With one of the largest health care provider networks in the industry, Aetna Health Plans (AHP) must ensure that its newest customers receive the same high level of quality and service as existing customers—all while working within the rapidly changing health care industry.  An automated customer management system using Microsoft®  Project and Microsoft FoxPro®  helped AHP improve customer service while increasing the number of new customer plans processed by 24 percent.


Solution Overview


Industry


Insurance


Business Solution


Project management system 


Architecture


Windows™-based project management system linking a custom front end to database, project management, and reporting components over a PC LAN.


Products Used


Microsoft Project


Microsoft C


Microsoft FoxPro


Microsoft Mail


Microsoft Word for Windows™


Forest & Trees™


Spinnaker Plus for Windows


Development Resources


Seven-member team consisting of:


Aetna Health Plans


Aetna Information Technology


Andersen Consulting


ICS Group, Stamford, Connecticut


Development Time and Cost


Six months development; approximately �$300,000


Benefit


Automates the complicated process of creating and implementing new customers’ benefit plans; increased the number of plans processed in the first year by 24 percent, cut customer data input time in half, improved production schedules.


�E very company likes to get new


business. And once the business is on board, the company begins the hard work of delivering the quality products and service the customer expects.


But Aetna Health Plans (AHP), a business unit of Aetna Life & Casualty, decided the work was becoming harder than it needed to be. AHP, which covers more than 12 million members under its group health, disability, medical, and dental plans, relied on a tedious, time-consuming manual system for creating and implementing each new plan of benefits.


The process—called a “case installation”—involves a number of steps, from collecting customer data to the customer’s selection of medical providers to distributing employee ID cards. And it’s become even more complex in today’s demanding new managed care environment.


When DeAnn Anderson joined AHP as director of insurance quality, she found a system that was plagued with a number of problems—problems that were limiting the group’s ability to handle new business and creating unmanageable amounts of paperwork. For example, the company’s manual case installations often required three four-inch binders of documents to create just one new plan of benefits.


With productivity slipping, deadlines being missed, and customer satisfaction threatened, Anderson chose a bold course. “To streamline and improve our service, we decided to re-engineer the entire process,” she says. “Our goal was to automate the case


�installation function as much as possible.” Anderson assembled a cross-functional quality improvement team of 40 people from all areas involved in the installation process, including marketing, finance, claims, underwriting, legal, and medical. Then she and the group went to work developing the automated system.


Finding the Solution:�A Thorough Process


First, the team analyzed what a case installation involved. This analysis showed that each installation included many steps that depended on input from various sources, both inside and outside of the company. The team mapped out all of these steps to see the entire picture and understand how each piece of the process related to the others. From this complicated analysis, the team determined that any given case could require some 800 different tasks.


Nine months after the team was created, it formulated the basic concepts for what would become the company’s Customer Installation Management System (CIMS). The system would use PCs because of their flexibility and ease of use, and it would have three key elements—a project management system, a database management system, and front end based on the Microsoft Windows™ operating system.


The group viewed the project management software component as key to the success of the overall system. The team looked for a package that was flexible, easy to use, and easily 


�“To streamline and improve our service, we decided to re-engineer the entire process. Our goal was to automate the case installation function as much as possible”


DeAnn Anderson, Assistant Vice President, Aetna Health Plans Business Unit


�upgraded. “We didn’t want to reinvent what already existed,” explains Anderson.


Those criteria resulted in the selection of Microsoft Project and other Microsoft software, and CIMS was officially launched. The system was developed by a seven-person team from AHP, Aetna Information Technology, and Andersen Consulting. The system took about nine months to design and six months to develop. ICS Group of Norwalk, Connecticut, a Microsoft Solution Provider, provided strategic consulting and training in Microsoft Project.


How CIMS Works


CIMS is completely PC based, and runs on 120 workstations connected on a LAN. An AHP marketing consultant begins a CIMS case installation by working with a Windows-based front-end application developed with Spinnaker Plus. The application consists of 20 screens that list all AHP products and services, managed care options, funding arrangements, and banking options.


After entering the plan details, the marketing consultant uses Microsoft Mail to attach the data file to an e-mail message, then sends the message and file to the installation coordinator in charge of the installation.


