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Project Description and Summary  

What did you do? 

Describe your program or project. What did you do? What is the history 

behind the program/project? What did you hope to accomplish? What was 

your timeline? Your budget? How did you identify your objectives? How 

well did you use available resources? 

Cost Savings Measures and/or Improvements in Efficiency 

 

The project was developed to address the difficulty Economic Services 

staff were having completing work task timely and accurately. The goal 

was to look for opportunities to increase performance and efficiency in 

every area of practice by using the voice and insight of those who 

complete the work. There was a history of significant challenges 
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pertaining to timeliness and accuracy rates in the Medicaid, Food and 

Nutrition programs improvements were needed.  

 

An organizational readiness assessment was completed and we began to 

engage DSS leadership with a new experience rather than exposing them 

to a new concept. This experience allowed leaders to understand what 

colleague-driven process improvement is, what it could look like in our 

County, and how best to support it if they make a commitment after they 

experience it first-hand;  

 

• Strategic Alignment – Ensure this “Innovation Approach” is tied to our 

agency’s strategic plan, can be sustained, and is truly grass-roots and 

empowers a culture where everyone is an innovator; 

• Realize Measureable Improvements & an ROI – This provided an 

opportunity to pilot this concept on a small scale to understand what the 

future ROI (return on investment) might look like without a large up-front 

investment. ROI can be measured in dollars & cents, but can and also be 

measured by soft benefits: 

o Employee Empowerment & Engagement – Measureable increase in 

employee satisfaction; 

o Efficiency – Measureable reduction in time to deliver services, decrease 

the cost to deliver services, or increase the throughput of existing service 

delivery; and  

o Customer Satisfaction – Measureable increase in customer satisfaction. 

• Pilot Approach that can be replicated– The pilot will serve as a model 

that can be replicated in other departments. 

• Mentoring & Coaching for Sustainment – Provided initial guidance and 

resource bandwidth to jumpstart your team creating a continuous 

improvement program.  

 

The DSS innovation Academy was developed as a pilot and the following 

trainings were provided to the entire DSS and portion of the enterprise.  

Leading Innovation - 2-day Leadership Development  

Training - Prep, Logistics, Deliver Training, Hand-off to client Intro to 

Lean for Leaders, how to lead Lean, how to select and support nominees. 

Handoff to DSS team members and coaching so they can take training to 

other areas after the pilot 



Intro to Innovation - 4 Hour Training  

Training - Prep, Logistics, Deliver Training, Hand-off to client 

Introduction to Lean Process Improvement. Handoff to DSS team members 

and coaching so they can take training to other areas after the pilot 

Innovation "101" - 4.5 day training  

Training - Prep, Logistics, Deliver Training, Hand-off to client Hands on 

training and experience with Lean process improvement tools, ideation on 

how to apply these tools, and change management tools/focus to gain 

support/momentum for improvement efforts. Handoff to DSS team 

members and coaching so they can take training to other areas after the 

pilot 

Task Coordination / Governance /Project Management 

Periodic Status Reporting,  

Project Management,  

Communication & Coordination Status Reporting for NHC steering 

committee and DSS leadership team 

Project Success and Impact 

What was the outcome? 

Was your program/project a success? What was the impact? How did you 

measure the impact? How widespread is the impact of your 

program/project? How were you able to overcome obstacles and 

challenges? Did your program/project meet your established objectives? 

 

Over the course of nine months (September 2016-May 2017), the 

Innovation academy trained 128 staff in our county, providing them with 

the tools needed to improve practice in each individuals span of control 

without any new technology. 

The approach lent itself to the tenants of LEAN, which enable and 

empower employee’s to be innovative in their areas of work while aligning 

specifically with New Hanover County DSS and the enterprise’s strategic 

plan. As a result of the organizational assessment a recommendation to 

undergo reorganization was presented to and supported by the County 

Manager and HR. The Economic Services Division was reorganization and 

a job analysis of each classification with in the division was completed. 

This work would require two pilots. The first being a LEAN Process 

Improvement Pilot that provided training to the Leadership throughout the 

enterprise focusing on the staff at DSS.  



 

With our leaders and staff were equipped to use the tools learned in the 

“Innovation Academy,” a secondary pilot was conducted, to assess the 

practicality of the organizational shift and its impact to our external 

clients, staff productivity. This pilot was held using approximately 30% of 

the economic services staff to process work in a single program area for 

30 days. The results were very positive and we used the information 

garnered to inform our reorganization.  

