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Process Improvement: CHANGE PROJECT REPORT
	Name of Organization:
	Kenosha County Aging and Disability Resource Center

	Office or Site Location of Change Project:
	Kenosha County ADRC Office: 8600 Sheridan Road, Kenosha WI 53142


	1. 
CHANGE PROJECT TITLE
	Customer Connect

	Summary:  It is the goal of the ADRC for our main phone to be answered by a receptionist and calls intended for Information and Assistance be transferred smoothly (there are always 3 staff on phones).  However if I&A staff are already on the phone or with a walk in, the call can be transferred twice, paged twice and ultimately, if no one is available, result in the customer needing to leave a message.  The reception staff identified an increase in this pattern during a monthly reception meeting.  They then tracked manually the number of transferred twice, pages and messages for 3 weeks.   The reception staff served as the core change team with ad hoc consultation from the Information and Assistance Supervisor. 
Data graphs representing the outcome of the 3 interventions are included following the PDSA Cycles.

	2. 
What AIM will the Change Project address? 

 
	“BIG A”: Reduce customer wait time. 

	
	“small a” (a clear and measurable goal statement related to the “Big A”  including baseline measure and target):
Reduce the number of incomplete transfers (i.e. messages) for customers who wish to speak to Information and Assistance by 50% (from 28 to 14 in a 1 month period). 

	3. 
START DATE and anticipated completion date
	January 17, 2013

	4. 
Describe the CUSTOMERS you are trying to help.
	Customers who call the ADRC and are in need of information and assistance. 

	5. 
What SERVICE are you trying to improve? 
	Welcome and hand off to Information and Assistance

	6. 
EXECUTIVE SPONSOR
	LaVerne Jaros

	7. 
CHANGE LEADER
	Helen Sampson

	8.  
CHANGE TEAM MEMBERS
	Paula Wokwicz, Jayne Katt, Heather Bieniarz, Lori Belanger, Helen Sampson, Rachel DeWildt, Carolyn Feldt

	9. 
How will you COLLECT DATA to measure the impact of the change and who will be responsible for data collection?
	Reception staff will track with hatch marks the 6620 2nd transfers, pages, and messages for 3 weeks pre and post intervention.  Helen will manage a separate excel spreadsheet and update with new information.  

	10. TEAM COMMUNICATION STRATEGY How will the team members, including the Executive Sponsor, stay informed about the change project?
	Monthly Reception Meeting with input from IAA staff through their regular monthly meetings 

Meeting Agendas
Meeting Notes and Task List 

Email updates and follow up conversation as needed

	11.
What is the anticipated PROGRAMMATIC and/or FINANCIAL IMPACT of this change project (business case)?
	Programmatic Impact: Increase organizational responsiveness to customer need. 
Financial Impact: Not measurable


PDSA CYCLES

	Rapid

Cycle #
	Cycle Begin Date
	Cycle

End Date
	Plan

What is the idea/change to be tested?
	Do

What steps are you specifically making to test this idea/change?  Who is responsible? Data: what is the result?
	Study

What were the results? 

How do they compare with your baseline measure?
	Act

What is your next step?
Adopt? Adapt? Abandon?

	
	
	
	
	Steps Taken
	Data Collected
	
	

	Base-line
	Collected between 1/17/13 and 2/6/13
	Baseline Data:
· Transfer Twice: 103 
· Page: 90

· Message: 28
	Note: There were a total of 2,104 calls to 605-6646 during the weekdays of this period.   It is not possible to determine the number of calls where a transfer was made to 6620.

	1
	3/7/13
	3/27/13
	Increase call pick up at point of paging.
	Reception Protocol: 

1) Transfer to 6620

2) Attempt second transfer to 6620 (can skip if reception knows a second transfer will not be successful based on phone lights or walk-in assistance being rendered)

3) Offer page (Park call) 

4) Re-page after about 20-30 seconds, announcing “second page” 

5) Offer to take a message or invite caller to call back

If call or walk-in volume is high, reception staff may not be able to monitor whether or not the initial page was successful and catch the call in time to deliver a “Second page” announcement.  Consumers may prefer to leave a message at this point rather than be parked again for a second page.

Note: Reception staff will call 6620 to inform IAA that there are messages waiting.  They also appreciate IAA staff checking for messages as able.
	Transfer Twice, Pages, and Messages
	· Transfer Twice: 56 (46% decrease)
· Page: 40 (56% decrease)
· Message: 6 (79% decrease)
NOTE: There was a 9% decrease in overall call volume during the “post” test period (1906 calls total). 
	( ADAPT
   See 1a


	Rapid

Cycle #
	Cycle Begin Date
	Cycle

End Date
	Plan

What is the idea/change to be tested?
	Do

What steps are you specifically making to test this idea/change?  Who is responsible? Data: what is the result?
	Study

What were the results? 

