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Identify Project Charter

Project Charter

Business
Case

Project Name:

To increase the % of Calls Answered within 2 Minutes of Queue.

Problem/Impact:

Call Answer time is well beyond the acceptable threshold of 2 minutes, causing
many complaints and an overall bad perception of the call center's customer
service.

Expected Benefits:

Improved customer experience, along with reduced customer complaints about wait times.

Objectives

Outcome Indicator(s)

Q2 - Percentage of Calls Answered within 2 minutes of Queue.

Proposed Target(s)

Target= 80%

Time Frame:

August 2014 thru June 2015

Strategic Alignment:

Supports the County's Business Plan

Scope

In Scope:

All WASD Customer Service Skillsets/call types. (Eight specifically-identified WASD call types being
answered by the 311 Call Center effective November 2014.) NOTE: Call HANDLE time was
addressed in a prior LSS project.

Out-of-Scope:

All other call types.

Authorized by:

WASD Director Bill Johnson / Lester Sola

Team

Sponsor:

Director Bill Johnson / Lester Sola, Ray Scher

Team Leader:

Lourdes Avalos

Team Members:

Ray Scher, Carlos Maxwell, Damarys Isler, Harold Concepcion.

Process Owner(s):

Michael Amador, Division Director

Mgmt Review Team:

Ray Scher

Schedule

Completion Date:

1-Jun-15

Review Dates:

Monthly, with Final Review June 2015

Key Milestone Dates:

See Action Plan.
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Lean Six Sigma Problem Solving Process
The team utilized the 5-Step DMAIC problem solving process.

DMAIC Performance Improvement Process

Process Step

Description of Team Activities
Number Name

Select Problem

Identify Project Charter

Develop Project Timeline

Establish Method to Monitor Team Progress
Construct Process Flowchart

Develop Data Collection Plan

Display Indicator Performance “Gap”

1 DEFINE

Stratify Problem (i.e.“Gap”)

2 MEASURE e Identify Problem Statement

e |dentify Potential Root Cause(s)

3 ANALYZE Verify Root Cause(s)

Identify and Select Improvement(s)
Identify Barriers and Aids

Develop and Implement Improvement Plan
Confirm Improvement Results

4 IMPROVE

Standardize Improvements within Operations
Implement Process Control System (PCS)
Document Lessons Learned

Identify Future Plans
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Develop Project Timeline Plan

. . \ Legend:
A timeline was developed: v
[_1=Proposed
WHAT: Complete DMAIC Story Project by June, 2015.
DMAIC Story BiAIER
2014 2015
PI’OCGSS Step Aug Sept | Oct | Nov | Dec Jan Feb [ March | April May | June | July | Aug Sept Oct
1. Define .
Completed
2. Measure —
Colmpleted|
3. Analyze ]
Completed
4. Improve . [
5. Control F Ongoing
L |
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Monitor Team Progress

The Team and Management used a Checklist to monitor team progress.

Step 1
Define

Objective: Demonstrate the importance of improve
1. The stakeholders’' need(s) were identified.

DMAIC Story Checkpoints

t reeds in measurable terms.

2. The problem can be described as an "object” with a "defect” with unknown cause(s) that need to
be identified.

=Team identified an indicator;
developed a Flowchart and a

A line graph outcome indicator was constructed that appropriately measures the problem (or gap).

4. A schedule for completing the five DMAIC Story steps was developed.

PLAN

Step 2
Measure

Dbje e < gate 2 Ted < O e Cl A1O a e

5. Data contained or directly linked to the indicator were stratified from various viewpoints (i.e., what,
where, when and who) and a significant dataset was chosen.

Spreadsheet

6. A target for improvement was established based on the stakeholders' need.

7. The impact of the target on the indicator was determined.

=opreadsnee

8. A problem statement that describes the "remaining dataset” was developed.

Step 3
Analyze

Dbje e: Ana e : a ed data to 1de

9. Cause and effect analysis was taken to the root level.

=Line Graph
=Histograms and Paretos

10. Potential causes most likely to have the greatest impact on the problem were selected.

11. A relationship between the root causes and the problem was verified with data.

12. The impact of each root cause on the gap was determined.

DO

CHECK

Step 4

Improve

13. Countermeasures were selected to address verified root causes.

/ =Single Case Bore Analysis and
/ Fishbone

14. The method for selecting the appropriate countermeasures was clear and considered
effectiveness and feasibility.

Countermeasures Matrix; Barriers

15. Barriers and aids were determined for countermeasures worth implementing.

16. The action plan reflected accountability and schedule.

Objective: Confirm that the countermeasures taken impacted the root cause
17. The effect of countermeasures on the root causes was demonstrated.