As a result of this work, we were able to reduce overtime by 

approximately 85%. We gave 3 FTE with Social Work Services to staffing 

medical transportation. (2FTE), and a third FTE was to support and 

maximize the recoupment of IV E dollars.  

Each activity was tracked and outcomes were measured using an A3 

document to account for the practices used. Listed below is a sample of 

the results our staff experienced at DSS only. 

 

• Benefit Card Order Form- Customers who need a new benefit card must 

wait on average 18 minutes to see the caseworker. Process takes 2 

minutes to complete. There are 60 requests per month. Cut customer wait 

time by 18 minutes with form. Total wait time for client slashed by 1080 

minutes or 18 hours per month. The client is no longer waiting in the 

lobby.  

• Psychological Vendor Agreements- 1-5 agreements created per day, 

totaling 20-100 per month. 4-5 days to obtain all required signatures, 

totaling collective 80-100 days. 90% correct the first time. Making process 

electronic saves 3-4 days per agreement, totaling 60-400 collective days. 

Increased accuracy to 100%. Time savings of 24-32 hours per week per 

agreement. (Salary savings would total $461.53-$615.36/week or 

$1,846.12-$2,461.44/month) * 

• Foster Care Placement Form- There are currently 24 forms completed 

per month. It takes 20 minutes to complete each form, 480 minutes per 

month or 8 hours. After innovation and redesigning form it now takes 10 

minutes per form. Currently takes 240 minutes or 4 hours per month. A 

timesaving of 4 hours per month. (Salary savings would total $76.92 per 

month) * 

• 7 Day Non Secure Court Reports- There are currently 24 court reports 

per month. These are not mandated. It currently takes 40 minutes to 



complete each form which equates to 960 minutes or 16 hours per 

month. The process was being eliminated since it is not needed or 

required. Time savings of 16 hours per month. (Salary savings would total 

$307.68 per month) * 

• Medicaid Form after Custody is Taken- There are currently 24 per 

month and they each take 2 hours to complete. Streamlining process has 

reduced to 30 minutes per form. A time savings of 90 minutes per form 

or 2160 minutes or 36 hours per month. (Salary savings would total 

$692.28 per month) * 

• Social Work Form- There are currently 10 forms per month that need to 

be completed and it takes about 15 minutes each totaling 150 minutes 

per month. After streamlining the form and putting it in central location it 

now takes 2 minutes to complete the form, leaving a time savings of 130 

minutes or 2 hours and 10 minutes per month. (Salary savings would total 

$41.54 per month) * 

• Medicaid Equal Distribution of Cases- The uneven distribution of 

caseloads has lead to overdue Medicaid cases, poor accuracy, clients not 

receiving benefits. On average there were 10 overdue cases. Through 

equal distribution the cases per worker typically decreased and over half 

as many were not becoming overdue. Timeliness increased and clients 

had access to benefits.  

• Food and Nutrition Services Equal Distribution- There are currently 

12,519 active FNS cases in New Hanover County. These cases are not 

evenly distributed to all workers. Food and Nutrition cases typically take 

about 20 minutes to complete. Since the cases aren’t distributed evenly 

some of these cases end up overdue. With this method only 96% were 

done timely. Evenly distributed cases led to having cases completed 98%, 

an of the time and increase of 2%. This equates to 251 more cases being 

processed timely so clients can have access to benefits. Additionally, 

having equal cases will help decrease the amount of time it takes to 

complete a case by 5 minutes. A timesaving of 5216 minutes per month 

or 86 hours per month. (Salary savings would total $1,653.78 per month) 

* 

• Family and Children’s Medicaid Application Packet- There are required 

forms needed for an application that was not always getting completed. 

