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Example Application for Workplace Excellence 

Brief description of project (This 

description will be used in the Awards 

Booklet the awards, no more than 180 

words) 

 

ADHB Nursing Bureau employs over 400 casuals, 

consisting of registered nurses, midwives, healthcare 

assistants and mental health assistants. These casuals 

are utilised across ADHB to cover planned and 

unplanned leave (annual, sick, bereavement leave, 

etc.).  They provide support where the acuity is high, 

provide expertise when needed or to cover in areas 

where recruitment needs have not been met. Due to 

high turnover rate and high demand, it is necessary to 

backfill these roles on an on-going basis. Hence, it is 

important for the careers centre to run a proactive 

recruitment campaign. 

In September 2014, it was observed that the current 

recruitment process was taking over one month to hire 

a new casual and it was a very lengthy process. Further, 

Bureau didn’t have a dedicated recruitment consultant. 

Due to this, Bureau was dependent on agency temps to 

meet the requirements of the wards with additional cost 

to the business. This was also causing stress to the 

existing staff who were working extra shifts to provide 

cover. It was an unsafe practice and a clinical risk. 

Section 2  

Please refer to the criteria when completing your application. 

Your full entry, including references, should not exceed 2000 words. 

Identifying the problem 

 

Meetings were held with the Bureau Manager and the Staff Placement Coordinator to identify if there 

was a problem or not. Data related to the number of bureau hire, requests for service and agency spent 

were collected for the previous three years. We also collated data from Taleo (recruitment software) to 

find out the actual time taken in each step of the recruitment process, starting from application 

submission to job offer. The customer’s expectations were to hire at least 18 candidates per month 

within 30 calendar days (i.e. 21 working days). 
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We conducted a capability analysis (Figure 1 and 2) to check the stability of the existing process. We 

analysed the number of hire per month (Figure 10) and candidates providing referee information in the 

application (Figure 6).  

 

Figure 1: Capability Analysis of number of days taken to process job applications  

 

Figure 2: I-MR chart showing processing time in days 
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Our observations were as under: 

1. 57% defect rate in time to offer  

2. 45% defect rate in the number of hire 

3. 34% defect rate in the number of candidates providing referee details 

The value stream map (Figure 3) and the boxplot (Figure 4) of the baseline data show the work and wait 

time in the series of recruitment steps. 

Figure 3: Value stream map showing work and wait time (baseline data) 
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Figure 4: Boxplot showing variation in the recruitment steps 

Value Stream Mapping - Nursing Bureau Project

Based on sample size of 35 hires during the period March 2014 - October 2014

Total time

Work 15 min 15 min 40 min 20 min 90 min 40 min
220 min or 

3.40hrs

Wait 9 days 7 days 8 days 11  days 2 days 6 days Avg. 43 days

Range/days (0 - 56) (0 - 82) (0 - 47) (0 - 61) (0 - 4) (0 - 21)

Range/min. 10 - 30 10 - 20 30 - 60 15 - 40 60 - 120 30 - 60

Process steps

Work 

Time 

(minutes)

Wait Time 

(days)

Screening 15 9

Manager review 15 7

Ref checking 40 8

Interview setup 20 11

Offer packs 90 2

Interview 40 6

Time spent by people involved

Rec. Consultant 55 17

HR Coordinator * 110 19

Hiring Manager 55 7

Total time 220 43

* wait time includes number of days gap between setting up interview and the actual interview date.
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The Service Managers are dependent on the Nursing Bureau to provide casual staff cover for their 

respective areas. If Bureau is not fully staffed, they will contact the external agency temps to fulfil the 

requests for service. Alternatively, departments will have to get their staff to pick up additional shifts. 

Since Bureau casuals is a talent pipeline for permanent roles, if we don’t backfill these roles on a regular 

basis the pool will drop to a significant level. The other aspect was cost. Based on the figures provided by 

Bureau, during the period July 2012 to March 2015 the average spent on agency temps was $124,000 per 

month. This cost includes agency margin of $6.50 per hour plus 16% on cost charge. This means, if we 

don’t use agency temps at all, we can save at least $300,000 per annum. 

The goal of our project was to improve the recruitment process, reduce the time to offer, increase the 

number of hire, use contemporary sourcing channels and reduce the agency cost on temps. 

What was your approach and process? 

The relevant stakeholders were part of the project team. They made valuable contributions for achieving 

objectives of the project. The project team was made up of senior bureau staff members, senior 

recruiters, Recruitment Manager and the HR Manager. 

We used lean six sigma (DMAIC) methodologies to work on this project. Initially, the core project team 

met on a weekly basis to work on the project and then on as and when required basis to keep everyone 

informed on the project status. We worked on Cause and Effect Diagram (Figure 5) to understand the 

root causes of the problem. We also used various statistical tools in Manitab to analyse data collected 

from the Nursing Bureau and Taleo recruitment software. 

Figure 5: Cause and Effect Diagram 

N 35 35 35 35 35

Mean 9.0571 6.8 8.4857 13.4 6.2857

StDev 15.658 18.780 13.342 14.099 5.5071

Minimum 0 0 0 0 0

Maximum 56 82 47 61 21
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The team came up with some creative ideas during the brain storming session for generating solutions to 

the problem. The top three solutions were: 

1. Sharing the bureau work between other recruitment consultants 

2. Getting additional 0.5 FTE to look after bureau recruitment 

3. Process improvement to save time in the various recruitment steps. 

We decided to focus on how to reduce the time spent on the various stages of the recruitment process 

without getting additional resource. 