/ and Aids; Action Plan

s and the problem; and that the target has been met.

18. The effect of countermeasures on the problem (or indicator) was demonstrated.

Before and After Line Graph

19. The improvement target was achieved and causes of significant variation were addressed.

20. The effect of countermeasures on the indicator representing the stakeholders' need was
demonstrated.

ACT

Step 5

Control

21. A method was established to document, permanently change, and communicate the revised
process or standard.

Objective: Prevent the problem and its root causes from recurring. Maintain and share the gains.

22. Responsibility was assigned and periodic checks scheduled to ensure compliance with the
revised process or standard.

Process Control System; Flowchart

23. Specific areas for replication were identified.
Dbje e 3 ate e 1ed erfre ene

24. Any remaining problems (or gaps) were addressed.

Lessons Learned

25. Lessons learned, P-D-C-A of the Story process, & team growth were assessed & documented.
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Review Quality Delivery System

The team reviewed the Miami-Dade Quality Delivery System.

0.0 Provide Miami-Dade County Services (Quality Delivery System Macro) Process Owner: Mayor
3RD PARTIES
WHO (CIT(I:ZUESJg;VIPEdRBSLIC) MIAMI-DADE COUNTY STAFF (VENDORS, OTHER GVT, SUPPORT PROCESSES
STEP PARTNERS, ETC.)
NEED Need County 9.0 Conduct Mgmt &
Ser\lnces Budget Services
v A
1.0 ldentify Current And Emerging Customer Needs (Compared To Existing Government Regulations, 1 10.0 Manage H.R.
1.0 IDENTIFY ]
. Policies, Standards, System Performances, Lessons Learned, Best Practices) 1 Recruit Staff
vcs Avail? NO .2 Train Staff
v .3 Manage Network Payroll
2.0 | 2.0 Develop Policies, Products Or Svcs To Meet Customer Needs| -4 Administer Staff Benefits
DIEVIELOI .5 Manage Staff Perf..
SVCS/ NO A S
¢ .6 Admin Discipline
- - - .7 Resolve Staff Grievance
3.0 Provide Community Information And Outreach | .8 Survey Staff Satisfaction
3.0 PROVIDE .9 Terminate Employment
OUTREACH NO ‘l
11.0 Provide Interrnal
4.0 Services
INTAKE 4.0 Intake Customers
CUSTOMER +
5.0 Manage Service Delivery 12.0 Manage Information
A) Cultural Affairs 1) Animal Services P) Community Action& Human Resrcs Technology
B) Library H PPN Q) Public Housing & Comm Dev
C) Parks & Recreation K) Water & Sewer R) Elections -
5.0 MANAGE D) Corrections & Reha Ty Aviation (13-0 Manage Finance j
ggﬁ\\//llz%% E) Fire Rescue M) MD Transit
F) Juvenile Svcs N) Port of Miami [14.0 Provide Audit and
G) Medical Examiiner 0O) Reg & Econ Resrcs Mgmt Services
H) MD Police
(15.0 Support Board of
County Comm’rs
v \ 7 y
6.0 COLLECT |

6.0 Collect Taxes And Fees For Services Rendered | ‘16.0 Coordinate Svcs

with Local, State
TAXES/FEES SToMm NO \
atisfied? — \ 3

and Fed Partners

7.0 RESOLVE YES | 7.0 Resolve Stakeholder Inquiries / Complaints |
INQUIRIES/
COMPLAINTS " \ ]
v
8.0 MEASURE | 8.0 Measure System Performance And Survey Stakeholder Satisfaction |
PERFORMANCE

RECEIVED |(_ Svcs Received )

The team will focus on a “core” delivery process in the WASD service area. 6
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Review Process Flow Chart

Increase % of Calls Answered within 2 Minutes of Queue.
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Review Process Flow Chart

WASD: CALL MANAGEMENT ||

Chooses Self-serve . .
[application] and call Q1: % of Calls resolved in IVR
ends
Enters IVR
Call made ("Offered/
Presented”)
Chooses Agent Sits in Queue
'] and call falls ES for next
into Queue available agent
1 |
|