Only 33% of the time the correct form was done. It usually takes about 10 

minutes to complete all of these forms. The forms were scattered in 



different locations. Creating a centralized packet led to a decrease in the 

time it took to complete these forms by half. The packet formation has 

increased the required form being completed to 100% of the time. On 

average there are 81 applications for Family and Children’s Medicaid each 

month. A timesaving of 405 minutes or 6.75 hours per month. (Salary 

savings would total $129.80 per month) * 

• Passing of Family Planning Applications- Several handoffs are made in 

the process and there is no even distribution. There are 20 applications 

per month and they are not always assigned immediately. It could take up 

to 48 hours for the application to reach the worker. With streamlining the 

process, the applications are received are all evenly distributed amongst 

the workers. This has led to immediate assignment and trimmed 1-47 

hours per application before it is processed. A time saving of between 20- 

940 hours per month. (Salary savings would total $384.60-$18,076.20 

per month) * 

• Requests for Queries- There are 36 requests for reports annually. It 

takes between 3-6 hours per query per month, totaling 9-18 hours per 

month. With the request form, the time it takes to process the queries can 

decrease by 20% or 36 minutes to 72 minutes per query. Each month the 

time savings would be 108 minutes to 216 minutes. (Salary savings would 

total $34.61-$69.23 per month) * 

• Data Asset Management- There is no tracking for inventory of 

equipment. To date there have been 15 scanner and 8 signature pads that 

have gone missing. This is an estimated cost to the county of around 

$40,000. With inventory management in place there would be 

accountability and equipment would be tracked. This process will save at 

least $40,000 annually based on previous numbers of missing 

equipment.  

• Supply Requisitions- Having a user-friendly electronic requisition form 

has increased staff’s access to the supplies they need to continue 

working. 40% of the time the staff is without the supply they need due to 

inefficient requests in place. With the electronic request and standard 

work in place, the staff have it immediately. This has saved between 2-5 

days per request for supplies as they are filled in a timely manner. For 50 

requests per month this has saved between 100-500 collective days 

where staff is not waiting on supplies.  

• Email Reduction- On average there are 57 emails that come to our 



inbox per day. Of these 57, only 31, or 54% are relevant to the job. It 

takes on average about 2 minutes per unneeded email. This totals 52 

minutes per day or 1040 minutes or 17.33 hours per month. By 

eliminating some unnecessary emails and unsubscribing from getting 

duplicate emails we would save all this time each month. (Salary savings 

would total $333.26 per month) * 

 

The project exceeded our expectations! We have established our 2018 

training schedule to support the sustainability of the practices. The 

biggest obstacle has been buy-in and fear of the unknown however, we 

have been able to make strides in these areas by utilizing newsletters, 

brown bag lunches and process improvement ambassadors. 
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What did you do? 

Describe your program or project. What did you do? What is the history 

behind the program/project? What did you hope to accomplish? What was 

your timeline? Your budget? How did you identify your objectives? How 

well did you use available resources? 

Cost Savings Measures and/or Improvements in Efficiency 

 

The project was developed to address the difficulty Economic Services 

staff were having completing work task timely and accurately. The goal 

was to look for opportunities to increase performance and efficiency in 

every area of practice by using the voice and insight of those who 

complete the work. There was a history of significant challenges 

pertaining to timeliness and accuracy rates in the Medicaid, Food and 

Nutrition programs improvements were needed.  

 

An organizational readiness assessment was completed and we began to 

engage DSS leadership with a new experience rather than exposing them 

to a new concept. This experience allowed leaders to understand what 

colleague-driven process improvement is, what it could look like in our 

County, and how best to support it if they make a commitment after they 

experience it first-hand;  

 

• Strategic Alignment – Ensure this “Innovation Approach” is tied to our 

agency’s strategic plan, can be sustained, and is truly grass-roots and 

empowers a culture where everyone is an innovator; 

• Realize Measureable Improvements & an ROI – This provided an 

opportunity to pilot this concept on a small scale to understand what the 

future ROI (return on investment) might look like without a large up-front 

investment. ROI can be measured in dollars & cents, but can and also be 

measured by soft benefits: 

o Employee Empowerment & Engagement – Measureable increase in 

employee satisfaction; 

o Efficiency – Measureable reduction in time to deliver services, decrease 

the cost to deliver services, or increase the throughput of existing service 

delivery; and  

o Customer Satisfaction – Measureable increase in customer satisfaction. 



• Pilot Approach that can be replicated– The pilot will serve as a model 

that can be replicated in other departments. 

• Mentoring & Coaching for Sustainment – Provided initial guidance and 

resource bandwidth to jumpstart your team creating a continuous 

improvement program.  

 

The DSS innovation Academy was developed as a pilot and the following 

trainings were provided to the entire DSS and portion of the enterprise.  

Leading Innovation - 2-day Leadership Development  

Training - Prep, Logistics, Deliver Training, Hand-off to client Intro to 

Lean for Leaders, how to lead Lean, how to select and support nominees. 

