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I. Executive Summary


	
	September 2013 to September 2014 Results Summary

	Partnership
	Nine agencies actively working with GTO to implement Lean solutions:
· Arizona Department of Child Safety
· Arizona Registrar of Contractors
· Arizona Department of Environmental Quality
· Arizona Department of Health Services
· Arizona Department of Real Estate
· Arizona Department of Revenue
· Arizona State Land Department
· Arizona Department of Transportation
· Arizona Department of Water Resources

	# of Projects
	24 projects reporting results

	Service Improvement
	End users will experience over 60% faster service for the 16 processes with lead reduction targets

	Improved Capacity
	Over 30,000 hours of employee capacity redirected to higher value functions

	Training
	132 employees trained to lead improvement projects




The mission of the Arizona Government Transformation Office (GTO) is to help State agencies design and implement processes that improve performance dramatically.  We accomplish this by removing process waste and inefficiency – usually with no capital investment required.  GTO directly leads projects, as well as supports those agencies that wish to develop internal competency in continuous improvement.  
Agencies with active continuous improvement efforts experienced the following benefits:
Service Improvement:
· Greater than 60% faster (on average) delivery of service to end users
Improved Capacity: 
· Redirected over 30,000 hours of capacity to higher value functions
Training
· Trained 132 state employees to lead projects using the fundamentals of Lean government

This year’s activities reflect growing demand and success for building a Lean culture in government.  Indeed, Lean principles and methods have supported efforts by agencies to improve State service delivery while increasing the capacity of their staff to fulfill the agency’s mission.

II.	2013 - 2014 Improvement Detail

Building on the success of 2012-2013, state agencies continue to leverage continuous improvement methods to improve service delivery.  The results demonstrate that service improvement, quality improvement, and capacity improvement are not trade-offs.  We can make government “faster, better, and cheaper” all at the same time.  Based on our experience over the past two years, the Government Transformation Office now expects to make greater than 50% improvement in the key performance metrics for the average process that we examine.  

With over 40 Lean projects across state agencies initiated in the past two years, GTO has insight into the most common process opportunities for service and knowledge work in government.  While the Lean principles are easy to understand – for those who work inside the same processes for years it can be difficult to identify new opportunities.  The Lean methods GTO employs make these opportunities visible.  Here are some of the most common opportunities that state agencies have identified:

· End-to-end view: No single person in the process understands the process from start to finish;
· Voice of the customer: The process end user (internal or external)  requirements are not well understood by team members;
· Over processing: Significant resources are spent delivering more information than the end user needs or wants, often due to a lack of clearly defined end user requirements;
· Parallel processing: Tasks that could be performed concurrently are performed in sequence;
· Inspection waste: 100% inspection of work by management signals that a system doesn’t have stable and standard processes, adds wait time, and fails to resolve quality issues at the source;
· Lack of standard process: Individuals have their own way to perform a task, which creates performance variation;
· Specialization bottlenecks:  Limited capacity results from one or very few resources trained to perform a critical task;
· Backlog management: Significant non-value added effort is added to a process to manage large inventories of work.  Additional effort is often required to respond to end user inquiries about work contained in the backlog; and,
· Information submittal quality:  Inaccurate and incomplete information submitted at the beginning of a process causes rework downstream.  While we do not directly control the quality of information submitted to our processes, we can significantly influence it.

The project summaries contained in this report highlight the solutions developed by agencies to address the waste in their processes.  As a matter of background, three definitions are important to understand the project summaries:

Lead time: The total elapsed time from the beginning to the end of a process.  This is the time experienced by the end user of a process, usually measured in days.
Process time: The “touch time” or amount of labor that is required to complete all the steps in a process.  This is typically measured in hours or minutes.
“Implementation still in progress”:  Many projects have a clear future state design and the agency is actively working through implementation.  For projects in this status, the results are conservative forecasts of the expected benefits once fully implemented.

A.	Project Summaries

[image: ]

	Agency - Process
	Changes to process
	Metrics
	Outcome

	Arizona Department of Child Safety – Hotline Intake Process
	1) Developed a standard call control format that employs best practices for eliciting high quality information in the most efficient manner
2) Developed a streamlined data capture format to guide Hotline Specialists to capture information directly into the system of record during the live phone call vs entering notes as after-call work
3) Developed clear guidelines in partnership with field investigators to limit the amount of after call research performed at the Hotline once enough information was gathered to warrant a report
	Implementation still in progress.  A pilot team at the hotline was selected to refine and implement an improved intake process that can be standardized across the entire hotline.  The average handle time across the pilot team was reduced from 56.12 minutes to 35.67 minutes.  This represents a 36% reduction in the average processing time per call to Child Safety.  This will directly result in shorter wait times for callers and faster dispatch of calls to the field.  

