Southern Health-Santé Sud

Mental Health Program
Administrative Assistants
The A Team




Define

We wanted to understand the nature of work provided by
10 administrative assistants across the region working in
Community Mental Health Programs.

There was a sense of inefficiency and lack of effectiveness
among the administrative assistants that caused a
growing element of frustration.

After measuring and through analysis of the data the scope
was narrowed to the three area hubs, Steinbach, Winkler
and Portage.

Future work was identified for activities not directly involved
In general supports to the program.
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Define

We went through three revisions of the problem
statement and this ended in the following
opportunity statement:

Our current processes are not standardized
and have too many cooks in the kitchen. It
leaves the A team and customer confused
and frustrated and results in work created
in an inefficient manner.
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Measure

We measured the following areas:
Source of work — email, walk-in, phone call etc.
Who requested the work — clients, workers, managers etc.

What component was involved — adult, children’s, seniors
etc.

Type of work — what were the typical types of work they
completed.

Time to complete the work.
Interruptions in the flow of work.
Numbers of issues experienced in completing the task.
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How work arrives at the admin desk across the region.
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Which component initiates or requires admin supports.

Which component involved in requests Dec 4-10, 2014
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Who is requesting support from administrative assistants.
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The types of work performed over the collection period.

Type of work Dec 4-10, 2014
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This are the types of work selected for the improvement phase.

Type of work Feb 5-11, 2015
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Data Story

What we found:

Email provides the majority of requests for assistance or tasks for
admins.

Most requests originate from the adult component .

Workers make the most requests for admin support for a variety of
reasons.

Top types of work vary only slightly among the three areas with payroll
functions occupying the top activity spot regionally.

Completing payroll functions is done daily with varying time frames
from 1-2 minutes to several hours to resolve complicated issues.

Other top duties vary from office to office and have differing impacts on
overall work. It is clear from the data that the confusion and
frustration expressed is very real for the admin assistants.

There was no significant change in these areas in the
second data collection cycle. L‘Ei"g’“ee

>

CONSULTING




Data Story

The comparison by count, time and issues showed
some variations to consider.

While numbers of occurrences is one part of the
picture, the numbers of issues and then the time
involved to complete the activity will help us to
determine what we want to improve upon.

We found that the way we collected the information
was not reproducible so we focused upon type and
time in the improvement cycle
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Type of work in Mental Health Administration
December 4 to 10, 2014
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Improve

The results from the second round of data collection
for types of administration work has shown a
reduction in overall time to complete the most
frequent tasks in payroll processing, expense
claim validation and processing and scheduling
meetings.

We standardized the process of form completion in
order to reduce errors and used poka-yoke to
effect a system change. We started measuring
this as part of the improvement cycle.
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Improve

PDSA 1

Aim: To reduce the amount of time it takes Admin Assistants to schedule and coordinate activities for managers and other
staff by 50%.

Description: The improvement implemented was to have the A Team request access to outlook calendars and thus
eliminate multiple emails and phone calls trying to find mutually agreeable times. Date Implemented: January 23,
2015

PDSA 2

Aim: To standardize and streamline payroll and expense processing and to reduce the amount of time for Admin
Assistants to complete these tasks by 80%.

Description: The improvement implemented was to create a virtual Hub where payroll, expenses and other documents
needing manager signature would be managed by Admin Assistants thus reducing multiple efforts to locate a
manager to sign off on documents. Date Implemented: Work began January 22, 2015, full implementation February
5, 2015.

PDSA 3

Aim: To improve the health and wellness of Admin Assistants by creating awareness and respect for their shared spaces
we worked to reduce noise and disruptions that interfere with their ability to perform their daily tasks.

Description: We created a survey to gauge current experience and post implementation experience. We removed some
equipment that created noise in the environment. We also created a section on the quality board to address some of
the issues that emerge from not appreciating the environmental needs of the Admin Assistants. Date Implemented:
January 26, 2015

PDSA 4
Aim: To standardize the completion of documents and reduce the number of errors made by staff on forms by 100%

Description: Memo was sent to all staff that all forms were to be filled out correctly and Admin Assistants would return
incorrect forms to originating employees for correction and resubmission. Date Implemented: February 2, 2015
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PDSA 1

Aim: To reduce the amount of time it takes Admin Assistants to schedule and coordinate
activities for managers and other staff by 50%.

Description: The improvement implemented was to have the A Team request access to
outlook calendars and thus eliminate multiple emails and phone calls trying to find
mutually agreeable times. Date Implemented: January 23, 2015

Comparison of Scheduling in Mental Health Administration
December 2014 and February 2015
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Scheduling task
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PDSA 2

Aim: To standardize and streamline payroll and expense processing and to reduce the
amount of time for Admin Assistants to complete these tasks by 80%.