Using Microsoft Project to Manage � New Installations


The installation coordinator reviews and enhances the information from marketing, then instructs the front-end application to build a template of the installation plan for Microsoft Project.


�The template is created by an application written with Microsoft C. Then the coordinator enters Microsoft Project to review the installation plan and customize it for the specific customer.


Microsoft Project displays task names, the areas within AHP responsible for their completion, and planned start dates for each task. Microsoft Project tracks dozens of categories of information, including planned finish dates, task priority levels and constraints, percent completed, and available slack time. When the information is complete, the software produces a Gantt chart mapping out each step and how long it will take.


The Role of Microsoft FoxPro


The third component of CIMS is Microsoft FoxPro. This software main-tains a database of case installation information and produces management reports using a Windows-based reporting tool AHP developed with Forest & Trees. Users can access detailed information on any specific completed CIMS installation, including aggregate statistics. The CIMS database also stores geographical information on AHP’s managed care products, enabling users to quickly determine whether a product being considered is available at the locations required by the prospective customer.


CIMS Saves Time, Eliminates Missed Deadlines


Since CIMS was installed in September 1991, AHP has cut in half the time required to input customer installation data. The entire process of entering all necessary data for a new


�“The Microsoft Project component of CIMS helps us organize and spread out the work and draw on other resources when they’re needed most.”


Diane Cowles, Director of Case Installations�Aetna Health Plans





























“Because CIMS provides Gantt charts, schedules, and interim reporting updates, customers are aware of responsibilities and target dates, both theirs and ours.”


“A tool like Microsoft Project is an excellent way to organize work in a service industry.”


DeAnn Anderson, Assistant Vice President, Aetna Health Plans Business Unit


�customer account into the CIMS front end normally takes no longer than ten minutes. In 1992, the new system allowed AHP to process 24 percent more cases than the previous year—a total of 158 successful installations. In addition, AHP has not missed any deadlines preparing health plans for new customers, despite an increase in workload.


According to Diane Cowles, director of case installations, the system has produced a number of other benefits, including more efficient use of AHP staff. “Installations frequently take place at the end of the year for a January 1 implementation date, so resources are often squeezed in the fourth quarter,” she explains. “The Microsoft Project component of CIMS helps us organize and spread out the work and draw on other resources when they’re needed most.”


Cowles says CIMS has eliminated a number of clerical processes by enabling Aetna personnel to avoid typing the same data more than once. That reduces the potential for error and cuts down on redundant activity. 


The system has even helped win business for AHP. “CIMS provides intricate detail that lets potential customers see exactly what steps will be involved in an installation, and how long each will take,” she says. “That gives customers confidence in our ability to deliver for them.”
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Finally, Anderson points out that CIMS has produced better partnerships with customers. “Because CIMS provides Gantt charts, schedules, and interim reporting updates, customers are aware of responsibilities and target dates, both theirs and ours,” she says, adding that customers can clearly see how missing one deadline can impact others.


Fine-Tuning CIMS: An Ongoing Process


With CIMS in place, the team is concentrating on fine-tuning the system so it continues to meet the company’s changing needs. “Every month, six installation managers meet to see if CIMS accurately reflects the way we’re doing business,” says Cowles. “If we need to make a change, it’s simple to update the entire system and roll it out over the network. In a few minutes everyone has a current version.”


Anderson also says CIMS has stimulated interest in using project management software in other areas of Aetna. “A tool like Microsoft Project is an excellent way to organize work in a service industry,” she explains.


Which is exactly what it—and the entire CIMS system—is doing for Aetna Health Plans.


For More Information


For more information about Microsoft products, call the Microsoft Sales Information Center at (800) 426-9400. In Canada, call the Microsoft Canada Customer Support Centre at (800) 563-9048. If you require text telephone services (TT/TDD), call (800) 892-5234 in the United States or (905) 568-9641 in Canada. Outside the 50 United States and Canada, please contact your local Microsoft subsidiary.


For more information about Andersen Consulting, call (203) 280-0643.


For more information about ICS Group, call (203) 838-1150.


s o l u t i o n s   i n   a c t i o n�
B u s i n e s s   r e v i e w�
�






Microsoft Business Review	�PAGE�3�	Aetna Health Plans





s o l u t i o n s   i n   a c t i o n�
B u s i n e s s   r e v i e w�
�
aetna health plans





Insurance		M











