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How Lean Six is Helping the Municipal Courts Department to Improve Collections
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How can we improve our recovery rate on receivables even prior to delinquency?
Mission/Problem Statement: Mission/Problem Statement: 

Target/Objective: Target/Objective: 

Proposal/Recommendation: Proposal/Recommendation: 

MCD defers upwards of $10M a year

JudgesJudges

$5M are turned over to collections

CollectorsCollectors

- Reduction in the lengths of plan periods
- Longer credit-like application

- An “interview” with a Compliance Officer

- Pre-Collections Calls

Deferred Payment Best Practices

(Initial Payment & Bi-weekly installments)

Citizens pay $5M according to terms 

Piloted in 2 court-rooms across 
three months in early FY12.

Annual Compliance Rate (FY12): 

47.7%
Compliance Rate during Pilot 

60.5%

30-120 days

Court-Wide Deployment of a Compliance Program

ComplianceCompliance



Despite the success of the pilot, interest in deploying the program court wide was mixed.
ROOT-CAUSE ANALYSIS:  THE FIVE WHY’SROOT-CAUSE ANALYSIS:  THE FIVE WHY’S

Reluctance to invest in 
needed Technology

Limited IT resources to 
evaluate Collections 
Module functionality

in Courtview

TECHNOLOGY

Migration from 
Courtview sheduled for 

for Summer 2014

Deployment of cSmart

Use of the Collections 
component was not 

anticipated at 
procurement.

Cases were tracked 
and reported 

manually by agent

Pilot performance 
reporting was 

difficult.

REPORTING

Collections module in 
case-management 
application was not 

functional.
Application could not 
handle COH volume

2. Why?

1. Why?

3. Why?

RESISTANCE

4. Why?

5. Why?

Reluctance to 
add/reassign staff

Departmental 
budgetary constraints

Concerns about the 
scalability of the 

compliance program

STAFFING

Declining MCD 
Revenue Contributions

Reduction in 
Citations written



Despite the success of the pilot, interest in deploying the program court wide was mixed.
VOICE OF THE CUSTOMER: AFFINITY DIAGRAM VOICE OF THE CUSTOMER: AFFINITY DIAGRAM 

Judicial  Apprehension

Concern for compassion 
towards the indigent.

Apprehension about 
negotiating payments 

with Defendants

Separation between 
Justice and Business

PHILOSOPHY

• Interviews with a Focus Groups (Executive leadership who are Judges)
• Gemba Walks (Sitting in on court sessions)
• Conversations with Judges who had participated in the pilot

Perceived loss of 
Judicial discretion

Program imposed 
w/o Judicial buy-In

JUDICIAL AUTHORITY

Little buy-in on pilot

Customer-service 
impact because of 
longer wait times.

Public/Media 
reaction the 

Compliance program

PUBLIC RELATIONS

Defense Attorney 
Push-back



Redevelopment of the program based on concerns and audience-specific Communication Plans 

VOICE OF THE CUSTOMER: BETTER COMMUNICATION PLANSVOICE OF THE CUSTOMER: BETTER COMMUNICATION PLANS

Defense AttorneysJudges

Communication Plan

08/04 Executive  Leadership 
(ROI-focused)

08/06 Court Ops (Efficiency-focused)

10/1 Public Service Announcement
10/5,12 Judicial (Compliance-focused)

10/11 Defense Bar (Service-oriented)   



A process mapping exercise aimed at improving performance reporting within the 
call-center gave us insight on how to improve reporting for the Compliance Team.

PROCESS MAPPING (REPORTING IN THE CALL CENTER)PROCESS MAPPING (REPORTING IN THE CALL CENTER)

CSR goes 
home

CSR-2 data-
entered results 
from individual 

hard-copies into a 
EOD template for 

the center

Once a week 
Supervisor used 
hard-copy to 

enter results into 
an EOM template

CSR-2 printed 
EOD summary 
and cleared 

template

25% of data elements reported 
on were superfluous/obselete

25% of data elements reported 
on were superfluous/obselete

Supervisor 
printed monthly 

report then 
cleared out 

template

Supervisor 
entered  results 
from EOM hard-

copies into a EOY 
report

Manual data-entry at all 
levels resulted in errors.

Manual data-entry at all 
levels resulted in errors.