Handoff to DSS team members and coaching so they can take training to 

other areas after the pilot 

Intro to Innovation - 4 Hour Training  

Training - Prep, Logistics, Deliver Training, Hand-off to client 

Introduction to Lean Process Improvement. Handoff to DSS team members 

and coaching so they can take training to other areas after the pilot 

Innovation "101" - 4.5 day training  

Training - Prep, Logistics, Deliver Training, Hand-off to client Hands on 

training and experience with Lean process improvement tools, ideation on 

how to apply these tools, and change management tools/focus to gain 

support/momentum for improvement efforts. Handoff to DSS team 

members and coaching so they can take training to other areas after the 

pilot 

Task Coordination / Governance /Project Management 

Periodic Status Reporting,  

Project Management,  

Communication & Coordination Status Reporting for NHC steering 

committee and DSS leadership team 

Project Success and Impact 

What was the outcome? 

Was your program/project a success? What was the impact? How did you 

measure the impact? How widespread is the impact of your 

program/project? How were you able to overcome obstacles and 

challenges? Did your program/project meet your established objectives? 



 

Over the course of nine months (September 2016-May 2017), the 

Innovation academy trained 128 staff in our county, providing them with 

the tools needed to improve practice in each individuals span of control 

without any new technology. 

The approach lent itself to the tenants of LEAN, which enable and 

empower employee’s to be innovative in their areas of work while aligning 

specifically with New Hanover County DSS and the enterprise’s strategic 

plan. As a result of the organizational assessment a recommendation to 

undergo reorganization was presented to and supported by the County 

Manager and HR. The Economic Services Division was reorganization and 

a job analysis of each classification with in the division was completed. 

This work would require two pilots. The first being a LEAN Process 

Improvement Pilot that provided training to the Leadership throughout the 

enterprise focusing on the staff at DSS.  

 

With our leaders and staff were equipped to use the tools learned in the 

“Innovation Academy,” a secondary pilot was conducted, to assess the 

practicality of the organizational shift and its impact to our external 

clients, staff productivity. This pilot was held using approximately 30% of 

the economic services staff to process work in a single program area for 

30 days. The results were very positive and we used the information 

garnered to inform our reorganization.  

As a result of this work, we were able to reduce overtime by 

approximately 85%. We gave 3 FTE with Social Work Services to staffing 

medical transportation. (2FTE), and a third FTE was to support and 

maximize the recoupment of IV E dollars.  

Each activity was tracked and outcomes were measured using an A3 

document to account for the practices used. Listed below is a sample of 

the results our staff experienced at DSS only. 

 

• Benefit Card Order Form- Customers who need a new benefit card must 

wait on average 18 minutes to see the caseworker. Process takes 2 

minutes to complete. There are 60 requests per month. Cut customer wait 

time by 18 minutes with form. Total wait time for client slashed by 1080 

minutes or 18 hours per month. The client is no longer waiting in the 

lobby.  



• Psychological Vendor Agreements- 1-5 agreements created per day, 

totaling 20-100 per month. 4-5 days to obtain all required signatures, 

totaling collective 80-100 days. 90% correct the first time. Making process 

electronic saves 3-4 days per agreement, totaling 60-400 collective days. 

