
The Challenge
To address the growing demand for ABA therapy resulting 

from insurance coverage expansion, ESNorCal established 

a network of therapy providers. However, even with the 

additional providers, ESNorCal struggled to offer therapy 

schedules that met its clients’ needs and its service 

level agreements with Kaiser. Staff were frustrated 

by the manual data entry required to document care, 

communication barriers, unclear roles and responsibilities, 

and complaints from clients, Kaiser, and network providers. 

The Process 
ESNorCal asked ECG to evaluate and improve its 

provider capacity management, client placement, and 

customer service. Using Lean Six Sigma principles, ECG’s 

performance optimization team quickly established and led 

two concurrent process improvement work streams.
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The ECG team has been instrumental in 

helping us with many critical initiatives.”

SUSAN ARMIGER
PRESIDENT AND CHIEF 
EXECUTIVE OFFICER

WALNUT CREEK, CALIFORNIA

In the process of addressing operational issues, ECG enabled Easterseals Northern California (ESNorCal), 
then known as Easterseals Bay Area, to transform its process improvement methodology, helping solve 
its immediate problems and setting it up for future success.

ESNorCal is a 501(c)(3) nonprofit organization in Northern California that has served children with 
developmental disabilities for over 90 years. ESNorCal is at the forefront of autism care and contracts 
with Kaiser Permanente to provide applied behavior analysis (ABA) therapy.

Improve
CLIENT PLACEMENT
CAPABILITIES

Identify, Escalate, 
and Address
CUSTOMER ISSUES MORE 
CONSISTENTLY AND EFFICIENTLY

To learn more about ECG’s Operations Improvement service contact:  
Michelle Holmes  |  mholmes@ecgmc.com,  Andrea Pettiford  |  apettiford@ecgmc.com



The customer service operations
work stream:

The capacity management-client 
placement work stream:

The Outcomes
As a result of ECG’s efforts, ESNorCal understood the state of the client placement process and was able to implement 

tactics to enhance controls and assign ownership of the process, increase the accuracy and usefulness of provider capacity 

information, and, ultimately, improve client placement capabilities. The new standard operating procedures enabled 

ESNorCal to identify, escalate, and address customer issues more consistently and efficiently. ECG’s accelerated process 

improvement approach empowered ESNorCal staff to transform how the organization serves its clients. 

For more ECG Case Studies, visit us at  
ecgmc.com/clients/case-studies

Additionally, ECG introduced a standard methodology and toolkit for project management. 

Mapped current-state workflows and defined 
operational requirements for client placement.

Developed standard operating procedures and 
management tools, determined staffing needs, and 
identified performance benchmarks for managing 
client placement.

Developed standard operating procedures for 
major customer service activities.

Developed customized protocols the new 
centralized client placement team would follow to 
improve communication and place clients more 
efficiently. 

Defined functional requirements and productivity 
measurements to standardize and control 
processes. 

Analyzed technology needs and developed 
implementation recommendations. 

Identified metrics and KPIs to measure future 
performance.

Evaluated the current staffing model and 
organizational structure to develop a future-state 
staffing model. 

Mapped current-state workflows and defined 
operational requirements for client placement.


