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NETWORK 2 VETERAN CUSTOMER SERVICE PROGRAM

1.  PURPOSE: This VA Healthcare Network policy outlines the elements of and provides the philosophy, expectations, requirements and accountability for the VISN's comprehensive Veteran Customer Service Program.  It includes Service Recovery as a new, unique and vital element of a comprehensive service program, and states VISN 2's commitment to being a patient-centered organization.  This policy also establishes the VISN 2 Customer Service Council, which serves as a catalyst for advancing patient-centered culture and the Network's comprehensive Veteran Customer Service Program.  NOTE: This VISN 2 policy builds on and integrates these and other VHA guidance, handbooks, and directives to create a VISN-wide approach to customer service.

2. POLICY: VISN 2’s patient-centered culture will be characterized by inclusion of patients and stakeholders in the design of VISN 2 processes and facilities.  Every VISN 2 staff member is expected to meet the Veterans Customer Service Program expectations, and to embody the concept of “owning the problem” that comes to them, using creativity and established support mechanisms to aid them in resolving complaints and problems. VISN 2 endorses a "complaint-seeking" culture by actively seeking patient/customer feedback and use of that feedback to improve performance. The VISN 2 Customer Service Council is established to facilitate the realization of the VISN 2 vision of a world class, patient-centered organization. 

3. RESPONSIBILITIES:  

a. VISN 2 Director: The VISN Director is responsible for ensuring that, by July 1, 2004, a consistent and comprehensive Veteran Customer Service Program is implemented in VISN 2 and at each facility.  The following key elements must be incorporated in the Veteran Customer Service Program and can be found in detail in Handbook 1003.1, Key Elements of VHA’s Veterans Customer Service Program at www.va.gov/publ/direc/health/handbook/1003-1hk.pdf
.(move to References section?)

· Leadership and infrastructure

· Communication

· Service Recovery

· Patient advocacy

· Information and analysis

· Staff focus

b. VISN 2 Medical Center Directors: Each Medical Center Director is responsible for ensuring that, by July 1, 2004, a consistent and comprehensive Veteran Customer Service Program is implemented at each facility and affiliated Community Based Outpatient Clinics.  The following key elements must be incorporated in the Veteran Customer Service Program and can be found in detail in Handbook 1003.1.

· Leadership and infrastructure

· Communication

· Service Recovery

· Patient advocacy

· Information and analysis

· Staff focus

c.  VISN 2 Network Care Line Directors: Function as active advocates for VISN 2's patient-centered culture and comprehensive Veteran Customer Service Program.
d.  VISN 2 Customer Service Council: Coach, facilitate, and support the organization's patient-centered culture and comprehensive Veteran Customer Service program.  Seeks out best practices. Facilitates the key elements:

· Leadership and infrastructure

· Communication

· Service Recovery

· Patient advocacy

· Information and analysis

e.  VISN 2 Human Resources Council: Supports the organization’s patient-centered culture by facilitating the hiring of staff with appropriate skill sets and focus. Provide guidance and the systems to retain such staff, and to support and recognize them in their work.

f.   VISN 2 Education Council:  Partners with the Customer Service Council to assure training and other educational opportunities in support of customer service and the organization’s patient-centered culture.

g.   VISN 2 Employees:  All VISN 2 Employees must meet Veteran Customer Service program expectations by providing excellent service, recovering from service failures, and improving organizational performance, whether working in direct patient care or in a support capacity.
4. PROCEDURES:  

a. VISN Director ensures that a comprehensive Customer Service program is integrated in VISN 2 Operations by which expectations are set, that Customer Service is included in the annual Strategic/Business plan and incorporates a reporting/feedback loop, a patient-centered philosophy and a spirit of innovation.  The comprehensive Customer Service program includes “Core/Mandatory” initiatives and programs and Optional initiatives.