Increased accuracy to 100%. Time savings of 24-32 hours per week per 

agreement. (Salary savings would total $461.53-$615.36/week or 

$1,846.12-$2,461.44/month) * 

• Foster Care Placement Form- There are currently 24 forms completed 

per month. It takes 20 minutes to complete each form, 480 minutes per 

month or 8 hours. After innovation and redesigning form it now takes 10 

minutes per form. Currently takes 240 minutes or 4 hours per month. A 

timesaving of 4 hours per month. (Salary savings would total $76.92 per 

month) * 

• 7 Day Non Secure Court Reports- There are currently 24 court reports 

per month. These are not mandated. It currently takes 40 minutes to 

complete each form which equates to 960 minutes or 16 hours per 

month. The process was being eliminated since it is not needed or 

required. Time savings of 16 hours per month. (Salary savings would total 

$307.68 per month) * 

• Medicaid Form after Custody is Taken- There are currently 24 per 

month and they each take 2 hours to complete. Streamlining process has 

reduced to 30 minutes per form. A time savings of 90 minutes per form 

or 2160 minutes or 36 hours per month. (Salary savings would total 

$692.28 per month) * 

• Social Work Form- There are currently 10 forms per month that need to 

be completed and it takes about 15 minutes each totaling 150 minutes 

per month. After streamlining the form and putting it in central location it 

now takes 2 minutes to complete the form, leaving a time savings of 130 

minutes or 2 hours and 10 minutes per month. (Salary savings would total 

$41.54 per month) * 

• Medicaid Equal Distribution of Cases- The uneven distribution of 

caseloads has lead to overdue Medicaid cases, poor accuracy, clients not 

receiving benefits. On average there were 10 overdue cases. Through 

equal distribution the cases per worker typically decreased and over half 

as many were not becoming overdue. Timeliness increased and clients 

had access to benefits.  

• Food and Nutrition Services Equal Distribution- There are currently 



12,519 active FNS cases in New Hanover County. These cases are not 

evenly distributed to all workers. Food and Nutrition cases typically take 

about 20 minutes to complete. Since the cases aren’t distributed evenly 

some of these cases end up overdue. With this method only 96% were 

done timely. Evenly distributed cases led to having cases completed 98%, 

an of the time and increase of 2%. This equates to 251 more cases being 

processed timely so clients can have access to benefits. Additionally, 

having equal cases will help decrease the amount of time it takes to 

complete a case by 5 minutes. A timesaving of 5216 minutes per month 

or 86 hours per month. (Salary savings would total $1,653.78 per month) 

* 

• Family and Children’s Medicaid Application Packet- There are required 

forms needed for an application that was not always getting completed. 

Only 33% of the time the correct form was done. It usually takes about 10 

minutes to complete all of these forms. The forms were scattered in 

different locations. Creating a centralized packet led to a decrease in the 

time it took to complete these forms by half. The packet formation has 

increased the required form being completed to 100% of the time. On 

average there are 81 applications for Family and Children’s Medicaid each 

month. A timesaving of 405 minutes or 6.75 hours per month. (Salary 

savings would total $129.80 per month) * 

• Passing of Family Planning Applications- Several handoffs are made in 

the process and there is no even distribution. There are 20 applications 

per month and they are not always assigned immediately. It could take up 

to 48 hours for the application to reach the worker. With streamlining the 

process, the applications are received are all evenly distributed amongst 

the workers. This has led to immediate assignment and trimmed 1-47 

hours per application before it is processed. A time saving of between 20- 

940 hours per month. (Salary savings would total $384.60-$18,076.20 

per month) * 

• Requests for Queries- There are 36 requests for reports annually. It 

takes between 3-6 hours per query per month, totaling 9-18 hours per 

month. With the request form, the time it takes to process the queries can 

decrease by 20% or 36 minutes to 72 minutes per query. Each month the 

time savings would be 108 minutes to 216 minutes. (Salary savings would 

total $34.61-$69.23 per month) * 

• Data Asset Management- There is no tracking for inventory of 



equipment. To date there have been 15 scanner and 8 signature pads that 

have gone missing. This is an estimated cost to the county of around 

$40,000. With inventory management in place there would be 

accountability and equipment would be tracked. This process will save at 

least $40,000 annually based on previous numbers of missing 

equipment.  

• Supply Requisitions- Having a user-friendly electronic requisition form 

has increased staff’s access to the supplies they need to continue 

working. 40% of the time the staff is without the supply they need due to 

inefficient requests in place. With the electronic request and standard 

work in place, the staff have it immediately. This has saved between 2-5 

days per request for supplies as they are filled in a timely manner. For 50 

requests per month this has saved between 100-500 collective days 

where staff is not waiting on supplies.  

• Email Reduction- On average there are 57 emails that come to our 

inbox per day. Of these 57, only 31, or 54% are relevant to the job. It 

takes on average about 2 minutes per unneeded email. This totals 52 

minutes per day or 1040 minutes or 17.33 hours per month. By 

eliminating some unnecessary emails and unsubscribing from getting 

duplicate emails we would save all this time each month. (Salary savings 

would total $333.26 per month) * 

 

The project exceeded our expectations! We have established our 2018 

training schedule to support the sustainability of the practices. The 

biggest obstacle has been buy-in and fear of the unknown however, we 

have been able to make strides in these areas by utilizing newsletters, 

brown bag lunches and process improvement ambassadors. 

 


