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Project Background and Purpose

St?fll gl&it]g,‘.t.t“‘am'iﬂia';i‘t W THE CITY BEAUTIFUL it e
] Vi Cl oher . . " Smart Apps & Enterprise Systems
digital*it 5SEY A World Class City with a Hometown Feel TEAM:
4 . . . N\ Raimundo Rodulfo, P.E., MSEM, PMP, CSSBB — Director, Information Technology (Project Lead)
P i t B k d d P l.T. Cost Efficiencies cr=E l.T. Innovation & DATA & Bl f PUBLIC SAFETY Nelson Gonzalez, CISSP, CSSGB - Assistant IT Director
rOJeC acC groun an Urpose Team development Mark Hebert — IT Customer Support & GIS Manager
5 ‘ Lemay Ramos, CSSGB — IT Applications Manager

Gisela Rodriguez — IT Network Manager
Ayanes Apolinar, CSSGB — IT Systems Manager
Rayza Collazo, CSSGB — IT Customer Support & GIS Analyst

Project background

B

* Technical Assistance provided 9 y : : : EdUC&ﬂbﬂ /
— Intranet for employees and city website for the public. { rinance and Growth

— Phone number published for Technical Issues

* Approximately 8800 calls per year come into the IT Help Desk, and 6000 tickets are created annually |
* Active project portfolio (~12 big enterprise projects, 30+ medium enterprise projects) Strategy

» Operations plan (citywide L.T. services)

Internal Customer

Project initiated in 2016 . .
processes relationship s

* To address the time to effectively resolve issues which came through tickets and phone calls

Elections D:

* FY 15 averages: Time to resolve incident tickets - 10 days 15% backlog I.T. Processes, I.T. Customer
. Otpportunities for improving balanced scorecards of customer satisfaction, cost efficiencies, operations Productivity, Satisfaction
efficiencies, and challenge the process with best practices, standardization and innovation. Efficiency
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Project Goals and benefits
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* Reduce ticket resolution time from the historical average of 6.5-10 days to less than 11 hours " e ” ) 4 : "V RECY
- CORAL GABLES : - ‘

= Improve response time by 3 hours (ticket created to work started) B ON THE GO!

* Reduce bad calls by 40%

* Reduce the amount of calls routed voice mail from 20 per week to less than 5 per week

* Reduce ticket backlog from 15% to less than 5%

* Eliminate all calls from city officials relaying complaints from citizens due to poor customer service

* Increase mobhile app compatibility

CONTINUAL * Increase mobile app responsiveness and ease of use Step T o e
SERVICE IMPROVEMENT, ) ) ] ) ) ) Into EXPANDED |
* Reduce browse time by at least 25 seconds (from opening the app to locating desired information) Solar! @ POLYSTYRENE L% "

* Eradicate unresponsive occurrences (system aborts, user giving up on app)

* |T. cost savings between 5% and 10%

* IT improved performance metrics with 99.9+% uptime
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L-R: Lemay Ramos, Gisela Rodriguez, Rayza Collazo, Raimundo Rodulfo, Nelson Gonzalez, Mark Hebert, Ayanes Apolinar