· The VISN Director designates the Chair/Co-chair of the VISN 2 Customer Service Council

· The VISN 2 Customer Service Council is aligned to the VISN 2 Communications Committee

b. Network Care Line Directors participate in VISN 2 Operations, and serve as champions of customer service and patient-centered initiatives across the respective Care Line. Examples include being champions for VISN 2 Advanced Clinic Access and Optimizing Patient Flow initiatives. 

c. Medical Center Directors ensure a published Customer Service 

Program exists at each Medical Center and associated CBOCs.  This local Customer Service program is reported to the VISN 2 Communications Committee and is updated at least annually.  The Medical Center Directors will designate staff member(s) to participate on the VISN 2 Customer Service Council.  Medical Center Directors will define the formal organizational structure and reporting mechanism for Customer Service at the local level.

d. Customer Service Council functions as “consultants” to VISN 2 by facilitating, coaching, developing new CS initiatives, identifying best practices, and benchmarking. The Customer Service Council identifies means of communication, including the VISN 2 Website. In partnership with the Education Council, the CS Council provides data acquisition and analysis training for VISN 2 staff on Customer Service-related topics.  The CS Council also maintains a system of “listening posts” in VISN 2 for customer/patient feedback, including trending of data and analysis for driving improvement efforts. The Council facilitates the VISN 2 Advanced Clinic Access initiative and other performance improvement initiatives to improve Access and other patient satisfaction dimensions.  At least annually, the Customer Service Council will publish a VISN 2 CS Strategic/Business Plan, and will report regularly to the VISN 2 Communications Committee.

e. Human Resources Council provides support and guidance to the organization to foster the patient-centered culture through identifying and hiring, retaining, enriching jobs and recognizing staff members who embody the organization’s values.  Participate in overlapping benchmarking activities with the CS Council, pertaining to improving the organization’s performance in patient-centered approach & philosophy.

f. The VISN 2 Education Council will provide training and educational opportunities and support for advancing the organization’s patient-centered philosophy.  This will include special emphasis on training programs to support VISN 2 staff members in Customer Service initiatives and responsibilities and will include support for data acquisition and analysis training.

g. VISN 2 employees, whether working in direct patient care or in a support capacity, will demonstrate the behaviors, which represent excellent customer service, provide prompt service recovery, and will focus on improving organizational performance to fully realize a patient-centered culture.  They will be supported by the organization with educational and training opportunities, skill building, and a variety of tools designed to assist staff members in consistently demonstrating excellent customer service to patients, staff and other customers.

h. Membership of the VISN 2 Customer Service Council is outlined as follows:

· Chair/Co-chair (designated by Network Director)

· VISN 2 Webmaster

· Education Council representative

· Human Resources Council or Committee representative

· Representative from Partnership Council

· VISN 2 Public Affairs/Communications Council representative

· Representative(s) of patients, Veterans service organizations, Consumer Council

· Network Office staff representative

· Representative from Service Line who shall function as Recorder

· VISN 2 Veterans Service Center Coach

· Representative from Associate Director, Patient Nursing Services

· Designees of Medical Center Directors in VISN 2 – individuals who are involved in the local formal CS structure and who are empowered to speak for the respective facility and bring feedback/initiatives back to the local level. These should be individuals who possess or have the potential to possess the attributes of coaching, facilitation, negotiation, analysis and Customer Service focus.

i. Core/Mandatory initiatives include: 

· Service Recovery/Comping program,

· Point of Service Contacts program,

· IHI National Forum on Quality Improvement in Healthcare Satellite Broadcast educational sessions

· Scripting

· 48-hour post-discharge followup phone call program 

· Advanced Clinic Access

· Optimizing Patient Flow initiative

· Wait Times/Wait List/Clinic Cancellation performance monitoring

· Regular use of VA’s Survey of Healthcare Experiences of Patients (SHEP) and IDEAS data for Inpatients and Outpatients to attain VISN 2 performance target levels

· Customer Service Educational activities: Treating Veterans with C.A.R.E., Coaching for C.A.R.E., Bayer Training, Service Recovery, Planetree and others

· VISN 2 website Virtual Help Desk

· Quick Cards and other “listening post” feedback mechanisms

j. Optional Customer Service initiatives include:

· Teaching Empathy

· Customer Service local “events”

· New initiatives

k. The VISN 2 Customer Service Council will provide monthly reports to VISN 2, which will include, but are not limited to: Status reports for Performance Measures and Monitors (example: Waiting Times); Calls for Action Plans from Care Lines, as performance indicates; IOIs for CS Council; Updates from major CS Council initiatives such as Advanced Clinic Access and Optimizing Patient Flow; and updates from local CS facility pilot projects. The VISN 2 Customer Service Council will prepare an annual Strategic/Business Plan, aligned with Baldrige criteria and with the VA’s and VISN 2’s Strategic Plans.  The CS Council Strategic/Business Plan will contain measurable goals to determine effectiveness of CS initiatives and actions. The Health Systems Specialist in the Director’s office at VA Western NY Healthcare System serves as main staff support to the VISN 2 CS Council and will pull together the annual Strategic Plan for the Council.  The HSS, on behalf of the CS Council, will also provide periodic updates to VISN 2 Network staff on the status of accomplishments toward Strategic plan goals, and toward Network Director Performance Measures, in the Customer Service arena. 

