CHANGE PROJECT SUMMARY
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Aging and Disability Resource Center of the Wolf River Region 
The Aging and Disability Resource Center (ADRC) of the Wolf River Region provides no-cost information and assistance to services that affect the elderly or people with a disability. The ADRC of the Wolf River Region has four locations throughout Northeast Wisconsin, covering Shawano, Menominee, and Oconto counties and the Stockbridge-Munsee community.  The main office/receptionist site is located in Shawano, WI with the other locations in Oconto Falls, Keshena, and Bowler, WI.  
Project Title: “Land Of The Lost” 
Goals: Increase new ADRC customers as they initiate contact with the ADRC of the Wolf River Region.
The ADRC of the Wolf River Region is a regional ADRC.  As a regional model, even though we have four separate locations, we have one Toll Free number for customers to call.  We have decided to have one Toll Free number so that our receptionist/office manager can answer all calls and then will transfer the calls to the appropriate worker/county area.  This was intended to eliminate losing calls with the confusion of having different phone numbers for each office.  
Our ADRC has noticed that we have had a number of lost calls through our Toll Free number (lost calls being defined as calling the ADRC Toll Free number and not being able to talk to a live person and the person calling does not leave a voicemail message when prompted).  Our change project is focused on decreasing the amount of lost calls and therefore making our services more accessible for customers contacting the ADRC via telephone. We believe that decreasing the amount of lost calls will correlate with an increase in new ADRC customers.  
Executive Sponsor: Kim Wolfmeyer
Change Leader: Carrie Silva
Change Team Members: Beth Wagner, Melissa Rosenow, Kelly Rundberg
Location of the Project: ADRC of the Wolf River Region—Shawano site
Customers/Client target population: All Target Populations
Start Date: November 19th, 2012
End Date: February 13, 2013
Large Aim: Increase New ADRC customers
Small Aim statement: Our goal is to reduce lost calls from 5.6% to 3.0% (or less)





Baseline Data: 
The baseline data was collected from November 2, 2012 to November 15, 2012.  The baseline data was collected using an Xcel spreadsheet that can be viewed and opened by all ADRC staff members.  The Xcel spreadsheet was always present on the computer at the front/main reception desk for staff members to log data.   This spreadsheet had different columns under which staff logged the data such as what time calls were lost, reason for the lost calls, etc.  
The baseline data found that our agency had a total number of 301 calls received during the baseline data cycle.  Out of the 301 total calls, 17 were lost equaling 5.6% lost calls.  The data also revealed that an equal number of calls were lost for two different reasons: calls were lost because the staff member was on the phone line with another customer or calls were lost because the staff member covering the main Toll Free line was away from the desk.  
The change team was surprised at the percentage of missed calls as we had anticipated a higher percentage than was found through the data. However, the percentage was still a high enough number that we felt it would be beneficial to decrease so that we would not “lose” any new ADRC customers.  
 Changes Implemented: 
1. The first change implemented was that the staff member covering the front desk/main phone line would transfer the phone line to a cell phone when having to leave the desk for any reason.  
2. The second change implemented was that the staff member who was on-call at the Shawano main site would utilize a component of our current phone system during which they would they would be able to join the main line and if the staff member covering the front desk/main line did not answer the call by the third ring, the on-call staff member would answer if available.
3. The third and final change that we implemented was that we hired a part-time office assistant to assist our office manager at the Shawano main site.  This new hired employee answered the main phone line whenever the office manager was unable to answer due to being away from the desk or assisting others.  
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Results: 
As a result of the changes, the team was able to reduce lost calls from 5.6% (Baseline) to 2.8% lost calls
● 	Transferring the main Toll Free line to a cell phone had a very limited impact (only reduced lost calls from 5.6% to 5.4%) -- Abandoned
●  	Utilizing a component of our current phone system so that the on-call staff member would be able to answer calls coming through the main Toll Free number if the office manager/main receptionist did not answer the call after three rings, saw an increase from the first change (5.4% lost calls to 5.5% lost calls), due to this increase – Abandoned 
●	We found that the hiring of a part-time staff member to assist in answering phones resulted in a dramatic decrease in lost calls (decreased to 2.8% from baseline) -- Adopted
Lessons Learned: 
●	Our agency found that even though hiring additional staff is more expensive than small changes such as transferring calls to a cellphone, we found that at times it is necessary to utilize financial resources to attain additional staff to make a dramatic change or impact
●	Even though we had decreased the amount of lost calls during our open business hours, we still found that we were losing several calls before and after normal business hours (this may be an area to improve on in the future)
●	The programmatic impact was that a decrease in lost calls resulted in our staff being able to connect with more customers and increasing the number of customers that use our services
● 	I & A staff had more availability to set and make appointments resulting in an increase in seeing consumers sooner
Sustainability:  
●	The data coordinator will continue to use the same method for measuring the percentage of lost calls during a 2 week cycle 3 times per year
●	If the percentage of lost calls increases above 3.5% during a 2-week cycle measured 3 times per year the change team will reconvene to review the change that had been adopted and make recommendations as needed
Suggestions/Recommendations for other ADRCs doing similar projects:
●	Take into consideration your ADRCs ability to attain new technology and be realistic about goals, our project at times was elongated due to longer than expected wait times with attaining and implementing new technology



Contact Information for Change Project oversight:
● Kim Wolfmeyer
855-492-2372 Phone
715-526-6787 Fax
Kim.wolfmeyer@adrcwrr.org  Email
● Carrie Silva
855-492-2372 Phone
715-526-6787 Fax
Carolyn.silva@adrcwrr.org  Email
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