Project Framework v

Project Framework/Charter

hﬁ?ﬁ\iz‘:;ﬁ‘:;\;nst Times Improvement Project is mtended to improve several deficiencies identified in the call center area and in the City's mobile ap|
. (Once completed the project will improve citizen and customer services by reducing trouble tickets resolution times, improve initial customer contact, P 3 t S h d | 2 R i S k M a n age m e nt
roject >cnedadulin
Scope Statement sromcr e : J g
The project used a typical DMAIC process: Define, Measure, Analyze, Improve, and Control combined into a single phase
o £s L ASSUMPTIONS EXPECTATIONS PROJECT SCOPE : e » - e . T Mltl gation Stra tegy
n ope ut of Sco imitations Ve wil e tove services ulilizing the avaifable st | inScope | Outof Scopefiimitations | 1 April July October January Ap Jul Octaber January Apri
L pel ;f&rf::s?iu‘;?nppmre by :e:ned:'almg’pxbm ;\':eltlr:ﬁmmg Gop analysis Process  Assess scuNdeuftheullm:r P ro J eCt State me nt m— Poor stakeholder participation *  Periodic meetings were held to keep stakeholders engaged
Gap analysis Process Assess systems outside of the call center '+ Witing poiels;poocediia; s Wil St vl Fedia et Focs Imoienient | AR otes ontke of e pR e *  Stakeholders were encouraged to provide input in the assessment
z ?m:ll:;hmmoblle app using a bemer programing approach will Folcy #naon Ravtiop Pl e ol e ppf ety Strategic Design and phases
Process Improvement Assess Process outside of the call center improve most defficiencies N S —— As a result of a comprehensive process improvement project in the IT Department, the City of Coral Gables, Florida is seeing it * Al proposed solutions were shared with stakeholders to keep them
Process significant improvements in costs and quality of technology services for residents. The IT Department Productivity and Response Date Gathering and engaged in the project
i i Burchase a different soluti 5 . .. . . Measurements & . . .
Poli 450pP Houd] fici i of e ol cant BUDGET (Financial andlor Resource C . e Times Improvement Project is intended to achieve excellent customer services and meet world-class benchmarks of balanced Zee"";'r‘:'n;’:r:’t’,‘;“;i’;e?Se‘:;'ii’sn“:?:it’;";it‘:\:;ef]:?n‘:;‘r’m AT TGS
ollcy a0 EXCIORIRGICIESDMISIACIORINE Call CEALET e — [":::"‘"”_’ﬁ" e scorecards in performance, financial efficiencies, customer satisfaction, change, improvements and smart city innovation. We have G B s £
L raining re training outside of the call center . = . . . . . a . .
Development technicians and 1 supervisor e D gy e eioh ity s SRR brocasses identified several issues associated with IT long response times, customer complaints, lack of standardization and systematic — ;
=L ; : ; 4 - ; ; ) X O
Mobile App assessment  Evaluate other mobile app solution :‘;"lem B processes gnd pro_cedures inIT operations, systems downtime, |n_suff|C|_ent Fiata analysis and bu5|ne§s |nte|||gen_ce of IT performance Training Resistance to adopting new processes +  Policies, SOPs, were written to support the goals of the project
NP—— Conrel ehinges and financial metrics, and other related issues. The purpose of this project is to close those gaps by implementing comprehensive P «  Trainings were hosted to introduce staff to the new processes
— — ——— analysis and action plans aimed to reduced IT costs (9%), reduce response times (from days to hours), eliminate backlog of service Operations | | ) | +  Staff members were included in all stages of the project to show them
Mobile App Redesign Purchase a different solution P s tickets, eliminate response issues within the city mobile app, increase customer satisfaction to 4.9/5, increase efficiencies and (B the benefits of the proposed changes and get their buy-in and
. . sy productivity in operations and projects, reduce downtime of IT systems and services, standardize operations, create strategic plans to and Optimization commitment.
Testing Choosing a test bed larger than 30 Sy implement and sustain the improvements achieved through this project, and foster an organizational culture of continuous e P New interface acceptance *  Obtained management’s buying since the beginning