Description: The improvement implemented was to create a virtual Hub where payroll,
expenses and other documents needing manager signature would be managed by
Admin Assistants thus reducing multiple efforts to locate a manager to sign off on
documents.

Date Implemented: Work began January 22, 2015, full implementation February 5,
2015.

Comparison of payroll tasks in Mental Health Administration
December 2014 and February 2015
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The Hub Instructions

@Lﬂq [ B2 It nstructions for The Fab docs - Microseft Woed SR
| doms | Insei  Pagelapet  Aefencs  Madings  Review  Yiew  Dewlops o

ﬁ Ao - [Ka) (EE EE] mmlwm AaBbC Aambce - B g
|;l~ f--!k*isx.#h'ﬂ"”f'&'v’ »%Ei_-_{gvxﬁ-i | THomal §TNoSpaci.. Headingl = Heading2 -'&mz i

| = T Shfes~ ] 4 Sefect -
w" Fant | Faragraph | S5 5 Edting |

|nstructions for The Hub

The Hubis intended toimprove process time and reduce wait tme for signatures for any activity that
requires manager's signature to proceed. If there isa manageron site this personis able tosign
cocuments forother managers.

Administrative assistants nave been designated asable tosign on beha™ of their managerafteranything
has been electronically scanned and approved oy the apglicable manager. This signing authaority will
ahways bs “on behalf” of the manager and may take various formats: electronic signature, actual
signature, ormanager sgnature stamp. Whichever farm makes the processflow smoathiy.

1. Aformis received oy Admin Assistantand reguires 3 Manager's signature. Thase cou'd be AFL's,
Expensa Claims, Invoicasor ietiersetc

2. Admin Assstant gerforms all necessany checks ang verfications that the document s corract.
This may include checking £E banks, locating GL codes, confirming relevant issues and Poka-Yoke
back to the employes as necessary.

. Dncethe document isready for signaturs the Admin Assistantinitials the form, scans and olaces
the documentintne appropriate Manage«'s folderin the unsigned section of the Hub.

. Nanager'swillcheck this folgerand revisw the dotuments naic there. Waenthe Manager's
satisfied that the documnent s aporoved they move the document to the signed section of the
Huband into the foider of the Adminwhonitiafed the document.

. Admin Assistantthencompietes the grocess by sgning on oehalfof the Managerand
forwarding to the next stepofthe process. This may indude dack to another Admin Assistant,
on 10 accounts payable, to payrod or any otherend of the particular process.
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Screen Shot of The Hub
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Screen Shot of The Hub
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Screen Shot of The Hub

val b » Computer b Regonal_MentalHeath Hob (\\haomm-fil macmical (K] » Signed » - A,H enr . p

Orgenite = Burn  Now foides =« 0 @

i Dats moctfoedd T a
£ Faventes . o pe .

I Desktop h Caol IL02/2008 338 Fie foldes

o Facent Places L Cyndi ] « Tulde

» Downloads 4 Oeb WIS ZS PN Fiwefpides

» Ginette { 1S 1054 Fiefnider

M Libracies L Jache M0272018 1058 Fie tolder

& Documeres L Jacqueline ML 104 Fi Talde

o Musc | e WAOL13 $054 o Tuide
o Pictures L Jeneuter L0 151054 Fetn

B vidacs b Nk M 4 Fie fnide

& Shacon SNNMS DG PIA Fie fuide

& Computer
ﬁ. Local Dzt (C)
- Pemovable Disk (E)

m

5 Glan
b AR stuff
4 Data coilection project & Team
J ethics
b LTS5 pegn
Mary
SecurDataSor
SecuDataStorfil
b Tinas Lean
b TIHNA
S teordell (\pdghdc3shacmice) (M)
is* Regional_Mentalearh Hub (\\mac
f mentathealth (\\pdghdac3 hacm.ca)

S thaved O \pdghdcd shacmca) 5 -

10 ftems ko statuy: Oofine
’ Offline svalatliry: Nt avathabie

Ele] -Gl Tile]

LeamingTo See

7/25/2017

CONSULTING



PDSA 3

Aim: To improve the health and wellness of Admin Assistants by
creating awareness and respect for their shared spaces we worked
to reduce noise and disruptions that interfere with their ability to
perform their daily tasks.

Description: We created a survey to gauge current experience and
post implementation experience. We removed some equipment that
created noise in the environment. We also created a section on the
guality board to address some of the issues that emerge from not
appreciating the environmental needs of the Admin Assistants.

Date Implemented: January 26, 2015

LeamingToSee
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Wellness Survey

A survey was sent out just prior to the collection to get baseline data about the
experiences of admin assistants related to their work and space. The following
questions were asked:

1. Is your work space environment quiet enough for you to work without
distraction?

2. Are you able to close your office to interruptions from others?
Do you believe your space is respected by others?
4. Do you believe the work you do for the program is respected by others?

w

The survey was completed prior to improvements and then again after the PDSA
improvements were put in place.