Once this new process is implemented across the Hotline, a conservative forecast of 20% improvement in average handle time would result in over 20,000 hours saved from the 126,000 annual calls received by the Hotline.
	The reduction in average handle time per call directly translates into reduced wait time for callers into the Hotline and faster disposition of high priority calls to investigative specialists. 
In addition, the increased focus on standardization will result in improved inter-agent reliability (improved quality).

The improved capacity will also allow Hotline specialists to invest in their ongoing skill development.

	Arizona Department of Health Services – Lab Receiving Turn-Around Time
	1) Developed improved submittal form created with user input to improve completion and accuracy of information supplied with lab specimens
2) Provided instruction sheets and initiated communication campaign on accessing website for latest submission and material order forms
3) Modified in-house data entry program to reduce keystrokes and error opportunities
	Reduced the lead time of receiving specimens in lab testing sections by an average of 20%.

Increased percentage of submitters using updated form from 2% to over 80% which reduced incomplete forms and errors resulting in over 50% fewer Lab Receiving staff interruptions.

Improved efficiency of data entry by 60%.

The improved process will redirect 410 hours of Lab Receiving staff time per year to higher priority activities.
	As Lab Receiving staff process incoming specimens with fewer interruptions and requiring less data entry time, the transfer time of specimens to the proper lab section for testing has been reduced by 20% to date, improving overall elapsed time to process time critical test results.

	Arizona Department of Health Services – OVR Mail-In Turnaround Time
	1) Implemented a visual management system to easily view and flag backlog in mail requests
2) Developed staff resourcing process to more fluidly adjust staff to handle fluctuating demand


	Reduced lead time for mail-in requests from four weeks to less than one week.  This results in a greater than 75% improvement.

Reduced inquiry phone calls from mail-in customers to near zero freeing up staff time for higher priority activities.
	Vital Record (birth and death) certificates are crucial for a vast array of legal requirements, often time-sensitive to the customer.  A vital record certificate by mail that has historically taken nearly a month to receive is now routinely taking less than one week.

	Arizona Department of Health Services – Newborn Screening Transit Time Reduction
	1) Teamed with AZ hospitals to improve their internal systems for shipping initial bloodspot cards (specimens) to AZ State Lab
2) Improved courier service of specimens from hospitals to AZ State Lab
3) Arranged AZ State Lab receiving staff to increase receiving area operating hours
4) Established a website to ensure full transparency of specimen transit time data by AZ hospitals

	Improved from 67% to 99% the percentage of initial specimens delivered within three days from the hospital point of collection to the AZ Lab.

ADHS won the first ever Newborn Screening Quality Award from the March of Dimes in September 2014 for this effort.
	Newborn Screening consists of critical laboratory and bedside tests done on newborns for certain genetic diseases.  Early detection for these specific diseases is critical for the babies, doctors and parents, because delays in treatment can result in irreversible developmental delays, sickness and even death.  Improved delivery of bloodspot cards (specimens) to the Lab from hospitals reduces the disease detection and notification cycle, reducing delays in critical treatment to newborns.

	Arizona Department of Health Services – HR Salary Establishment
	1) Instituted a meeting at the front of the recruitment process to ensure the appropriate competencies are communicated throughout the process and that salary range is comparable to market for the competencies.  This prevents the common practice of posting large salary ranges that don’t accurately represent the likely offer to the ideal candidate
2) Provided education and assistance to ensure all employees involved use the same methodology to perform salary analysis
	Implementation in progress:
The previous 6 week backlog of hiring is expected to be reduced to less than a week, which represents a greater than 80% improvement in salary analysis lead time.


	Once successful candidates are identified for hire, a timely salary analysis will occur so a formal salary offers can be made in less than a week (versus six weeks or longer on average).  The tighter posted salary range and quicker salary offer improves the chance that the ideal candidate will accept the position.

	Arizona Department of Health Services – Newborn Screening (NBS) Data Entry Process
	1) Reduced batch size and increased number of batches to the data entry section which reduced queue time to process
2) Developed a process for tracking backlog of cards to improve ability to adjust staff resourcing to demand
	Implementation in progress:
Initial pilot of smaller batches more frequently decreased lead time to begin processing by 61%, reducing delays in reporting results.

Improving communication channels with section supplying batches is expected to improve these numbers further.
	Newborn screening test results are crucial to ensure treatment to baby occurs as soon as possible after detection.  Data entry of the specimen information can delay this notification.  Timely notification to doctors reduces the disease detection and notification cycle, reducing delays in critical treatment to newborns.