incidents/users O s improvement and innovation throughout the project phases. *  Members of upper management were included in the assessment
— — - P T Operations phases and their input was strongly considered when developing the
Training Prepare training outside of the call center e . ‘ : ImprcyemEnt: new interface and processes
i — Results Reporting OF li t: de that directly impact the stakehold
New Design and Process Deploy any other software or processes e : dee\;zﬁr::;rs\;:?: 2:;:;:2;:;2 p;iti::;gn':::a RESLE RS
Deployment s f— Mobile Application Redesign|
T Oparaions. and Improvement
Improvement and Make non approved or unplanned PR
Control changes M
. = t e ¥ G PN I P . B t P _m t T R . i
roject Stakeholders and the Project Team
Team Preparation
CITY OF CORAL GABLES, FLORIDA
KSR crae * Members of the team were sent to formal process
[ 1 . 5 . . ‘ =
me—— p— I improvement training at Florida International University, and
: W e gl e Project team selection btained six si ificati
Project team J obtained six sigma certitications.
T ]
Raimundo Rodulfo, P.E., MSEM, PMP, CSSBB — Director, Information Technology (Team Leader) : CITY COMMISSION : Productivity & Response Times Improvement Project STAKEHOLDER REGISTER ° . .
Nelson Gonzalez, CISSP, CSSGB - Assistant IT Director 3 ¢ ;.:::: — ‘Il'.i;lBim: :J&:il]:a : grojecii:m:ion Rc:les am;Respot.Lsibﬂities t M em be rs of t he tea m were a ISO pa rt Of da CIty'WIde P rocess
A Lo 2 or ackBelt eam Leader Versee Frocess improvemen OCess -
Mark Hebert — T Customer Support & GIS Manager foperin rocssmrrerens Y — Improvement Performance Excellence (PIPE) effort, a Baldrige
Lemay Ramos, CSSGB — IT Applications Manager i Expecicnced ysing prolecrools : i Allocate resources G Wl . .
Gissla Rodriguez — IT Network Manager Nae T Sl Project Foncion Rols o Responsbites Award Journey initiative, an I.T. Strategic Plan, and a City
Ayanes Apolinar, CSSGB — IT Systems Manager T T T e P e e s e g ic M P h I d th : Team Routines
’ 3miliar with procass improvemant approve sirategies
Rayza Collazo, CSSGB — IT Customer Support & GIS Analyst Esmiliar with project tools | Allocate resources trategl c an age ment an that allowed them to p utin
Name Title Skills Project Function Roles and Responsibilities & [
‘ T o Tomer STpporT OIS Vagee D practice what they learned at the formal training.
[ Mark Hebert Green Beit Team member strategies . .
e == R —— Pl pros . . . . * Meetings were held at the I.T. conference room in our
Stakeholders s i n - e e N— D * The IT Department initiated also internal kaizen blitz events to . )
; - - Lo tn LT : P : : : HQ. The team leader used these meetings to review
City Manager I v o Z e e _. improve specific issues, which started fostering a team dynamic _ )
Assistant City Manager _ —— TR— — e proet oy ¥ s pited Gl documentation, progress, status, scheduling, resource
Directors (Finance, Communications, HR, All City Departments) | | | | | Name Title Skills Project Function Roles and Responsibilities q y 3 = .
Customers (Employees, Citizens, Smart City Ecosystem) Gisela Rodriguez _ IT Network Manager S T miile s | allocatio n, an d ad just strategies as n eeded.
Has intimate knowledge of the problems Plan project i
familiar with process improvement Manage resources - . .
i e e o B0 Sels o Foncion Roles 26 Responsolies * All documentation was kept in the network’s Project
I B [ Ayanes Apolinar  IT Systems Manager Green Belt Team member strategies
— e repository which was available to all team members at all
PARKING PUBLIC AFFAIRS HUMAN RESOURCES. Name Title Skills Project Function Roles and Responsibilitie: t‘
| | | Rayza Collazo IT Customer Support & GIS Analyst Green Belt Team member strategies I m es
Has intimate knowledze of the problems Plan project execution
| | familiar with process improvement Manage resources = =
— o ] o * Process and quality metrics and benchmarks were
B | INTERNAL AUDIT IME';:SVD:;SESNT i . . |
routinely reviewed and analyzed, becoming actionable
o — information for the team members.
& CULTURAL ARTS

