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Abstract

The problems facing a small and growing business are often self-inflicted.  Lack of attention paid to facility planning and work flow design, as the company grows, is common. Baystate Benefit Services is such a company.  Baystate began in 1993 as a two person operation and has grown to become one of the regions largest insurance brokerages.

As they became more successful, and the business grew, Baystate needed to add to their work force to accommodate the increase in business.  The expansion happened in a piecemeal way, with no regard to work flow and location of resources.  This project focuses on identifying the underlying causes of inefficiency; which, as seen by the company, are a lack of space for storage as well as necessary resources not being located near the primary user.

Systematic Layout Planning, shown below, is employed to identify the work/information flow through the office. Using this information, design alternatives were created and a final design decided upon that will increase the productivity of the office in terms of claims processed by fifty percent.
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The Need for Project

	Baystate Benefits Services’ rapid expansion resulted in an unplanned placement of new employees, resources and storage practices.

	In 1993, Baystate Benefits Services started as a two person operation which has grown to become one of the regions largest insurance brokerages.  A side effect of their speedy success was the expansion of their company in a piecemeal manner, with no regard to functional work flow or resource location.  Employees performing the same functions were not located near each other.   Resources required by staff members are also not located within reasonable proximity; forcing employees to spend time unnecessarily traveling.

This additional traveling detracts from time to process claims.  Another problem stemming from rapid expansion is lack of storage.  Baystate Benefits Services is required to store documents in compliance with the Health Insurance Portability and Accountability Act.  Lack of proper storage at the current facility resulted in rows of boxes of documents being stored in hallways and in any spare spaces available.


The Design Project Objectives and Requirements

	Our main objectives are to improve work flow, designate departmental functions and address ongoing storage issues.
	Design Objectives
Our design objectives are: to characterize operating processes; to improve the flow of work and information flow through the office by designating departments, allocating proper resources, and addressing storage issues. 

Design Requirements

Design requirements for this project are: to group staff members who perform similar functions; locate necessary resources near appropriate users; address storage concerns, both on site and off site. Resolving these issues should increase the current claims processing rate of the office from approximately 5 per hour to a target of 7.5 per hour.


Design Concepts considered

	Three initial designs were developed using various assumptions and brought them to the company for input.
	Three initial designs were created based upon employee interviews, an activity relationship diagram, and input from the office manager.  All designs created three functional departments.  They have been titled: 1) Flexible Spending Accounts (FSA); 2) Consolidated Omnibus Budget Reconciliation Act (COBRA) processing – which provides health coverage continuation; 3) Broker Support.

The first design creates the FSA section in the first large office with four employees. The COBRA section is located in the rear small office with two employees, with Broker Support across the hall, and the server and Broker room has been changed into a dedicated resource area with the fax machine.
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Figure 1 - Design 1

The second design placed the COBRA department in the front main office and moves the FSA department downstairs. In the small office in the rear, on site file storage has been located for records from the past calendar year.
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Figure 2 – Design 2

The third design brings the FSA section back upstairs in the same location as design one and moves COBRA back to the rear office across from broker support.  The account manager has been kept in his own office in case the assumption that he did not require his own office was wrong.  The file storage remains in the downstairs office for all records from the past year.
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Figure 3 – Design 3

In all designs, records that are older than one year that must be kept by the company due to federal regulations have been moved to an off site storage facility.  This creates additional available space for the expansion of further employees and resources.


Recommended Design Concept

	The final design took the best features from the initial three and incorporated company feedback. The end result improves work flow and increases productivity.
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Figure 4 - Final Design Concept

Design Description

The final design was created using quantitative and qualitative methods, combining different aspects of the three alternatives. The quantitative method involved ranking the three alternatives positive and negative aspects, as well as the relationships amongst employees and resources generated from the relationship diagram.  These designs were brought to the Office Manager for qualitative feedback on necessary changes and additional constraints. 

The optimal design creates the three functional groups within the office as well as maintaining on site storage downstairs for necessary files. It was necessary that the Account Manager had his own office along with the Broker and Office Manager.  The four FSA processing employees are moved in to the FSA section in the front office.  This places them closer to the fax machine and copier, both of which are key resources for these employees.  The two COBRA employees are moved in to the rear office putting them together. Their distance from the fax machine and copier is acceptable because these are not key resources for these employees.  The COBRA files are located in the office with the employees, removing the need to travel into other offices to file/look up records.  This same concept was applied to the FSA files, which have been stored on the opposite side of the hallway.  The Broker Support employees are consolidated into one office so they can interact with one another and are more accessible to the Broker.



Financial Issues
	Financial issues at Baystate Benefits Services involve ordering of supplies and the cost of remotely hosting historical documents.
	One of the financial issues plaguing Bay State Benefits Services involves the storage of excess office supplies.  This issue stems from not knowing what supplies they currently have in storage, limited storage space available, as well as ordering in bulk to ‘save money’.  This over-ordering results in increased storage costs for supplies which they already possess. Baystate currently spends $1.08 per square foot of office space.

The other financial issue involves storage of claims documents after processing is complete.  Files must be maintained for up to 10 years due to federal regulations, but Baystate has run out of room to store the necessary files.  The cost of remote storage will be $150 per month for 150 square feet – or $1 per square foot.  Remote storage will be hosted by Public Storage located in Weymouth, MA.  Public Storage is 3 miles from the office and provided the best combination of proximity, cost and space saved.


Recommended Improvements
	In order to expand the business, resource utilizations would need to be addressed and increased where appropriate.  Moving to a paperless office would facilitate the addition of new employees.
	By moving the FSA department to the office adjacent to the fax machine it was determined, using an average walking pace of one meter per second, that approximately six trips per day at one and a half minutes per trip or nine minutes per day in non value added time would be saved. This equates to the ability to process one additional FSA claim each day or two-hundred forty claims per year.  Since the average client generates eighty-three claims per year, this would provide the capacity to handle three additional clients.

One way of adding more capacity would be to move to a paperless office thereby increasing available office space for the addition of new employees.  This is currently too expensive to be considered.  The ability to add new business, however, would more than cover the cost of implementing this new process.
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