	Agency - Process
	Changes to process
	Metrics
	Outcome

	Arizona Department of Transportation – Third Party Management Support Unit (TPMSU -MVD Third Party Transactions, quality check and imaging process)
	1) Co-locate functions to enable end-to-end processing of a single item without required stacking and retrieval in inventory
2) Eliminated non-value added keying steps during the initial intake of incoming work
3) Change the order of the process:  immediate imaging of items eliminates the need for non-value added inventory reconciliation at multiple points in the process

	Lead time of 75 days was reduced to 2 days for 90% of the work (imaging), and 7 days for the remaining 10% (quality assurance). This represents a 90% decrease in the lead time of the process.

The process time of the intake step was reduced from 27 to 17 seconds per transaction for a 60% increase in productivity while simultaneously reducing risk of inventory loss by scanning immediately.

As a result of the process time improvements, greater than 3,000 hours per year (70 hours per week) are redirected to reducing the lead time for customer transactions and quality assurance.


	Reduced lead time at TMPSU means that third party transactions for title and registration, as well as driver’s licenses, are visible in the document retrieval system much sooner, allowing CSR's, customers, and third parties to pull documents much more quickly. The reduced lead time for quality assurance means that MVD can more quickly give feedback to Authorized Third Parties about the quality of transactions and correct errors sooner. This more "real-time" feedback for Third Party CSR's will allow for better training, and improved quality overall. 

	
Arizona Department of Transportation – TPMSU (MVD Third Party Transactions, quality check and imaging process)
	1) Co-locate functions to enable end-to-end processing of a single item without required stacking and retrieval in inventory
2) Eliminated non-value added keying steps during the initial intake of incoming work
3) Change the order of the process:  immediate imaging of items eliminates the need for non-value added inventory reconciliation at multiple points in the process

	Lead time of 75 days was reduced to 2 days for 90% of the work (imaging), and 7 days for the remaining 10% (quality assurance). This represents a 90% decrease in the lead time of the process.

The process time of the intake step was reduced from 27 to 17 seconds per transaction for a 60% increase in productivity while simultaneously reducing risk of inventory loss by scanning immediately.

As a result of the process time improvements, greater than 3,000 hours per year (70 hours per week) are redirected to reducing the lead time for customer transactions and quality assurance.


	Reduced lead time at TMPSU means that third party transactions for title and registration, as well as driver’s licenses, are visible in the document retrieval system much sooner, allowing CSR's, customers, and third parties to pull documents much more quickly. The reduced lead time for quality assurance means that MVD can more quickly give feedback to Authorized Third Parties about the quality of transactions and correct errors sooner. This more "real-time" feedback for Third Party CSR's will allow for better training, and improved quality overall. 




	Agency - Process
	Changes to process
	Metrics
	Outcome

	Arizona Department of Transportation – MVD Interlock Extension process
	1) Move the review of data that MVD receives from Interlock installers to the front end of the process 
2) Stopped automatic generation of “tampering-circumvention” extension letters that were generating to customers prior to validation of the data logs
3) Change the Rule that governs data submitted to MVD for interlock extensions to prevent data that is not in line with ADOT's Rules and Policies regarding Interlock Extensions from being electronically submitted to MVD

	Reduced the number of hearings for Interlock Extensions from about 700 per month to 55 per month since January 2014 (over 90% improvement) by eliminating extension letters that were being sent as a result of electronic data received by MVD that was not aligned with Arizona's Statutes regarding Interlock Tampering & Circumvention. This allowed ADOT to redirect about  7,560 hours per year to other necessary work (Calculation: 60 min per hearing (schedule, research, hearing, D&O)  x 630 hearings x 12 months = 7,560 hours

	Reduced hearing workload on cases that were resolved without a hearing, which improved judges' availability for cases requiring judicial review. Allowed for more timely hearings and decisions in the Executive Hearing Office. Improved driver's experience with Arizona's interlock process while preserving the same safety goals of interlock devices.


	Arizona Department of Transportation – NEPA document and Environmental Clearance Approval process
	1) 17 immediate process improvement items went into effect July 24th, 2014 and 35 improvements are being implemented over 3, 6, and 9 month timeframes. These include standardizing review procedures, communications cadence, methods, and software versions, providing tools and training, enforcing quality controlled documents, improving organization, and consultant resources
2) Developed a quality control plan
	Improve timeliness and quality of NEPA documents and Environmental Clearances:
1) Avg. time reduced from 3 months to 2 months or less (33% improvement)
2) Avg. submittals from consultant reduced from 3 times to 2 or less (33% improvement)

	NEPA documents and Environmental clearances are being reviewed in a more efficient and timely manner which reduces review time and customer frustration, improves quality, and reduces costs.