H- Call answered but issues not resolved in timely manner.
H- Call intended for different department;

- Waice mail returned tao | ate - (additional study of 3 weeks” worth of calls)

L- Missed calls —went to woice mail or hung up without talking to technician,

L- Woice mail not returned

Voice mails Returned
not returned calls too late

MeiS:ige not checked Y Message received after hours Can’t ﬂnd_feamres ina Actions
Calls returned too late \Z ————— Mobile App
DEFINE MEASURE ANALVZE IMPROVE CONTROL \ A Messages not checked often enough = =
to be of help to Q= X 3 Y — : 2 Redesign main menu
5 Why Approach ' Verbal 1\ o g _
. . understandine ‘)‘%%
. L
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o °

Tools output at different stages of the Project

Brainstorrningin order to fully undersandSurveys: feedback & i Suces Drafsto i il revised and improved  Control Forms andT erpltes validation customer
the Scope Bullet poimt of identified feedbad:: corrections and adjustments checks
problems and potential causes

¢ Eliminate submenu
options with all features
in main menu

Perfarrmance and Compliance Audits: - Z
findings and recommendations S 'y
\ o

Why? ‘ Feature is not visible

Benchmarktemplates: com parison of as-

. \ %
B = \ < % £ L i
) ) is with desired benchmarks Techs OI'lly checkmg for x \ . Numerous voice Feature is hidden in another Make labels clear and
Prablerm Definitior: & clear problem Benchmarking comparison Cause and Effect Diagram; Alist of $0Ps, Standards and B est Practices a \ “Can't find features” £ _r___————______'
statement desired causes, sub-causes, and 0 s messages once per day 4 mail issues in “eartt openextermal featurel® Why? menu tab/sub-menu option, shorter

thresholds, and vrorld-cass goals ramifications practices and procedures. Gap analysis

::;it:;;\;iﬂ\ltlindinzsand(umplian(e i / response center “Features Zre{dlfﬁcl:{\ttciluﬂse . & or label is confusing Redesign button
SIPOC: docum entation of process, Pareto: A Chart measuring and 5 Why's: ¢ ionships  Analysisof historical d smentBianniua Budget control termplanes 7 Lines busy Features don'twork well o conﬁguration
interactions, & foritzi i catses and root cause. Cause analysisand  Of skill sets time/locations reallocation of financial reports and project completion i 3 74 \ — 4 .
e Techs did not think \ \ 1 ; Buttons too big, too much

better meet projected needs they needed to check sou“'e Why? empty space, requires menu

S
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Stakehalder Analysisto prioridze Statistics dashboardsand reports (network
stakeholders Managemert Systems, Custormer

e
L CopP gy ‘-%32 Inadequate Controls Establish appropriate
B e e Supervisors did not B \ %
\%

distribution/organization controls

Ti cketing Systerm, Call Accourting Systerm,

ERP:knowiledge, awareness, visualization esta bl | S h g reater

and information, decision-making

, = Cause and Effect
expectation for techs \ % \ % Diagram 5 Why Analysis

B
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Improve mobile app platform
technology

Design constraints and
Mobile Platform limitations

Stakeholder Prioritization 4pp designTools new design

Balanced Smrecards awareness

Supervisors thought
once per day was the High # of calls to voice mail
company policy

No written company
policy or procedure

Customer Service Problems to Action table

Improvement in App metrics: Response to the improved app by a focus group has been very favorable and several

Calls to wrong department Customer bhills did not show phone number Bills modified to include phone numbers for both billing questions and other metrics showed significant improvement.
forthe Billing Department questions.