Q2: % of Calls Answered
within 2 Minutes of Queue
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Affects of Delayed Call Answer Time:

Staff considered the affects of delayed Answer Time on a Customer
Service Call:

for CUSTOMER: for MIAMI-DADE COUNTY and/or WASD:
Dissatisfaction with County services Employee burnout, frustration, lowered morale
Customer's wasted time Rise in Complaints

Tarnished reputation

So next, the team captured the current status on a line graph.
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Review Selected Indicator

The team collected Q2 indicator data and reviewed performance trends:
Q2 - % of WASD Calls Answered on Time

% of WASD Calls Answered on Time
(within 2 Mins. of Queue)

S e e S i GOOD

i ST L1

- = Target

|
L|
49.29 || jlr GAP = 48.6% - Average

§ |
E 50 48.15 : |
[7] |
o )
40 | 3977 A40.42 40.01
34.01 |
o & |
2
20 \’_/ 20.88
11.41
10 1041
0
A b N NS Kb A S A Al Al Ab A A
o ¥ o o ¥ o ‘ho\h Q‘?'c' o« <& @.31. o @rs% o
Month

Source: ASE Scorecard

So the team began to study the call details.
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Stratify the Problem

The team stratified Call data from the month of May 2014 (38,084 calls) and found:

3500 ~

3000 -

2500 -

2000 -

Frequency

1500 -

1000 -

500 -

20983/11355

D71/4996

1061/3976

WASD CALLS ANSWERED (MAY 2014) - Ontime & Late

n=10,483 intervals (38,084 calls)
x=7.3

— — —> 14,382 Calls (38%) Average
Wait Time >8 Minutes

49/116 4/7
g 1/1

0 _1/1 O 0 0 0 0 0 112 0 11 O 0

S S A A B VU G B A T A A I A e ol <o°®o&

Minutes

14,382 Calls = 4,267 intervals

So the team stratified the call details for the 14,382 calls answered after 8 minutes (“late”).
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Stratify the Problem

Acall's Answer Time (“Wait Time") can be attributed to the prior call's Handle Time, Call Volume, or
Staffing. Handle Time was addressed in a prior project, and some staffing changes are currently being
implemented, so the team narrowed in on Call Volume. In looking at the Volume of late calls (14,382)
the team discovered that:

Late Calls (>8 Min. Wait time) by Skillset - May 2014

n=14,382 Calls

The HIGH BILL Skillset Calls account
for 1/4 of all Late Calls received

2500
2000 ® Spanish
m English
1500
1000
500 5
01 003 0003
0

OTHER OPER CONP XFER LIEN CONSV ca uUGL

PROBLEM STATEMENT: The High Bill Skillset Calls account for 1/4 of all Late Calls
(>8 Min. Answer Time) 19



ldentify Potential Root Causes

Ishbone Diagram was performed, to identity reasons for the voluminous number of late
High Bill calls.

Fishbone

Cause and Effect Diagram
Customer doesn't understand

calculation of issued credit
adjustment

Agent Skillsets do not match
Call Volume Skillsets

More Agents have other Skillsets
than the top needed ones

Standard credit adjustments not
f » clearly explained anywhere

Training for fop needed Skillsets
is not prioritized

% 5 reduction given varies with different ty,
of credits (pool, leak, etc.) and circumstanges Problem

The standard for Staffing/Training

i T — -
at call center is out of date. & standard for providing if . Tlo Statement:
to customers on credit adjustiments is The High Bill
Skillset Calls
account for
Bill is reissued with corrected value, but o e th 1/4 of all
ot identified as revised’ ustomer needs assistance wi payme Late Calls
Customer doesn’t know if he gualifies far {2‘-‘3 Min
Bill not designed appropriately f the self-service payment extension opr:r:m e
Answer Time)
IVR does not review account to determin

whether account status is eligible for a sel|

service payment extension

T = - IVR does not currently have the capabilj

A Revised Bill isn’t re-labeled to review account status ﬁ
when reissued o standard exists to allow for

ification of IVR

No standard exists to refabel bill

o J

Customer requesting leniency or
payment assistance

=Potential Rool Causa
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Verify Root Causes

The team collected data to verify the root causes and found:

Root Cause Verification Matrix

11.,12. A

Potential Root Cause

How Verified?