	Agency - Process
	Changes to process
	Metrics
	Outcome

	Arizona Department of Transportation – Training CSR's for MVD offices
	1) Reduced wait time for classes from 6 weeks to 3 weeks (50% improvement) so new hires can start class more quickly after first work day
2) Established common on-the-job training (OJT) curriculum and manual to ensure consistent knowledge for students entering the 4 instructor led classes. This allowed reduction of classroom training that overlapped OJT for some, and removed over a week of classroom training time
3) Removed customer service training from the instructor led courses and created a Computer Based Training for customer service so it can be taken at regular intervals by all employees instead of just once during new hire training
4) Created a self-serve training alternative for new hires in November/December who were having to wait several months to start training    
5) Require the CSRs to complete all 4 training modules within the set timeframe, instead of 3 modules, which was the previous practice
	Reduced training lead time for Customer Service Representatives at MVD field offices from 11-13 months to as low as 6 months without increasing training costs (resources, facilities, labor)


	Reduces customer wait time at MVD field offices since CSR's are trained on many kinds of transactions in about half the time that the training took in the past. Now CSR's with only 6 months of tenure can be trained on all of the transaction types. MVD managers have more flexibility for assigning workflow to CSR windows to increase response time.


	Arizona Department of Transportation – Customers missing numbers at MVD field offices
	1) Added and improved signage as appropriate
2) Piloted and implemented, at two MVD offices, photo taking at greeter desk to reduce customer confusion and missed numbers caused by going from greeter desk to photo station to Customer Service Rep window.
3) The South Mountain office determined that moving the Photo taking station to the greeter's station was a success and is implemented
	Reduced customers missing numbers at the highest volume MVD center from 150 missed numbers per day to about 40 per day (73% improvement). Overall improvement will be determined after best camera location is determined and implemented for each office. Also, the addition of four new queuing boards in November will assist customers to identify the Customer Service Rep. Window easier.

	Customers receive service in their appropriate order instead of waiting much longer than necessary because they didn't hear their number called. Reduces customer frustration. Reduces MVD manager time correcting the problem and adjusting workflow to manage the delayed customer service





	Agency - Process
	Changes to process
	Metrics
	Outcome

	Arizona Department of Environmental Quality – Water Quality Assurance Revolving Fund (WQARF) Community Involvement
	1) Included completion of the A.R.S. § 49-289.02 and § 49-287.03 in the scope of the Preliminary Investigation (PI) contractor.  This requires only marginally more work for the contractor who is already familiar with the site versus significant rework for ADEQ to take on this work
2) 12 management review loops were significantly reduced through templates that created standard language for community involvement communications
3) Clear definition for the statutory requirement of “implemented Community Involvement Plan” to allow field work to begin in the RI phase
	Implementation still in process. The completion of the community involvement plan is a required precursor to beginning remedial investigation field work.  ADEQ has reduced the lead time to begin remedial investigation field work after the Preliminary Investigation from 415 to 125 days, resulting in a 70% improvement in lead time for getting to clean-up related activities faster.
	ADEQ will efficiently and effectively engage the public in the community involvement process while reducing the amount of wait time to begin Remedial Investigations.

	Arizona Department of Environmental Quality – WQARF Feasibility Study through Record of Decision Process
	1) Early engagement of the Feasibility Study contractor during the Remedial Investigation closeout process will reduce data gaps
2) Include the Potentially Responsible Parties (PRP’s) contractor and ADEQ legal support unit in the critical process checkpoints with field work to ensure the processes are synchronized
3) Combined production of key documents results in fewer review loops and economies of scale
	Implementation still in process. The lead time for moving WQARF sites with Potentially Responsible Parties (PRPs) from Feasibility Study through Record of Decision will be reduced from 7.6 years to 2.7 years.  This represents a 65% reduction in lead time.
	Reducing the lead time for this process contributes to de-listing WQARF sites faster and replenishing the WQARF fund.  




	Agency - Process
	Changes to process
	Metrics
	Outcome

	Arizona Department of Environmental Quality – Wastewater Treatment Plant Inspections in Maricopa County
	Combining separate inspections conducted by ADEQ and Maricopa County Environmental Services Division into a single inspection experienced by a facility
	Implementation still in process. Maricopa County is conducting a limited number of inspections on ADEQ’s behalf under standard department procedures and protocol. When fully executed, our 66 wastewater treatment customers in Maricopa County (municipal (37), sanitary district (4)  and private (25)) will be only be subject to a single periodic inspection.

