
A SUCCESS STORY FROM AN INSURANCE CLAIMS CARRIER

Lean Six Sigma Coaching Improves Claims Processing

HIGH-LEVEL DELIVERABLES

A leading national insurance carrier 
engaged RLG International for a 
short pilot project to prove out the 
RLG tool set and coaching capability 
as a catalyst to drive performance 
improvements across their Claims 
Group teams: Intake Processing 
and First Notice of Loss. A third 
team, Triage, was listed as a stretch 
target if the RLG process moved fast 
enough.

Primary deliverables for each team 
were:

• Project charters

• Detailed as-is value stream map

• Structured problem-solving 
methodologies

• Measurable performance targets 
set

• Implementation plan and schedule 
for improvement project for each 
team

• A simple new Operating Rhythm™ 
developed and implemented

• High level “to-be” value stream 
map

• Sustainability tools  and plan for 
long lasting success

RLG’s scope also included optimizing 
organizational interfaces between 
other groups and support functions 
which impact Claims performance.

BY THE NUMBERS

• 6 half-day value stream mapping 
sessions in 8 weeks with RLG 
achieving “stretch” targets

• 300% improvement target set by 
the First Notice of Loss team for 
claim turn-time 

• 830% improvement target set 
by the Intake Processing team for 
document indexing cycle-time 

• 35 work days provided by RLG 
over our contract commitment

• 39 individual improvement 
opportunities captured by the 
teams

• 20 PITs (Performance Improve-
ment Teams) formed

• 10 boardwalks conducted by the 
three teams

LEAN / CONTINUOUS 
IMPROVEMENT

• 3 as-is value stream maps built

• 3 to-be value stream maps built

• 3 Ishikawa (Fishbone) cause-
effect diagrams constructed 
with 5-Why root cause analysis 
methodology

• 32 SMART actions formed and 
being tracked

 — 9 Just Do Its

 — 20 PITs 

 — 3 Kaizen events needed

LEADERSHIP COACHING FOR 
SUSTAINABILITY

• One-on-one coaching just 
beginning

• Frontline leaders being scored 
on readiness to lead and drive 
performance improvement 
process without RLG

VALUE STREAM MAPPING — 
A KEY PROCESS

Optimizing any process begins with a 
clear understanding of the “current 
state”. Using Lean Six Sigma value 
stream mapping, RLG helped teams 
understand, through both direct 
observations and data analysis, the 
major value-added and non-value-
added activities in their Workers 
Compensation Claims processing. 
Key measures for each step in the 
value stream included cycle time, 
backlog (queues), throughput, 
processing capacity, and process 
defects. 

With RLG facilitating, an “As Is” 
current-state value stream map is 
created and validated by the teams 
during the first of two 6-hour value 
stream mapping workshops. The 
teams conclude the first workshop 
by identifying major performance 
gaps and opportunities for improve-
ment. These improvements are value 
ranked by potential impact and ease 
or difficulty of implementation. 

RLG then facilitates the teams 
through a second workshop to 
conduct root cause analysis utilizing 
the Ishikawa (Fishbone) diagram and 
the 5-Why methodology. The teams 
gain a deeper understanding of the 
reasons for the current state before 
identifying future-state performance 
targets, key performance indicators, 
and creating a streamlined future 
state “To Be” value stream map. 
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The team concludes the second 
workshop by developing SMART-
based actions to close of the 
performance gaps identified in the 
first workshop and further explored 
during the root cause analysis. 
SMART actions are either Just-
Do-It (JDI) or Kaizen Performance 
Improvement Team (PIT) based 
on whether there is a need to 
create a cross-functional team. 
RLG facilitates the top optimization 
improvements once the Perfor-
mance Improvement Teams (PITs) 
are formed to improve the process.

RESULTS

Step Change in Customer 
Experience in 4 Months

Insurance claim document intake 
went from an average daily queue 
size of 2,400 documents waiting 
on them at 7 am to zero — nothing 
waiting in the morning but 100 or so 
overnight claims. For the first time 
ever this group was delivering best 
in class customer experience levels 
by “processing every claim in 24 
hours.” That is a differentiator.

Example of As-Is VSM Session

Fishbone diagram

Mapping session

Triage Value Stream Mapping (current state)
Opportunities — Brainstorming Results

The mapping session produces a 
ranked opportunity list and a fishbone 
diagram of root causes of the queues 
and wastes. 


