
Problem 
If an injured worker is unlikely to return to 
work with their employer at injury, the 
department uses the services of private 
vocational counselors to assess the need for 
vocational rehabilitation. This is called an 
Ability to Work Assessment (AWA). Between 
2006 and 2010; median duration to complete 
an AWA rose from 90 days to 222 days in 
January 2011. 
 

Causes 
Claims management staff, with input from 
vocational counselors, used Lean problem 
solving to gather data and identify the two 
most common barriers which caused delays. 
The first delay was in receiving timely medical 
information from attending doctors and the 
second delay was non-cooperation of the 
injured workers and their representatives in the 
process. Private vocational counselors and 
claim managers play an important role in 
removing these barriers.  
 

Solutions 
All claims staff are now using the new AWA 
standard work referral and monitoring 
processes. Countermeasures for failure to 
obtain timely medical information and non-
cooperation are being monitored and the 
process will be adjusted to achieve the best 
results for all our customers.  
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Results 
Comparing January 2011 to January 2012, the 
removal of delay saves time loss days totaling 
$20 million. The overall decline in referral 
duration of 51 days is due to the AWA 
standard work practices used in claims units 
and outreach to vocational counselors. The 8 
pilot units using AWA standard work reduced 
the median referral duration by 74 days (a 
32% reduction). In all other units the median 
referral duration fell by 48 days (a 22% 
reduction).  
 

Next Steps 
It is expected as the standard work adoption 
rate increases and countermeasures are 
found to resolve medical barriers, decreasing 
the duration by 100 days should be expected 
within the next 6 months.  
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