Approximately 700 ADEQ staff hours will be saved per year, freeing up valuable resources for other value-added environmental improvement projects.
	The regulated community will save valuable time by preparing for and staffing a single facility inspection instead of two. ADEQ and Maricopa County strengthen their co-regulator relationship. 


	Arizona Department of Environmental Quality - Permit checklist

	1) Developed standard operating procedures to deliver inspection checklist along with permits to the regulated community
2) Permit writers and facility inspectors now collaborate prior to permits being issued 
3) Regulated community is now given inspection criteria at the time of issuing the permit
	Increase the number of permits issued with a corresponding checklist to 80%.  Prior to this process change, checklists had never been issued to the regulated community to assist with compliance.
	Permits and checklists developed at the same time gives greater clarity to both permit writers and Inspectors
While inspections will continue to be unannounced, the regulated community understands the permit conditions to allow greater compliance at time of inspection.

	Arizona Department of Environmental Quality - Capacity and Training

	1) The Team developed and deployed a disciplined approach for onboarding employees in their technical roles
a) Revised Training Record documentation for technical training
b) Developed methodology to identify and maintain trainer capability
c) Created training milestones to ensure training is timely and effective
2) Developed a standard work approach to onboarding new employees in their technical roles

	Implementation still in process.
The disciplined approach will reduce time required to complete new hire training by 50% from 12 months to 6 months.

The standard process will dramatically reduce the need to retrain employees after their formal training period.

ADEQ expects to achieve 100% training documentation compliance in future audits. 
	Evidence of training is now available to all auditing agencies.

Shorter training lead times decrease the negative impact of employee turnover.

The formal training plan increases the opportunities for cross training.  This leads to bench strength and effective surge capacity.

The new process represents a formal approach to knowledge transfer and reduces the impact of “tribal knowledge.”

	Arizona Department of Environmental Quality - Increase Recycling

	1) 14 new standard operating procedures were written to provide guidance in recycling to avoid contamination 
2) Additional bins have been located throughout the agency to make recycling more convenient
3) Visual displays have been added to the bin areas to further clarify recycling procedures 


	White paper recycling increased from the 2014 average of 1400 lbs per month to 3400 lbs during the first demonstration month.  This represents a 243% increase in recycling volume.

	ADEQ can now recycle more materials without contamination.  This  leads to less waste volume contributed to state landfills.  

This process can now be used across all state agencies, making ADEQ a model recycling program.


	Arizona Department of Environmental Quality – Vehicle Emissions Inspection (VEI)

	1) Restructured the Waiver Lane Process to include a vehicle pre-screen to eliminate vehicles not eligible for a waiver. Volume at waiver stations was reduced by 33%
 2) Trained Gordon Darby staff to allow outsourcing of waiver operations.  ADEQ staff now assigned to contract oversight, audit and referee functions.  This transition may allow the ADEQ Vehicle Emissions facilities to be re-purposed in the future
3) Implemented “Free Gas Cap” program allowing vehicles that would have failed due to gas cap issues to resolve the issue immediately and pass the test without a return trip
	Reduced return visits for Gas Cap issues by 92% from 65,000 to 5,000. 

Reduced contractor costs for retesting by $195K ($3 per vehicle including the free gas cap).

Reduced head count requirement for contractor by 8000 hrs. or 4 FTE as a result of reduction in retests.

Customer wait time reduced at VEI Stations by 15 minutes per test (16,250 hour per year in total).  In addition, the time required to procure and replace cap and  retest closer saved affected customers an hour (65,000 hours per year in total).

	4 FTE at contractor reassigned to new tasks.

Free gas cap program saves Arizona taxpayers 70,000 hours per year of non-value added shopping, waiting in line, and retesting.

Air quality immediately improves when vehicles are brought to compliance in one visit.




	Arizona Department of Environmental Quality – Bankruptcy Notification

	1) A standard operating procedure was developed for the efficient handling of bankruptcy notifications submitted to ADEQ  
2) Individual ADEQ division work Instructions were developed to clarify tasks and create clear timeframes to perform tasks
	Reduced the lead time for a bankruptcy notification 66% from 15 days to 5 days.

Reduced process time in handling bankruptcy notifications by 43% from 105 minutes to 60 minutes. 



	ADEQ is now better positioned to handle the legal requirements imposed by bankruptcy laws.  The agency can respond faster and more accurately to protect its rights and avoid sanctions from bankruptcy court. 

	Arizona Department of Environmental Quality - Right of Access (WQARF)

	1) Developed an access standard operating procedure 
2) Up-front coordination between property owners and project managers
3) The Right of Access process is now explained to property owners prior to request
4) An escalation process was designed for those circumstances where a property owner refuses access.
	Overall lead time reduced by 61%, from 111 days to 44 days.  