“Miscellaneous call ,_ Voice mail problems in response center e 30% time improvement in locating desired information
— No further action required‘,f' Too many calls to Voice mail Messages Caller issues * 1005 eBnilrtion of uniesponslve ooclrmence (Systern aborts; user ghving i iy Bpp]
y “Good” calls voice mail message not returned too late ) X . i .
[ returned — not effective =L R A R R B [ERR T Incomplete  information  provided for  Expand standard operating procedures to include information for more types of Figure 6 depicts the main page of the Coral Gables App before and after improvements. The app is currently
: — Ticket generated for supervision operatorsto handle calls issues. Improvements in IT Balanced Scorecards Metrics | VOICE OF THE CUSTOMER AND undergoing design improvelments and approval by Apple for release.
. . Calls for wrong No call back Calls received after Cannot understand
resolution of IT issue deparament OPET higurs CUBtOmEY « Increased overall productivity by 12.4% (IT Support) and 10.8% (IT Projects) LUSTOMER SERVICE IMPROYFME..N.TS e M———
T Tr—— T —— perm— . . X scoracard for Incidents and Service Requests — . ",: - sz s ‘k ABLES w{%
“Bad” calls S checked hours calls information TG T TR GRS Only required to check voice mail once a  SOP change — must check voice mail 3x per day - 10 days (FY]'S) t0 6.5 days (FYIB) to 11 hours (FYJ“? to date) for incident resolution s . e tamaere poioi
. <@ Lack of technicians ineffective messages day " ) - . > i o . 20 & Q EE] =g
— not meant for IT resolution to answer Lack of techs to No call back » Reduced response time average 3 hours per ticket. 40% reduction of “bad calls - o me =
return calls Message not number . ) B TBE=1 ¢ =y S
— transfer to other department Techs too long on : checked in timely e ————— Lack of oversight Task audits now performed on defined intervals per SOPs « Customers to voice mail from 20/week >>>> 1 per week. From 15% to 0% backlog -~ - " ==
calls waiting for Techsnat "ﬁ'”ed manner : ; I A—
escalation to return calls on 5 . : : 3 2 20.un 3Au [
Significant issues e e Standardized operations, project management and recurring maintenance plans N R =
return calls - " . . . " : : " . o/ h I t3 b i " S .
- a o n o No policy/ SOP on e UNETE G S AP TS TR L Lack of systematic planning for customer Analysis of historical data and realignment of skill sets/time/locations to better ] REdUCEd LT annual costs 9% in the las years R N—_— AS-IS: EEOEES TO-BE:
- LaCk Of tlmellness In reSOIUtlon Of Issues returning calls No policy/ SOP on resolution needs meet projected needs x P a . = 5 it
Ti t deall ith call L iher d 5 t returning calls « Increased uptime 0.6% up in network & telecommunications services, 0.4% up in
. Ime spen ealing wi calls meant 1or other aepartments Lack of supervision [ : i -
p g p to make sure calls High number of voice messages. Operatorunavailable—on othercalls Short term — adjustment of [T staff availability to handle Help Desk call SySteme and 0.3% upin GIS and customer SUppOFt systems and appllcatlons FINANCIAL AND BUSINESS EFF]CIENCY IMPROVEMENTS
. . B returned i i i . . . S ¢ i 2018 (Approved)
« Calls going to voice mail l\:‘irll;ltt);w.be:\"fszreother improvements made, further evaluation of manning . Reduced network latency, increased performance and capacity for IT services 11l S— FY 2017 (Actual) Fy 2018
- ol it Metries
- - - - - Gov't—State & i ¥ IT.
M easure: SU rvey resu |tS « Reduced frequency and duration of service-affecting incidents and events. S Rl A e ol | Do | corTRa | Depmen | com e
& ompare ompared to
' DATA ANALYTICS AND BUSINESS INTELLIGENCE APPROACH TO PROCESS IMPROVEMENT PROJECTS . . S— . - Range: <$250Min | City of Coral | the Industry | City of Coral | the Industry
EIANDARDIZATION + Improved L.T. quality of services, reliability and availability w i Th e Gl S | pormat
Time required - = B = . . i X . ]}fs%;mna] Eggmlsc".i. 6.5% 34% 52.1% 33% 502%
The ori - — : + Improved I.T. operations efficiency | 4.9/5 average customer satisfaction ratings s ] Il e I v [
TT Employees as 2 Percent
_e PEIRGEEEE aSSOC.Ia = Report an issue on the CRM (e.g.: a pothole on the street — auto-login, select category, takefupload [REERUEIITI « No calls from citv officials relaving complaints from citizens ¢ TWesk | 2weers | dWeers | Aveers e wees o Tetel Foployess % 4% 2 1% 2 it
with the app usage was time to photo, gather GPS location, enter comments...) =40 : Y ying P e P = =
perform required functions. = sl B ] 5 AN P
L ke T TTNECAS i1 Tl 5
This table shows times for Ask the City a question or contact the City 30-55 sec e § nchalllt ermireaccen s . -
functions most commonly used in e o evimta | 'orpersien Eepese | 17 Soctinpr Enposce | af ot Emploees
Find available parking 30 sec to NfA* = - Wl ] o M g")“‘“m”“‘“? "
. : . b = z ompaced to Industry a2a% 47.6% 13.4%
the app during testing with users. - : = Benchmane
Pay for parking 45 sec to NfA* = ;‘: .
Users felt that theses time delays e T - . e The CGIT FY 2018 projected expense and employee ratios are 2% and 5% better than the
. . Z 3 ars Ti I tTi ok - = 40 to N/A __ o v e B P s ot S ! € ! ;i :
were indicative of significant SR —— o |n \ ones for FY 2017, and Citywide IT costs were reduced 6% in 2016 and 3% in 2017. This
problems with the app. e e T e i T r—— G m! !T‘\ | — shows a cost reduction trend associated with the results of these lean six sigma projects.

Visit the City of Coral Gables website: like us: Facebook.com/cityofcoralgables
www.CoralGables.com follow us on Twitter: @CityCoralGables

More information: visit www.coralgables.com/IT and www.coralgables.com/SmartCity

Coral Gables City Hall + 405 Biltmore Way, Coral Gables FL 33134 - 305-446-6800
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