Some improvement was declared based on the response scale and this will
continue to be an agenda item through our controls.

LeamingToSee
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Survey

Pre-Improvement January 23, 2015

Number

O B, N W B U1 O N

Strongly Disagree - 1

Disagree - 2

Responses

Agree -3

Strongly Agree - 4

H Is your work space environment quiet enough
for you to work without distraction?

B Are you able to close your office to
interrruptions from others?

1 Do you believe your space is respected by
others?

B Do you believe the work you do for the program
is respected by others?

Post-Improvement February 20, 2015

Number
O L N W » U1 O

7/25/2017

Strongly Disagree - 1

Disagree - 2

Responses

Agree -3

Strongly Agree - 4

H Is your work space environment quiet enough
for you to work without distraction?

M Are you able to close your office to
interrruptions from others?

= Do you believe your space is respected by
others?

B Do you believe the work you do for the program
is respected by others?
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Survey Comments

Pre-Improvements:

“it can be hard to talk on the phone with staff/clients when others are talking in the
room”

“the staff is always generous with their appreciation for jobs we do for them. I've
always felt appreciated here, more so than at any other job I've had in the past”

“discussion of clients should be done in offices not in our space”

“some co-workers come to chat ... on a break from their work, however, they may not
be aware that there were previous co-workers doing the same thing before they
came to see me...its hard for me to say something because | don’t want to be
rude”

Post-improvements:

“Our work space has quieted down over the past couple of months, but there are still
changes taking place that will help even more once completed”

“Staff have tried to appreciate and respect our workspace, since the memo”

‘I had a few comments made right after the memo was sent out about “oh oops this is
your space, better get out” but it went right back to status quo shortly after that”

LeamingToSee
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Dear Jackie

Various pictures of the Dear Jackie section of the Quality Boards.

n

[ X o
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PDSA 4

Aim: To standardize the completion of documents and reduce the
number of errors made by staff on forms by 100%

Description: Memo was sent to all staff that all forms were to be filled
out correctly and Admin Assistants would return incorrect forms to
originating employees for correction and resubmission. Date
Implemented: February 2, 2015

We did not explore the amount of time or occurrences
of correcting errors on forms submitted by
employees in the first round of data collection.
Ongoing monitoring of this will be part of Controls to
ensure staff follow process as we move towards the
100% target in error reduction.
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Improve

Best comment from the Poka-Yoke:

Staff came with wrong RFL - told them to go get
appropriate RFL and come back. © Correctly completed
form returned.

It’s working well.

Nobody is upset by getting this back and they are making
the changes.

Support from Management has helped this process.
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Control

The Control plan:
PDSA 1 — Admin’s maintain the outlook calendar
Educate Admin’s on how to make use of outlook.

Check in on use and maintenance of process 1x per month for
three months.

PDSA 2 — Education new RM’s on the Hub process.

Use audit chart and check with team on how it’'s working. Check
1 x per month for three months.

PDSA 3 — Continue to use the Dear Jacquie format. Include
wellness agenda for RM meetings.

PDSA 4 — Record each time a form is poka-yoke back to staff.
Monitor for compliance. 1x per month for three months.
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Savings Calculator

PDSA 2

51.51 hrs per week = 2678.52 hrs per year
Salary of admin = $19.88

51.51 x $19.883 = $1024.01

2678.52 x $19.88 = $53248.97

Admin hours per year = 1885 hrs x $19.88
= $37473.80 annual salary

a
7/25/2017 D f

NNNNNNNNNN



Savings Calculator

PDSA 2

Paper baseline: 1 RFL = 4 sheets of paper
Paper PDSA: 1 RFL = 1 sheet of paper
5000 sheets of paper = $40.30

Savings = 3 sheets of paper

Reduced paper use by 937 sheets

$9.37 Saved on one case of paper

Part of our control will be monitoring paper
purchase and identifying further reductions:mgws-
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Lessons Learned

Communicating the definitions and the process steps could have been
done better. Even when we thought we knew what was meant there
was on going dialogue pointing out that we hadn’t explained this well
enough.

We have a voice and we can make changes!

Knowing that our manager’s support us and the changes! They have
our backs.

Learned a lot, especially how to empower staff and use non-utilized
talent!!! Heightened our working relationships.

Seeing the data on what we do in a day validated all the work we do,
we’re not just secretaries we are professionals!

Trust the process!

Before we would hear about all these changes and nothing happened,
multiple meetings on issues but nothing changed. This process now
has shown that we can actually make change happen.

Learning about the technology has given me new ideas on how to use
technology better in all our work.

LeamingToSee

S

CONSULTING




Next Steps

Education on RWP on office etiquette
Continue to refine the payroll processes.
Fine tune The Hub

Realign the V drive.

Identify and standardize work in all offices.

Kaizen on client files and documentation
practices.

Standardize stats collection and reporting
processes.
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