The below points were discussed while generating solutions for the problem: 

1. Behavioural patterns of all the stakeholders involved in the whole recruitment process to find out 

if there is any smarter or different ways of doing the same things. 

2. Gaps in the individual stages of the process and how that can be improved.  

3. Possibility of including relevant pre-screening questions in the application to save time spent on 

reviewing full application.  

4. Using Taleo scoring tool to rate candidates based on pre-screening questions.  

5. Requesting candidates to provide referee details in the application to save time spent on 

contacting them again for this information.  

6. Emailing referee form to the referees to complete when they don’t answer phone calls for the 

verbal reference check to save hiring manager’s time chasing them again and again.  

7. Using text messaging facility to message candidates about their interview, when they don’t 

answer phone calls for arranging interview. 

Stakeholder engagement: Since we included all relevant stakeholders in the project team, we got the 
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input from all the parties involved in the bureau recruitment process. They were kept informed about the 

progress of the project from time to time through project team meetings, email communications, one-to-

one catch ups and project update presentations to the wider stakeholder group. 

Measuring the improvement 

 

A significant improvement in the recruitment process was observed following the changes implemented 

by us. The improvement included:  

1. A reduction in the defect rate of candidates providing referee information by 81% (Percentage 

Defective Test) – Figure 6. 

2. Mean time to complete referee checks reduced from 8 days to 3 days (two sample t-test with p 

value of 0.038) – Figure 7. 

3. Mean time to set up interviews reduced from 13 days to 4 days (two sample t-test with a p value 

of 0.001) – Figure 8. 

4. Time to offer was reduced from 43 calendar days to 26 calendar days (Hypothesis test with a p 

value of 0.072 which was good but not significant) – Figure 9.1 and 9.2. 

5. Increase in the average number of hire from 10 to 13 per month (Figure 10). This was not a 

significant increase. The goal was 18 per month based on customer’s specification. The reasons 

for not achieving the target included: 

a. Other improvement measures were not implemented due to limited resources. These 

were related to proactive recruitment process by using current sourcing methods, such as 

campus recruitment, assessment centre, establishing relationship with educational 

providers, visits to universities/tertiary institutions to target nursing students and raise 

awareness, etc. 

b. Limited resources in the careers centre. 

c. High workload in the other directorates/portfolios. 

Recommendation for further improvements: To implement the improvement measures outlined in the 

point 5(a) above, the project team suggested to appoint a part-time Para Recruitment Consultant (0.5 

FTE) who will manage the end-to-end recruitment process for ADHB Nursing Bureau.  This will increase 

the quality of applications and the number of hire required to meet the customer’s expectations.  

 

 

 

 

 

Figure 6: Percentage defective test of candidates not providing referee details in the application 
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Figure 7: Two sample test of the time taken to complete the verbal reference check 

 

Figure 8: Two sample test of the time taken to set up interviews 
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Figure 9.1: One sample t-test of the time to offer a job against the target of 30 calendar days 

 

Figure 9.2: One sample t-test of the time to offer a job (individual data points) 
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Figure 10: Average number of hire for the last 3 years 
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What were the effects of the improvement 

The goals achieved are: 

1. Reduction in  the time to process job applications (Figure 11) 

2. Reduction in the time to offer a job(Figure 9.1 and 9.2) 

3. Increase in the number of hire (Figure 10) 

4. Faster and improved recruitment process (Figure 7, 8, 9.1 and 9.2) 

5. Improvement in the service delivery standards (feedback from the customers)  

6. Opportunity for a  multi-disciplinary team to work together on a project 

This will also have some positive impact on our clinical teams and on the patient experience. The clinical 

teams will get a quality and safe practitioners recruited in-house. Patient will also experience family-

centred care from our in-house casuals. 

Our other objective was to reduce the cost on agency temps. However, due to high volume of requests 

for service, even the average number of hire has increased by 30% (from 10 to 13 per month), the agency 

cost has remained high. This indicates that the current pool of employees is not sufficient to meet the 

requests for service and the Careers Centre will need to proactively recruit more casuals (at least 18 per 

month as per customer’s specification) on an on-going basis. Further, there is a shortfall of casuals for the 

last few years due to not meeting this target. Hence, use of strategic sourcing channels is imperative to 

backfill this shortage. Therefore, we recommended appointment of a part-time Para Recruitment 

Consultant to achieve this goal and to implement additional improvement measures outlined above.  

Figure 11: Value stream map (post implementation) showing improved work and wait time  

 

Value Stream Map - Nursing Bureau Project (After)

Based on sample size of 47 hires for the period July 2015 - January 2016 (7 months) - General Pool Candidates only

Total time

Work 10 min 15 min 25 min 20 min 90 min 40 min
200 Min. or 

3.33 hrs

Wait 5 days 5 days 4 days 4  days 2 days 4 days Avg. 26 days

Range/days (0 - 16) (0 - 35) (0 - 14) (0 - 26) (0 - 4) (0 - 29)

Range/minutes 5 - 15 10 - 20 25 - 60 15 - 40 60 - 120 30 - 60
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Learning/ Next steps 

What we learned from this project is that one can take simple steps to improve the process. Sometimes 

we never think about it or never get time to think about such steps when you are busy with your day-to-

day activities. One of the learning is always try to think outside of the box and do things differently to get 

the desired outcome. 

As part of the project implementation plan, we have documented the process and the control and action 

plans are in place to sustain the improvements. The number of hire and time taken to process 

applications are monitored on a monthly basis. 

Some of the improvement ideas, such as, text messaging system and requesting referee information in 

the application are also implemented in other areas. 

 