	Public is now better educated which allows access to private property sooner.
 
Faster access to private property allows environmental cleanup to proceed sooner.


	Arizona Department of Environmental Quality - Suspected Release

	1) Developed a universal suspected release tracking system
2) Developed notification procedure when the operator does not submit 14-day notification 
3) Developed decision matrix for referral to the Inspection and Compliance Section once the Owner/Operator fails to respond to the 14-Day letter. 

	Reduced lead time 92%, from 1250 days to 97 days.
 

	Provide protection to human health and the environment by accelerating clean-ups.
 
Facilitated early environmental benefits through the creation of a suspected release fast track procedure.

New decision matrix allows inspectors to handle more cases, reducing the backlog in the UST Coordination Unit for referral to enforcement.

	Arizona Water Resources Department – Assignments of Surface Water Rights and Claims

	Revised the application form with clear language and embedded instructions to reduce missing data and invalid entries.

	Reduced the average lead time to process applications 97% from 301 days to 9 days. 

Improved the percentage of applications received without additional information requested from 0% to above 85%. 

Reduced the average processing time per batch 50%, from 770 minutes to 335 minutes.


	The public receives completed requests for assignments in less than two weeks (on average).

Staff now spends less time on applications and can redirect in excess of 1,250 hours of capacity annually.   The team has already redirected capacity to the Statement of Continuous Use process.

	Arizona Department of Revenue - Power of Attorney

	1) POA Authorization forms (285 series) have been revised with improved instructions to help taxpayers avoid the most common errors that cause rejection
2) Submittal process was revised to handle forms more efficiently
3) Collections staff trained to understand the submittal requirements 

	Implementation still in process.
Rejection rate due to taxpayer error has been reduced 50%, from 17% to 8%.

Lead time has been reduced 80%, from 5 days to 1 day.

	Taxpayers are getting better service when looking to establish a Power of Attorney for their state tax matters.  There is far less duplication and confusion.   92% of POA Authorization forms are currently being processed in a single day and without a form reject.
The agency is now better equipped to handle complex taxpayers issues once POA is established.

	Arizona Department of Revenue -Bankruptcy Audits

	1) Simplified the “Taxpayer Assessment for Individuals in Bankruptcy “form 
2) Removed unnecessary steps in Audit, Audit Processing, and Bankruptcy Unit
3) Issued a standard operating procedure for the new process 

	Implementation still in process.
The new process reduced lead time 86%, from 7 days to 1 day.

Reduced process time 65% from 31 minutes to 11 minutes.
 

	New process provides ADOR with more accurate proof of claims in Bankruptcy Court.

10 hours per month can be redirected to create audit leads, resulting in more assessments being generated.





B.	Additional Projects

The following projects are not included in GTO’s project-level summary metrics for 2013-2014.  These projects fall into two categories:
Status Updates: updates to projects that were previously reported by GTO or projects that can’t yet report results.
Non-GTO: These projects were developed and implemented by agencies without GTO training or assistance.
The following projects demonstrate the continued work by agencies to improve their processes.
	Agency - Process
	Status
	Changes to process
	Metrics
	Outcome

	State Land Department – Right of Way: Electrical, Distribution, and Transmission Lines
(Other categories of Right of Way will be addressed in future project efforts)
	Status Update - Pilot Phase: a previously reported project is now actively piloting the solution
	1) Detailed checklists to improve submittal accuracy and completeness
2) Reduced hand-offs between applicant and the agency by scheduling a single meeting to resolve questions about the project
3) Increased parallel processing State Land Department by scheduling appraisals simultaneously with comment period
	Implementation still in progress.
Projected reduction in elapsed time by 30% for standard projects that don’t fall into the “complex” category (70% of incoming volume).  The current baseline of a 12 month lead time is expected to improve to 8.5 months.


	2014 Update – this process is now actively in the pilot phase with selected applicants.  This is an update on the project included in last year’s report.

Applicants will have a better understanding of the documents that are required to process their application/project.  Applicants will experience shorter lead times for the process when they submit all required documentation on the front end. 




	Agency - Process
	Status
	Changes to process
	Metrics
	Outcome

	Arizona Department of Revenue – 2D “No Money” Tax Processing


	Status Update – Additional Results: a previously reported project is reporting additional benefits

	1) Relocated all functions to a single-level facility and reduced travel distance
2) Temporary seasonal workers productivity and learning curve improved due to fewer steps in the process
3) Improved visual management in the single level facility facilitates dynamic work balancing, putting resources where they are needed to prevent bottlenecks

	The overall average number of days to process a 2D “No Money” document moved from 4.48 in calendar year 2013 to 3.29 in calendar year 2014.  This is a 26% reduction in lead time.  
During the month of April, 2013, the team processed 139,650 returns in an average of 12.25 days whereas in April, 2014, the team processed 108,592 returns in an average of 3.49 days.  
	2014 Update – this process was fully implemented when the tax processing team relocated to a new facility.  This is an update on the project results included in last year’s report.