CSR’s input 
data into one 
standardized 
spreadsheet

Data flows from Agent EOD to 
center EOD, EOM, EOY Reports 
and provides accurate, real-time 
visibility into productivity from the 
1st-line supervisor to the Director.

Data flows from Agent EOD to 
center EOD, EOM, EOY Reports 
and provides accurate, real-time 
visibility into productivity from the 
1st-line supervisor to the Director.

Reporting (Before) Reporting (Today)

CSR’s input 
data into a 

Word document 
transaction log

5+ different versions of 
the transaction log 
were in circulation.

5+ different versions of 
the transaction log 
were in circulation.

CSR tallied 
results and filled 

in a summary 
template.

Agents used adding 
machines to 

complete summaries.

Agents used adding 
machines to 

complete summaries.

CSR printed 
transaction log 
and summary 
template then  

cleared content 
for next day.

EOD process took 
30 min per CSR.

EOD process took 
30 min per CSR.



The tracking process created for the call-center improved reporting for the Compliance Program
PROCESS MAPPING (REPORTING FOR THE COMPLIANCE PROGRAM)PROCESS MAPPING (REPORTING FOR THE COMPLIANCE PROGRAM)

Reporting: Mistake Proofing

• Replacement: Replaced manual data-entry with links and formulas
• Elimination:  no data-entry beyond the agent performance tracking
• Prevention:  Protected fields on report avoided deletions/modifications
• Facilitation:  Color-coded data entry fields vs protected fields



A value-streaming exercise in the Mail Division helped to provide more FTE for Compliance Team

TIME STUDY (IN THE MAIL DIVISION)TIME STUDY (IN THE MAIL DIVISION)



A value-streaming exercise in the Mail Division helped to provide more FTE for Compliance Team
TIME STUDY (IN THE MAIL DIVISION)TIME STUDY (IN THE MAIL DIVISION)

Standardized 
Processing Time Historical Mail Volumes 

x =

Staffing Needs

The Mail Team had been staffed with 11 FTE Prior to September 2013.  
Prior to February 2011 there were 14 full-time employees in the section.



A New Compliance Team Courtesy of Lean Six SigmaA New Compliance Team Courtesy of Lean Six Sigma

3 FTE recovered from 
Mail Team (Stand. of Work)

2 FTE provide through a SBR

1 FTE provided by the Public Service Counter

7 FTE available for the Compliance Team

1 FTE recovered from the call-center 



DATA: RESULTS SINCE RE-DEPLOYMENT 

47.8% 
COMPLIANCE

RATE (FY13)

%
COMPLIANCE

RATE 
(NOV FY13)

EVERY 10% INCREASE IN MCD’S ANNUAL COMP. RATE IS EQUIVALENT TO $1M

53.1%

RATE 
(NOV FY14)

NOV FY14 Comp. Rate is a preliminary score based on performance tracking. Crystal Report not available until JAN.  
NOV results includes satellite courts.  (Note: Results without satellites yield a 55.7% Compliance Rate.)



DATA: SINCE THE DEPLOYMENT OF THE COMPLIANCE TEAM

$51.63 
AVERAGE DOWN 

PAYMENT

24.1%
PERCENT DOWN 

PAYMENT



Interested in adding strategic steps to the process to improve 
performance (i.e. text notifications, id-scan).

IMPROVEMENTSIMPROVEMENTS

Researching Debt Collections Management Applications. 
Spreadsheets and adhoc reports produced by IT are not long-term solutions.

Met with Executive Team on Nov 11 & Judges on Nov 13

Seeking opportunities to share quarterly results with MCD 
Executive team as well as create a forum to receive regular 
Judicial feedback. 

Adding Traffic-Flow Software (Qmatic):  To begin developing 
statistics that will eventually be used to build more dynamic 
staffing models.

Hoping to extend new Standing Order to include call-
center collectors.



Planning to “6S” the Compliance Area

Use observations to determine best-practices for negotiating 
down-payments and pre-collection efforts.

CONTROLS: FOLLOW-UP PLANSCONTROLS: FOLLOW-UP PLANS

Interested in doing the Process Flow exercise in January to 
identify opportunities to further improve processes .

Moved Mail Unit to Walker to improve efficiencies.

HEAR Goals: Evaluating performance to establish key 
performance metrics (i.e. average contact time, 
down payment %, agent compliance rate, etc). 

Will monitor the volume of cases received by the call-center.   
(Potential to shift staff from Collections to Compliance.)



Questions & Answers


