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Background

OVERVIEW OF CONSUMER CLOSING LETTER
REVIEW PROCESS

Complaint Analyst analyzes all information received to make
a determination if any laws or regulations have been violated
Complaint Analyst drafts letter to the consumer advising
them of findings

Supervisor reviews and approves all letters prior to sending
and closing the file

Consumer Complaint data is recorded and utilized by other
divisions in the agency







Reasons for improving this process

BACKLOG: 1675 current - Reduce backlog to zero in 60-days
CURRENT Cases:

50% - more than 90 days old

Open to close - 99.83 days

QUALITY:

Ensure that closing letters address all concerns; are grammatically correct (i.e.,
logical order, restates issue, answers questions raised, sentence structure); and
educate the consumer where applicable

Ensure that closing letters are accurate and contain a consistent message and tone
throughout the division

COSTS: Eliminate overtime/comp-time related to letter review

CUSTOMER SATISFACTION: Improve internal and external customer
satisfaction level




Scope of Event

What is the process?

The process begins when the complaint is received by ODI and
ends when the letter has been sent to the consumer and the
case file is closed.

Overarching Theme:
The purpose of this event is to reduce backlogs, shorten
processing time, and improve employee satisfaction and
efficiencies while maintaining high quality, consistent, and
accurate service levels that are acceptable to the customer.




Out of Scope

Areas that will not change as a result of the
Kaizen event are:

*No one loses their job because of the Kaizen event, but
duties may be modified

*No additional staff
*No additional money

*No legislative changes or changes to collective bargaining
agreements

*No IT solutions until it is determined that an IT solution Is
needed




Project Goals

LOG : Reduce backlog to zero in 60-days
2 to Process Complaints:

educe average processing time from the time the complaint
eived by ODI to the time all information is received. (part 1) 3t
S

Reduce average processing time from the time all information
eived to the time the closing letter is sent. (part 2) 49.94 days

educe average processing time from the time the complaint
2ived by ODI to the time the closing letter is sent. (part + pa

ce current number of open cases. 1675 cases

Eliminate overtime/comp-time related to letter rev

R SATISFACTION: Improve internal and e
faction level (Timeliness)
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he Kaizen Approach

Team-based energy and creativity drives immediate
process improvement

DAY 1 DAY 2 DAY 3 DAY 4 DAY 5

Day of Day of Day of Day of Design  Day of
Learning Discovery & Improvement  Implementation Celebration &
Developing & Creating the & Results
Improvement New process Documentation
Ideas Schedule 30-60-
90-day follow-
ups

At the end of the week, each Kaizen team has designed
dramatic operational improvements




To Break for the Better

e Clear objectives
« Team process

« Tight focus on time
(one week)

* Quick and simple,
action first

* Necessary resources
available right away

* Immediate results (new
process functioning by
end of week)




‘Ime-Based Stratege

Lead-Time Reduction P Wasted Time and Activity
. Core Process Value

Excessive
Backlog

Hand-offs Waiting Over processing

Excessive Motion Defects & Loop Backs

Unnecessary
Processing







Baseline Data

Roughly 100
days start to
finish

Front End 10-14-11

Unit Nbr of Open Complaints | Avg. Processing Time
CPU 43 20.93
HB4 29 49.81
Health 17 85.48
Life 16 97.25
L&H 196 37.77
OSHIP 1 13.00
P&C 949 26.28
1,251 30.45
All Info Received to Close 10-14-11
Unit Nbr of Complaints | Avg. Processing Time
CPU 1,091 13.51
HB4 221 51.72
Health 1,770 48.11
Life 971 49.02
L&H 1,201 50.43
OSHIP 166 1.57
P&C 2,801 68.13
8,221 49.94
Open to Close 10-14-11

Unit Nbr of Complaints | Avg. Processing Time
CPU 1,091 30.57
HB4 221 173.05
Health 1,770 109.87
Life 971 104.57
L&H 1,201 86.84
OSHIP 166 24.38
P&C 2,801 123.08
8,221 99.83




Complaints by month Opened

Average 423
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Complaint Processing Disparity
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Walk-Through




rent-State Process




Identlfymg Value and \Waste

Value added
Non value added




The original processes had:
TIM WOOD

Too many entry points
Too many steps

Too much paper

Too many reviews
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The Results
Steps 38 fewer steps - 52%
Decisions 10 5 5 fewer decisions — 50%
Handoffs 17 10 7 fewer handoffs — 41%
Delays 16 7 9 fewer delays — 56%
. Lowend  Highend
Lead Time 102 - 146 days 12 — 57 days 90 — 89 fewer days
88% - 61% reduction
Task Time 26 - 31 days 6 — 31 days 20 - 31 fewer days
77% - 0% reduction
Delay Time 76 — 115 days 6 —26 days 70 — 89 fewer days
92% - 77% reduction
Backlog 1675 0 100% December 23,
2011

Le————————— ———————————————




Overall Results

* Eliminated from 70 - 84 days of delay
* Projected backlog elimination by 12/23 /11

* Projected lead time ~90 fewer days




Cost Savings and Cost

Avoidance
Cost Savings Cost Avoidance
* Follow-up letters * Follow-up letters
— Postage $9,377/yr — Labor 38.1 hrs - $952/yr

— Electronic letters $9,000/yr
— Ink, toner paper $1,000/yr  « Closing letter review

— Envelopes $30/yr — Supervisors 1000 hrs
- $30,000/yr
« TOTAL $19,407/yr — Mail clerk 156 hrs
. $3.120/yr

. TOTAL $34,072/yr




Key Issues

Too many entry points

Too many steps

7T60 much paper

Major Improvements

Phasing the reduct'ion of complaint entry
points

52% reductic;r; Vin process steps

Reduction through technology

Too many reviews

Too many decision points and
delays

“Fast lane” introduced

Many are in code, but 73-92% overall
reductionin delay time







Implementation Plans
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IT Enhancement plan
Backlog plan

|.T. plan
Communication plan
Forms plan

SOP plan

Training Plan
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Benefits

Faster Processing
for consumer

Elimination of

backlog
Standardization
Less paper

Less handling

Improved customer
service

Better employee
satisfaction

Smoother transition
to ODIIS




What changes Monday?

* Upc
* Upd

 Reduce BACKLOG
* Begin training and
communication

» Streamline letter
review process

late SOP

late website

* Upd

ate letter template

 Streamline follow-ups




Personal Lessons Learned

Teambuilding

Batching is bad

Variation is evil

Kaizen Hurts

Kaizen Works

There is always a more efficient way to do
things

Communication is the key

We are all in this together




‘Leonette
Lori




[Life as a member of a
Kaizen event Team...
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Questions