By eliminating non-value added processing steps and by improving management of the process, the agency increased its capacity to process tax forms.  This results in decreased lead times and improved service to taxpayers.

	Arizona Department of Real Estate –Investigations & Audit

	Status Update - New Project: too early to report results
	In progress – Department of Real Estate is actively working with GTO to implement improvements to this process
	Implementation still in process. 
It is too early in the project to report or forecast results.  This project will be reported in future updates.
	Results to follow.

	Arizona Registrar of Contractors –Construction Investigations

	Status Update - New Project: too early to report results
	In progress – Registrar of Contractors is actively working with GTO to implement improvements to this process
	Implementation still in process. 
It is too early in the project to report or forecast results.  This project will be reported in future updates.
	Results to follow.




	Agency - Process
	Status
	Changes to process
	Metrics
	Outcome

	Arizona Department of Administration – Risk Management Document Management System

	Non-GTO
	1) Converted the manual paper-based workflow to electronic submission
2) Eliminated non-value added tasks such as physical inventory management, document transportation, and data entry
	The agency redirected 25,000 hours annually towards better serving ADOA’s customers.  
	The image-driven process maintains high service levels with significantly  improved efficiency.

Data security is enhanced with the reduction of paper inventory.

Disaster recovery is improved with backup systems.

The additional capacity of the Risk Management team will now serve customers in other areas of ADOA.

	Arizona State Retirement System - 
Online Enrollment
	Non-GTO
	1) Combined three unique processes into one - new member enrollment, secure online registration and online beneficiary designation
2) Added 'Welcome' emails to each new enrollee within 30 days of completion
3) Created two videos, an interactive online tutorial and updated the website with content geared toward engaging new members in knowing their benefits
	350% increase in secure online registrations at time of enrollment.

370% increase in beneficiary designations at time of enrollment.

40% open rate of 'Welcome' emails, with 20% click-thru rate.

Thousands of video viewers.
	New members are more engaged and knowledgeable about ASRS benefits as their contributions begin to be deducted from their paychecks.  

More engaged and educated members plan better for retirement, reducing the stress involved at the end of their careers.




	Agency - Process
	Status
	Changes to process
	Metrics
	Outcome

	Arizona State Retirement System - 
Return to Work (RTW)

	Non-GTO
	1) Designed and implemented an online Smart Form for members to fill out upon returning to work after retirement. Form auto-submits to Employer for approval, then to ASRS for tracking and reconciliation
2) Smart Form also acts as estimator for members to see which RTW engagements would result in suspension of pension prior to accepting the offer
3) Developed reports to reconcile RTW forms against new contributions remitted by employers to ensure compliance with statute
4) Developed interactive online tutorial to explain the complex RTW process to members prior to using the Smart Form
	Implementation still in progress.
Nearly 100% reduction in errors by member and employers when filing with the Smart Form.

50% reduction (from 2 months to 1 month, on average) in lead time to suspend pension benefits upon request by member and employer, reducing overpayments by the same, when using the Smart Form.

90% reduction in member appeals related to misunderstanding the RTW laws, when using the Smart Form.
	RTW was the one of the most complex concepts due to IRS regulations. Members are now more educated on what they can and cannot do to keep their pension while returning to work.

Employers can now rely on the ASRS to decide whether a pension must be suspended or not, and whether to remit full contributions or the alternate contribution rate based on the RTW engagement with their retiree.

ASRS now has to process fewer pension suspensions, fewer appeals, and fewer un-reconciled contributions.




	Agency - Process
	Status
	Changes to process
	Metrics
	Outcome

	Arizona State Retirement System - 
Daily Birthday Emails of Online Account Statement

	Non-GTO
	1) Designed and implemented a daily mass email campaign to contact each member on their birthday
2) For early-to-mid career members, the email points them to appropriate learning materials and the benefits of checking their balance in their secure account
3) For retirement-eligible members, the email announces their eligibility and points them to retirement planning meetings and other retirement-specific education
4) Cancelled physical member statement mass mailings to all 400,000 members each September.
5) Added articles to quarterly e-news and annual Financial Horizons to check account online 24/7 for a real-time account statement and benefit estimate
	25% reduction in calls during September and October (when statements used to be mailed), with no increase in calls year-round related to birthday emails.