How do they compare with your baseline measure?
	Act

What is your next step?
Adopt? Adapt? Abandon?

	
	
	
	
	Steps Taken
	Data Collected
	
	

	1a
	9/5/2013
	9/25/2013
	Due to technical problems with staff being able to hear the second page, a supplemental step was added using instant messaging.
	1. Reception will open IAA group through Lync in the morning and have a pre-arranged message typed stating ”Second Page – Please reply all”.

2. This IM will be sent when a second page is announced
3. As a best practice suggestion, the IAA staff who picks up the page, can reply all through Lync “I got it”.

4. All staff can then close the message box (click on “x” in upper left hand corner)

5. To turn sound on for Lync:

a. Click on Options button

b. Select Ringtones and Sounds and UNCLICK Mute incoming IM alert sounds
	Transfer Twice, Pages, and Messages
	See Below


	( ADOPT


	2
	9/5/2013
	9/25/2013
	Lunch Coverage
	Due to a higher volume of messages over the lunch hour phone coverage was adjusted to provide 2 staff members over the lunch hour
	Transfer Twice, Pages, and Messages
	· 0 messages between 11 and 1:00 

· During the 12 – 1 pm time period there was an 87.5% reduction in messages and a 67% reduction in pages


	( ADOPT
(As staffing priorities permit)


Data Graphs
Post PDSA 1:







Post PDSA 2:
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Combined PDSA Data:

	 
	Base-

line
	PDSA 1
	PDSA 2
	PDSA 1 Change
	PDSA 2 Change
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	T = Transferring 2x 
	103
	56
	77
	( 46%
	 ( 25%
	
	

	P = Page (no one picked up with transfer)
	90
	40
	70
	(56%
	( 22%
	
	

	M = Message (page not answered)
	28
	6
	15
	(79%
	( 46%
	
	


Note: Call and contact volume is a potential variable.  However, there were not wide variations of volume comparing the three test periods (maximum of 11%) and the percentage of contacts from calls is very stable (1.3% variance).
	 
	Calls to 6646
	Contacts
	Contacts related to calls

	Baseline: 1/17/2013 - 2/6/2013
	2104
	1174
	55.80%

	PDSA 1: 3/7/2013 - 3/27/2013
	1906
	1042
	54.67%

	PDSA 2: 9/5/2013 - 9/25/2013
	2001
	1120
	55.97%


EVALUATION AND SUSTAINABILITY PLAN

	Project Outcomes (only complete if the team has adopted a change and the Change Project is finished)

	1. What was the ACTUAL project         END DATE, (when you stopped making changes)?
	September 25, 2013
Please note:  This project took much longer to implement because the second PDSA was dependent on stable staff.  During the months of June and July three new staff were hired and in the process of orientation.  Implementing the two-staff lunch coverage was delayed until staffing was stable.  

	2. What did you LEARN (e.g., describe what the team thought the outcome would be and the actual experience)?
	We learned (again) the importance of making communication clear and checking assumptions (many staff did not understand that the second page translated to “all hands on deck”).   We also learned the impact that a small change could make (i.e. decrease messages by 79% with two words, “second page”) 

	3. What was the PROGRAMMATIC and/or FINANCIAL IMPACT of this change project (e.g. increased revenue, reduced costs, increased staff retention)?
	We can confidently infer that people who reach help sooner  and more seamlessly are more satisfied with the service, more likely to call again and more likely to contribute positively to our word of mouth marketing (which is both cost effective and efficient).  

	
	

	Sustainability Plan (complete only if the team has adopted a change)

	1. What CHANGES do you want TO      SUSTAIN?
	We intend to sustain all changes.  That being said, 2-staff lunch coverage is dependent on stable staffing.  

	2. Who is charged with taking the role as the SUSTAINABILITY LEADER, to make sure the change project is sustained?
	Helen Sampson will monitor the Reception process changes through observation and discussion at the monthly reception meeting. Rachel DeWildt will monitor the goal of 2-staff coverage at lunch.  

	3. What is the TARGET GOAL? 
	While our initial PDSA produced tremendous results with a 79% decrease in messages, this process is impacted by many variables for which there may be limited ability to control (i.e. call volume, full staffing, workload priorities).  The project ended with a 46% (15 total messages) reduction in message tracked over a three week period.  Because these messages represent 1 per day and are returned in a prompt fashion so that service is still received timely, our goal would be to maintain a maximum of 1 message a day.   

	4. What system is in place to MEASURE and MONITOR that the process continues to meet the target goal?
	Reception will track again using the same method  from 1/16/2014 – 2/6/2014 and as needed thereafter. 



Notes:      
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