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Define Phase

Define and scope the problem, identify the key metric and the team that will work
the project, and create the project charter.
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PROJECT CHARTER

F

PROJECT OBJECTIVE:

The time it takes to solve | To solve our customers
our customers problems. problems in 7 days or
less.
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BASELINE CAPABILITY/PERFORMANCE

Process Capability Sixpack Report for TTL Minutes

Process Capability Report for TTL Minutes
Xbar Chart Capability Histogram Calculations Based on Weibull Distribution Model
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HIGH LEVEL PROCESS MAP
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Brainstorming Using Fishbone

 |dentification of potential Critical X’s; Timeline, Staff Capability, and
Training.

e Competing priorities were identified, and became more of an
obstacle during the improvement phase.
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Measurement System Analysis

.
° 0)
0 ) ° Within Appraisers
Assessment Agreement
Appraiser # Inspected # Matched Percent 95% C
1 32 32 100.00 (91.06, 100.00)
Assessment Agreement Date of study: 2 2 32 10000 (910610000
Reported by. # Matched: Appraiser agrees with him/herself ocross trials.
Name of product: Fleiss’ Kappa Statistics
Misc: Identical assessments. Cannot compute kappa.
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100 X w| [ 9505 100 X w| [ 9s0%q ¢
» Percent e Percent 2 32 32 100.00 (91.06, 100.00)
# Matched: Appraiser’s ossessment across trigls agrees with the known standard.
Fleiss’ Kappa Statistics
98 | 98 | Unigue value in assessments and standards across samples. Cannot compute kappa.
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c c
T 96 T 96 #|nspected  # Matched Percent 95% C
o o
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Unigue value in assessments and standards across samples. Cannot compute kappa.
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Analyze Phase

Analyze data to determine the critical inputs affecting the primary metric.



-ailure Modes and Effects Analysis (FMEA)
-indings

* FMEA highlighted our teams inability to navigate any part of the
process without the necessary experience and knowledge.

* Major delays occur without a required timeline to respond/view
tickets.

* With the current process we did not have enough staff capable to
resolve tickets.

* Less experienced staff are incapable of resolving tickets without a
troubleshooting guide and ample training/experience.

 Due to jargon included in requests, interpreting requests is
challenging without the necessary experience.



KEY FINDINGS #1
Lack of Standardized Timeline

CLOSURE TIME
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KEY FINDINGS #2
Queue Coordinator

GUIDANCE AND
OVERSIGHT

Direction and guidance to ._-'-__ Time spent S Start times delayed, ticket

| resolve tickets and complete [  reviewing/interpreting Ml closure times increased.
builds. |




KEY FINDINGS #3
Staff Capability
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Challenge interpreting Troubleshooting tickets is a Single point of failure.

requests and identifying the challenge without the
corresponding work. necessary experience.



CRITICAL X’s

/

LACK OF STANDARDIZED STAFF CAPABILITY:

TIMELINE:

There’s not enough capable staff to

Artificially inflates the number of
research, resolve, and correspond with

tickets in our queue, negative impact
on customers, and increases ticket customers.

time.



IMPROVEMENTS

Standardized Timeline

e Ticket queue reviewed daily
e Protected staff time

Staff Capability

* Queue Coordinator
¢ To interpret requests
¢ Provide guidance and direction

Other Improvements

e Customer focused approach
® Troubleshooting guide
® Improved communication




TICKET SUMMARY PAGE (TSP)

. ____J e i
TICKET SUMMARY PAGE
% Number Requested | Position | TTT? | Location Notes Opened Action

Yes ca 2/24/2020

Short Description: N/A

Description: Need to have C Classroom A, C Classroom B, C Classroom C, and C Library locations added to the CCl Group — )
Session for scheduling. We would like this added for group type Recreational Therapy (CCl), Self Help (CCl), Anger 1
Management (CCl), Coping (CCl), and Life Skills (CCl).
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WHAT IS IT? WHAT IT DOES: | BENEFITS:

Attachments:

Easy to read template used to andardizes our data Significantly improves ticket |
process details required to collection process. processing time. '

resolve tickets.
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UPDATED CABABILITY/PERFORMANCE ANALYSIS
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Critical X Controlled

 Standardized timeline
» Staff optimization

* Protected staff time

CONTROL PLAN

Critical Y Controlled:

Doing a control chart to keep track
of times

T

Pending
Improvements:

HQ rollout
Troubleshooting guide
Desk procedures
Continuous improvements

24




Xbar Chart of TTL Minutes by Stage
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Improved Customer Optimization Team Morale
Service

Customer focused approach to Steps to improve employee “You don’t know how much
resolving tickets. efficiency and addressed stress you relieved for me”.
underutilized talent.
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Green Belt
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