 previously submitted to HQ.  Problem on long 
outstanding debit notes unresolved for more than 1 year.   
 

ii. Thus claims not reimbursed to Institution.  Cash flow affected. 
 

iii. Various stakeholders’ staff frustrated with the unresolved problems and felt helpless.  

Reimbursement Approval:- 
As claims  not verified, SingHealth Foundation  (SHF) could not 
approve reimbursement.  Institution’s cash flow affected.  

Diagram 1:   Root Cause Analysis Tree 
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Chart 2:    TDF Reimbursement Approval Average Turnaround     
                   Time Per Debit Note (by day) 

FY11Q2 FY11Q3 FY11Q4 FY12Q1 FY12Q2 FY12Q3 FY12Q4 FY13Q1 FY13Q2 FY13Q3 FY13Q4 FY14Q1 FY14Q2 FY14Q3

Days 326 278 256 288 196 317 227 273 246 155 105 108 137 151
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Chart 1:    TDF Claims Approval Turnaround Time (by day)  

Previous Process Flow (Ave.  Turnaround days - 270 ) Revised Process Flow (Ave. Turnaround days - 150 ) 
Testing Period  

One debit note was issued for 
each individual  scholar’s 
claim.  Thus unable to 
reconcile with consolidated 
Claim Form UR1.  

Claim  Approval :- 
Claimed amounts in debit notes did not tally with previously submitted Claim 
Forms; UR1 and QES.  Problem areas could not be detected for rectification.  

Flow Chart 2:   Revised Process Flow 
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i. HQ staff had problem checking and verifying the numerous debit notes.  Institution staff also had problem in 
reconciling the amounts in the  debit notes and Claim Form U1 previously submitted to HQ.  Problem on long 
outstanding debit notes unresolved for more than 1 year.   

 

ii. Thus claims not reimbursed to Institution.  Cash flow affected. 
 

iii. Various stakeholders’ staff frustrated with the unresolved problems and felt helpless.  

Reimbursement Approval:- 
Reimbursement to Institution not approved as unable to verify 
claims. 

Difficulty in raising credit notes 
to rectify bill discrepancy as it 
involved much justification to 
management, and manpower 
effort.  

i. Review and improve process flow. 
ii. Enable early intervention before issuance of debit notes. Raise 

debit notes only after authorised approval.   
iii. Resolve long outstanding billing matter with issuance of credit 

notes.  

Only 1 debit note for an 
entire  quarter ‘s claim for 
each  year of award and 
scholarship category.  

Standardised description on debit 
notes across all institutions  
e.g. “TDF FY2012 Award, Claimed 
in  FY13Q3”.  Enables easy tracking 
of billings.  

Introduce  a reimbursement 
tracking system on quarterly 
pre-approved and actual 
reimbursements. 

Numerous debit notes issued 
to HQ before Claim Form UR1 
checked and approved by 
authorised stakeholders --> 
incorrect amounts billed 

i. Poor description and lack of  itemisation in 
debit notes created difficulty in identifying a 
scholar’s award details. 
 

ii. More effort and longer  turnaround time 
needed to check and verify debit notes. 

Problem lies in bulk-billing of 
many scholarship categories 
in 1 single Claim Form UR1.  
Difficult to identify. 

Separate Claim Form UR1 for 
each year of award and 
scholarship category. 

One debit note issued for 1 
scholar’s claim.  Difficulty in 
reconciling against 
consolidated Claim Form UR1.  

Claim  Approval :- 
Claimed amounts in debit notes did not tally with previously submitted Claim 
Forms; UR1 and QES.  Problem areas could not be detected for rectification.  