Root Cause
or Symptom

Standard for
staffing/training at call
center is out of date.

See Appendix A attached.

Root Cause )

&

ANNAN

Standard for providing
information on credit
adjustments is
insufficient.

Team reviewed website and confirmed that
neither explanation of standard credit
amounts, nor standard amounts are
posted.

N

oot Cause

N—V

No standard exists to
relabel bill.

Team reviewed a sample reissued bill and
confirmed that revised bill is not marked as
such, nor provides instructions to void
previous one issue.

Root Cause

No standard exists to
allow for
modification of IVR

Team listened and confirmed that the IVR
recording does not qualify account for self-
service payment extension. Technical
support for IVR modification is no longer in
place. Nortel Phone system is in the
process of being replaced with an Avaya
system.

Root Cause

iy

Each potential root cause was validated.

HIAMI-DADE!l
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Identify and Select Countermeasures

The team brainstormed many countermeasures and narrowed them down to these for evaluation:

Problem Statement

The HIGH BILL
Skillset Calls
account for 1/4
of all WASD Late
Calls (>8 Mins.
Wait Time)

Countermeasures Matrix
;Ratngs
Verified Root Causes Countermeasures %g § § Fgd
Provide HIGH BILL Skillset training
A - The standard for staffing/ as part of Level 1 training (initial
- ) set of skillsets) to all new
training at call center is . . 3|5 |15 |Y
calltakers, thereby increasing the
out of date.
pool of capable agents on that
skillset.
Provide an example on the website
B - The standard for providing of a Sample poql or leak credit
information on credit adjustments scenario, showing gllowable cefs |, 5 15| Y
. . credited and $ credit due AND/OR
is insufficient. . o
add an insert to bill with rate
structure
Redesign the bill with a REVISED
heading by coding a reissued bill
C — No standard exists to relabel |printed within the same billing o I
bill. cycle OR: stamp the revised bill
with a handheld stamp.
Ensure new Avaya phone system P
configuration will perform h
D — No standard exists to allow for review/qualification of account to a
e . : 5|5 |25y s
modification of IVR. determine whether account is o
eligible for a self-service payment
extension. 2

The team selected countermeasures for implementation.

HIAMI-DADE!l
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Identify and Select Countermeasures 13.14.

Additional Ideas to consider:

= Relabel HIGH BILL to just BILLING call type

= Consider 'staffing pod' for BILLING calls and allocate appropriate
average # of Call-takers. Identify dedicated staff to handle BILLING calls
as their top priority, and then other calls as available

= Ensure (or prioritize training for) Call-takers that had OTHER and
OPERATOR Skillset type also have BILLING Skillset

= Track # of BILLING callback requests (impacting available staff and ports)

= Consider acquiring license for Workforce Optimization software module,
to assist with staff scheduling (call outs)

nmmmnle Define >Measm> Analyz}l mprov}Contro> 16




Barriers and Aids

The team performed Barriers and Aids analysis on the selected Countermeasures.

Barriers Aids
!??Aaig Forces against Implementation Forces For Implementation
Management very supportive of
H 1) Calltaker attrition A) team's efforts in addressing
(Supported by Aids: A, D) problem, can approve/expedite
hiring.
Difficult to pull Calltakers away
M 2) from phones for additional B) Web content is available; website
trainings currently under reconstruction
(Supported by Aids: C, D)
Management very supportive of
C) team's efforts in addressing
H 3) Limited IT support problem, can reprioritize IT
(Supported by Aids: B, C) workload
D)|Better Caller experience

The team next sought to incorporate this analysis into their Action Plan.

Mo MI-EMDE!l
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Develop and Implement Action Plan

Legend:

The team implemented an Action Plan for their Countermeasures.