5% increase in total member account updates across the board (manual + online), with a 20% increase in online account updates while staff-entered updates continued to drop.
	By notifying 400,000 members to check their account statements evenly across 365 days rather than 1 day per year, the call center is no longer handling an annual spike in calls that dramatically reduced their effectiveness.

Members are now informed in a relevant and more timely manner (birthday vs. September).

Online data and estimates are current for member, rather than once-yearly mailed statement.

Total member account updates (address, beneficiaries, etc.) are more frequent than every before.





C.	2013-2014 Training
Over the past year, the State made significant progress with training staff in the skills needed to lead and sustain continuous improvement efforts.  Four state agencies are actively training their staff to accelerate and sustain improvement efforts.  Moreover, the demand for Lean training is increasing.  Other public entities, such as cities and counties, are beginning to show interest in GTO’s training programs.  The return on investment for this type of training will be evidenced by the increasing number of improved processes.  Training allows agencies to become self-sufficient with the skills needed to execute process improvement.  

	Training Type
	Description
	Participating Agencies

	Lean Practitioner
	40 hours of training addressing Lean principles and project mentoring delivered over 4 months.  Participants are required to lead projects that address critical performance gaps in their agency.
	ADHS (Health Services): 55
ADOT (Transportation): 35
ADEQ (Environmental Quality): 32
ADOR (Revenue): 10
Total: 132 employees

	Lean 101
	Agencies have developed introductory Lean training for all levels of the organization.  These training sessions ensure that the agency begins to speak the same language with regards to continuous improvement.
	ADEQ: 100% of the agency completed training.  All new hires participate during their first year.
ADOT: 46 participants
ADHS: developing a web-based Lean 
curriculum for all staff.


	Visual Management and Problem Solving
	The goal of continuous improvement is to integrate improvement activities with our existing management systems.  This training works with managers and their staff to develop performance metrics and the skills needed to create a weekly cadence of problem-solving and improvement.  
	ADEQ: 100% of the agency participated in this training and deployed visual management boards in their work areas.




III. Partnerships
The State of Arizona benefits from corporate partners who share their operational excellence expertise.  Currently, the GTO maintains a partnership with Intel Corporation and the Southwest Alliance for Excellence.  The State of Arizona is one of many not-for-profit organizations nationwide that benefits from the best practices shared by Intel.
· Southwest Alliance for Excellence (SWAE) and Intel Corporation: The Southwest Alliance for Excellence (formerly the Arizona Quality Alliance) partners with Intel to deliver the Mentoring and Planning Services (MAPS) program in Arizona.  This is a skills-based volunteer program within Intel that matches seasoned professionals with not-for-profit, education and government organizations.  Intel executives have donated many hours of their time and expertise to help the Government Transformation Office with strategy and implementation advice.  Special thanks to Karen Shepard from Southwest Alliance for Excellence and  Rudy Hacker, Eric Davies, Sharlyn Stocker, Glen Compton, and Bill Hoddy from Intel.
IV. 2014 - 2015 Targets
	
	2013-2014 Results Summary
	2014-2015 Targets

	Partnership
	9 agencies actively working to implement Lean solutions and promote a Lean culture
	12 agencies actively working to implement Lean solutions and promote a Lean culture

	# of Projects
	24 projects
	35 projects 

	Training
	132 employees trained in the fundamentals of Lean and leading projects
	150 employees trained in the fundamentals of Lean and leading projects

	Process Improvement
	Average lead time reduction greater than 60% (for those projects with lead time reduction targets)
	Continue to reduce service lead time by 50% on average

	



Arizona continues to experience steady growth in State agencies committing to a disciplined approach to continuous improvement.  In the year ahead, GTO will continue its outreach to new agencies in order to increase the number agencies actively deploying continuous improvement methods.  The development and execution of new Lean solutions will depend on the following four factors:
· Partnerships: Increase the total number of agencies supported by GTO to 10.  Maintain partnerships with existing agencies to support their continued development.
· # of Projects: Previously trained Lean practitioners will augment GTO’s capacity to lead projects.  
· Training:  Build capacity for continuous improvement within agencies through completion of GTO’s continuous improvement practitioner course (Lean Foundations).
· Process Improvement: GTO will maintain an aggressive target of 50% improvement in the key performance indicator for each project it takes on.  The goal is to maintain the high quality of project execution along with increased project volume. 
GTO’s metrics balance the short and long-term goals of continuous improvement in our state.  While it is critical that our agencies continue to show improvement in processes that support their mission, it is equally important that we continue to develop our people.  Continuous improvement is meant to be the way we work – not something in addition to our work.  
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