Appendix: Correspondence Workflow &
Approval Model Redesign

eApps Approval Routing & Signatory Modernization (Executive Summary)

Purpose of Redesign

This initiative modernized the correspondence approval and routing model within a high-volume
government environment to improve timeliness, reduce approval bottlenecks, and strengthen
accountability across executive, MLA, and public-facing correspondence.

The existing model created delays due to excessive approval layers, inconsistent routing, and
unclear ownership between Communications, Client Services, and program areas. These
issues resulted in late executive correspondence, duplicated effort, and inefficient use of subject
matter expertise.

The redesign focused on simplifying approval pathways, clarifying decision rights, and shifting

appropriate accountability to program areas while maintaining quality assurance within
Communications.

Key Workflow Shifts

1. Shift from Multi-Layer Approval to Streamlined Decision Rights

Before:
Correspondence often moved through multiple approval layers, creating delays and contributing
to late items, particularly for executive and ministerial correspondence.
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After:

Approval pathways were streamlined by clarifying when executive director—level approval is
sufficient and when escalation is required. This reduced unnecessary routing and improved
turnaround time while maintaining appropriate oversight for high-risk or sensitive content.
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2. Redistribution of Content Ownership to Program Areas

Before:
Communications frequently acted as an intermediary, requiring repeated clarification cycles with
program areas to validate technical or driver-specific information.

After:

Program areas assumed greater responsibility for providing subject matter input directly into
drafts, improving accuracy at source and reducing duplication of effort between teams.
Communications shifted toward coordination and quality assurance rather than content
sourcing.

3. Clarified Quality Assurance Role for Communications

Before:
Communications was involved in both content creation and iterative content validation, creating
duplication and inefficiencies.

After:
Communications transitioned into a defined quality assurance and consistency function,
focusing on:

clarity and plain language

alignment with approved messaging

consistency across correspondence outputs

final review before submission into approval workflows

This reduced rework cycles and improved consistency of final outputs.

4. Standardization of Messaging and Approved Content

Before:
Approved language was sometimes reworded or inconsistently applied across correspondence,
leading to inefficiencies and rework.

After:
A standardized messaging and language library was introduced with clear governance over
updates. This ensured:



e consistent use of approved language
e clear separation between editable and fixed content
e reduced unnecessary rewording during drafting and approval stages

5. Improved Routing Efficiency and Role Clarity

Before:
Routing of correspondence requests varied depending on topic and required repeated manual
identification of subject matter experts.

After:
Routing was standardized through clearer role definitions and program-level contact structures,
reducing duplication and ensuring correspondence was directed correctly at intake.

6. Separation of Urgent vs Routine Workflows

Before:
Urgent executive correspondence and standard mailbox items followed similar processing flows,
creating prioritization challenges.

After:
Workflows were segmented to distinguish:

e urgent executive and eApps correspondence requiring expedited handling
e standard mailbox correspondence with defined service timelines

This improved prioritization and reduced delays in high-urgency items.

Signatory & Approval Model (High-Level Shift)

The approval model was updated to better align decision-making authority with operational
accountability.

Key changes included:

e reducing unnecessary approval layers in executive correspondence workflows
e clarifying when executive director approval is sufficient versus when escalation is
required



e shifting routine approval responsibilities closer to program ownership while retaining
escalation pathways for high-risk or sensitive content
e maintaining quality assurance oversight within Communications before final submission

This improved decision speed while maintaining appropriate governance controls.

Outcomes of Workflow Redesign

The combined workflow and approval changes resulted in:

reduced approval bottlenecks in executive and MLA correspondence
improved turnaround time and fewer late items

decreased duplication between Communications and program areas
clearer ownership of content and accountability across teams

improved consistency through standardized messaging and QA controls
more efficient routing and reduced manual triaging effort

Summary

This redesign shifted the correspondence function from a multi-touch, approval-heavy model to
a streamlined operating structure with clearer ownership, simplified decision rights, and defined
quality assurance controls. The result was a more efficient, accountable, and consistent
correspondence system better suited to high-volume government operations.