l. Attendance & Participation: All members will be expected to participate in the CS Council’s activities at significant levels.  Attendance at CS Council meetings and conference calls is expected at the 80% level (either attending, or excused in advance).  Participation level expected is that each CS Council member (who is a staff member in VISN 2) will serve on at least one of the CS initiative workgroups, or will lead one of the workgroups. Each facility CS Coordinator is expected to function as the Network 2 lead for a minimum of one (1) major CS Council initiative each year, and to function as the local facility’s coordinator/lead for local Customer Service Committee.

m. AttachmentS A and B describes the Patient Envelope process.  
n. Attachment C describes how VISN 2 applies Baldrige to the VISN 2 comprehensive Customer Service program. 

o. Attachment D includes a diagram to describe relationship among key entities identified in this policy. 

5. REFERENCES: 
Commission on Accreditation of Rehabilitation Facilities 2004 standards; NCQA 2004 Accreditation Standards; JCAHO 2004 Hospital Accreditation Standards; VHA Directive 2001-006, dated January 7, 2001; Under Secretary for Health Information Letter IL 10-2000, VHA’s Veteran Service and Service Recovery Commitment; Health Care Criteria for Performance Excellence, Baldrige National Quality Program 2001; VHA Directive 2000 – Veterans Health Care Service Standards; VSSC/HAIG Veteran Health Service Best Practices Source Book, February 2001; VHA Directive 1050.2 - Patient Advocacy Program; VHA Directive 2000 – Veterans Health Care Service Standards; VHA Directive 1003 - VHA's Veteran Customer Service Program; VHA Handbooks 1003.1, 1003.2 and 1003.3.

6. RESCISSION:  None.

7. FOLLOW-UP RESPONSIBILITY:  Author:  Fabiane Erb, Health Systems Specialist, 716-862-8530, & Chair(s), VISN2 Customer Service Council. 

8. AUTOMATIC RESCISSION DATE:  January 27, 2007.






Signed 3/15/04//
WILLIAM F. FEELEY

Network Director

AttachmentS:  A, B, C, D

DISTRIBUTION:
Network 2 Staff



            Network 2 Medical Centers



           Network Care Line Managers



           VISN 2 Network Web Site

NETWORK 2 PATIENT ENVELOPE
1. The Patient Envelope is a standardized educational product that contains a variety of important information about healthcare and services available in VISN 2.

2. The patient envelope is provided to new enrolled Veterans at the first clinical appointment as a means of ensuring that educational materials are dispersed and documented using the clinical reminder function in the electronic medical record 

3. The development, review and printing of approved materials require a multi-disciplinary team. Each Committee/Council listed below has specific responsibilities outlined:

a. The VISN Patient Binder/Envelope Committee will continue to review materials for inclusion in the Patient Envelope and determine if the information can be presented in a standardized format for all sites in VISN 2 eliminating duplication as much as possible.  In addition, attention will be given to including information that meets requirements established by accrediting agencies.  This committee will submit ideas, concerns and a review of “needs” when requested to do so by VISN 2 entities that financially support this endeavor. 

b. The VISN Patient Education Council will ensure the readability, appropriateness and layout of educational materials in order to promote the understanding of the information provided.

c. Network Communications will work with the above Committees/Councils to provide financial support of this product and assist with coordinating the printing of materials with the Bath Print Shop. In addition, in collaboration with the Canandaigua Site, this entity will coordinate the storage of materials in the warehouse and the compiling/ shipping of the Patient Envelopes for each site through the Veterans Industry Program.

d. The Webmaster Team will be provided updated materials utilized in the Patient Envelope as produced to incorporate them on the VISN 2 webpage.