B - Actual
[ = Proposed

mnmmnE=| Define >Measur> Analyz}l mprov}Contro>

16.
WHEN
Develop Countermeasures: WHO  [“war [ Aprit | May | i 3 | Aug | sep |
. Redesign the bill with a REVISED heading using coding. | Division —
OR: stamp the revised bill with a handheld stamp. . Director
, |Provide sample scenario of poolleak credit on webpage = Division L]
andlor provide insert __ Director
5 |Include payment extension qualification review on the Division —
design of the new [VR. Director |
s |Relabel HIGH BILL skillset/call type to BILLING m”a"“ge'] :-
g Provide BILLING training as part of Level 1 training Manager | |
(initial set of skillsets) to all new calltakers (Damarys) /Il | Completed
6 Ensure calltakers with OTHER and OPERATOR Manager | |
skillsets also have BILLING skillset training (Damarys) |
| i i | —
7 |Track number of BILLING callback requests {”3"3995'] l—@
Damary | |
8 Consider Workforce Optimization software (or similar | Division ‘ | |
product) to assist with Staff Resourcing Director wﬁﬁl—
18



Review Results 17.18.,19.20. &

The team collected indicator data and reviewed results of its implemented
countermeasures.

02 - % of WASD Calls Answered on time (within 2 Mins. of Queue)

a4 /) Percentage of calls answered within the two-minute threshold (monthly)

| | QoD '
Target = 80%

an [

- |

% | * 18 Additional (311) staff began taking |

g™ specific WASD calls in Dec ’14 as part of

; 50 separate Pilot Project. |

E i  Partial project countermeasures (training)

@ 307 began in Jan 2015.

E -

27 ver Jan 2015.
104 I

May'14 Jun'14 Jul'14 Aug14 Sepl4 Oct'14 Novid Dec''d Jan'15 Feb15 Mar15 Apr15 May 15 Jun'1S

1 — ACTUS — TOMQEt = Trend

The team will continue the implementation and monitoring of the countermeasures.
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tandardize Countermeasures

The team developed a Process Control System (PCS) to monitor the process on-
going.

Process Control System

'Process Name: Increase % of Calls Answered | Process Owner: Division Director
 on time (within 2 minutes of Queue) ) i B
Process Customer: Callers to WASD Call Critical Customer Requirements: to address
Center customer concerns timely and accurately
Process Purpose: to improve wait time @ WASD | Current Sigma Level: TBD
Call Center Outcome Indicators: Q2
Process and Quality Indicators Checking / Indicator Monitoring
Process Indicators Control Timeframe
. ¥ imils Data to Collect wm} Responsibility
= : o =
2 : Specs’ | What is Checking ltem 8D Who will
Quality Indicators Targets | or Indicator Calculation | Stes |  Check? s
1 # of Calls answered by
Q1 If;;f CaRz Ranones by 2 |IVR / #of Calls Monthly Da{”af"'s IVR
sler
Answered x 100
% of All Calls Answered = of Calls answered EiGarGE
Q2 on Time (within 2 80% |within 2 minutes / = of | Monthly Isle rY IVR
minutes of Queue) Calls Answered x 100
f\ppm#ed' T “Date: | Rev# [ | Rev Date:
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ldentify Lessons Learned 24.25. M

Lessons Learned:

1) Data, data, data! Having data to work with is crucial! It's hard to
manage an operation with solely anecdotal information.

2) DMAIC Process is systematic and effective for problem solving. The
team learned to trust the process and “let the data take you to the root
causes”.

3) Having a functional IVR reporting system helps us understand the true
customer experience, which will help us identify additional fixes needed
during Phase 2.

Next Steps:
1)  Continue to monitor the countermeasures and performance results.
2)  Analyze Call Queue data and address long wait times.

3)  Continue to monitor call stats after Workforce Optimization software is
implemented to compare performance changes.
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APPENDIX A



APPENDIX A

Alook at All Calls Answered (Volume) confirms that most calls are for

High Bill and Other Skillsets...

350

CALL VOLUME by SKILLSET - MAY 2014

OTHER 3

A 4= HIGH BILL

ey, GF )
o

——t5 OM_Engish
—(Li
— {1 Spanish
—% (M_English
——¢5 CM_Spanish
——¢5 CONP_English
— 5 CONP_Spanish
—g CONSY_Englsh
——{(5_Conaw_Spanish
—cg DM _Spanich
——5 EXT_Englsh
——5 EXT_Spanish
=% HE_Engizh
=5 HB_Spanish
——¢5 LEEN_Englsh
—— 5 LIEN_Spanish
——5 OPER_Engiish
—— % OPER_Spanish
—— 5 OTHR_Erglish
— 3 OTHR_ Spanish
e UGL_Englsh

—  ——¢5 UGL_Spanih

5 XFER_Englsh
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