4.  The following procedures will be followed for action items and product review:  

a. The VISN 2 Patient Binder/Envelope Committee will conduct telephone conferences to discuss concerns and follow-up on action items at least biannually and as deemed necessary by the Committee.

b. Review of materials will take place on the following schedule:

· Network Patient Handbook approximately every six months (May-Nov)

· Local Facility Phone Number Sheet approximately every six months (May-Nov)

· Veterans Healthcare Guide Booklet - every 12 months after Congress sets the enrollment criteria

· Personal Health Guide, HIMS Brochure, Health Care Proxy, Teamwork page - reviewed for accuracy annually (Nov)    

c. Additions to the current list of materials will be at the recommendation of those outlined in paragraph 3.

d.  Ordering of Patient Envelopes-   Each site will complete ATTACHMENT B indicating the number of envelopes that it needs and where they are to be mailed. This should be submitted to Network Communications who will assist the Canandaigua VA Medical Center in meeting the need and tracking the distribution of Patient Envelopes and the remaining inventory.  

4. Follow-Up: VISN 2 Patient Binder/Envelope Committee and Network Communications  
PATIENT ENVELOPE ORDER FORM

Date:




Envelope Type:
(check one) 


___Albany     ___Bath     ___Canandaigua     ___Syracuse     ___WNY
Quantity:


Contact Person: 




Ship to (complete name and mailing address):

Ordered Completed and Shipped:


Please email completed form to Heather Schrader, Rochester VA Outpatient Clinic.
BALDRIGE APPLIED TO VISN 2 CUSTOMER SERVICE
Leadership:

· National VHA leadership committed

· VISN 2 Customer Service Council

· Local facility Customer Service Committees

· Expectations of goal & measure development, monitoring and assessment within VISN 2

Strategic Planning:

· N2 Customer Service Council develops strategic plans, with performance goals and measures

· N2 and facility Customer Service Councils develop tactical plans, with monitoring & evaluation processes for goals and measures

· Conduct periodic assessment of Strategic & tactical plans’ effectiveness

Focus on Patients, other customers, and  Markets: VISN 2 Customer Service Council will:
· Utilize feedback mechanisms such as Waiting Times data, VSS results, Patient Advocate report data, Congressional/Controlled correspondence

· Develop and utilize additional customer/market feedback mechanisms, such as focus groups of current customers, and potential customers

· Benchmark with organizations that provide excellent customer service (within or outside healthcare)

Measurement, Analysis & Knowledge Management: VISN 2 Customer Service Council will:
· Continuously monitor, analyze and trend feedback data from measurement mechanisms

· Provide reports on analysis & trends in feedback data to VISN 2 leaders & staff, for improvement actions

Staff Focus: VISN 2 Customer Service Council will coordinate with VISN 2 Education and HR Councils, to:
· Provide training and tools for staff to be effective in providing Customer Service (and service recovery)

· Promote staff “ownership” of customer problems; empower them with tools and encouragement

· Solicit staff feedback through focus groups, process improvement teams, satisfaction surveys

· Recognize and reward staff for attainment of Customer Service goals and measures, as well as individual acts  
· Provide feedback on CS Council initiative workgroup participants for annual performance appraisals
Process Management: VISN 2 Customer Service Council will:
· Set up processes for continuous reporting, evaluation and monitoring of progress toward Customer Service goals and measures

· Develop and utilize prioritization methods for use in Customer Service processes

· Evaluate the effectiveness of the Customer Service processes, tactical and strategic plans

· Innovate

Organizational Performance Results: VISN 2 Customer Service Council will continuously monitor:
· Network Directors Performance Measures (currently in place for Waiting Times, Waiting times for Provider, Veterans Satisfaction Survey results in specific dimensions, staff satisfaction survey results) 
· Results for Network/facility goals and measures for Customer Service
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VISN 2 CUSTOMER SERVICE PROGRAM DIAGRAM

[image: image2.wmf]Baldrige Applied to Customer Service

Information 

& Analysis

8

8

Waiting times 

data - trending

Patient 

Satisfaction data 

trending (VSS, Pt. 

Advocate, other)

8

ND Perf. Measures

Organizational 

Performance Results

Leadership

8

8

Vision

Infrastructure  

Network & facility

Staff Focus

8

8

8

8

Training

Empowerment / 

ownership

Staff feedback

Rewards & 

Recognition

8

8

Multiple feedback 

mechanisms from 

patients and other 

markets, potential 

customers

Benchmarking

8

8

8

Reporting, monitoring 

and continuous 

improvement actions

Evaluation of process 

effectiveness

Innovation

Customers,

Other Markets Focus

Strategic

Planning

8

8

Strategic Plans and 

tactical plans

Goals & measures

Process

Management



� EMBED CorelDraw.Graphic.8  ���














VISN 2 Operations





Customer Service Council





Human Resources





Education





VISN 2 Patients




















PAGE  
6

_1078900453.unknown

