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This project focuses on improving documentation and operational processes at Luna & Company Inc., an insurance service provider operating in Puerto Rico, Texas, and Florida. Rapid growth revealed inefficiencies in onboarding, workflow consistency, and digital tool usage. Using the DMAIC
methodology, the team addressed issues such as lack of standardized documentation and unstructured training through targeted improvements. Key actions included developing a centralized digital knowledge base, digitizing workflows, and automating tasks with Microsoft 365 tools. Results
included a 33% reduction in task time, onboarding cut from 14 to 7 days, and a 129% increase in digital tool adoption. Documentation errors dropped by 75%. Improvements were sustained through internal audits, dashboard monitoring, and KPI tracking. Strategic recommendations include

ongoing training, performance monitoring, and continued integration of digital tools to sustain and build upon the improvements achieved.

Introduction

Luna & Company Inc. is an insurance service provider
operating in Puerto Rico, Texas, and Florida that has experienced
rapid growth in recent years. Founded in 2002, the company has a
team of two licensed producers and four customer service
representatives, managing a portfolio of over 400 clients. It offers
P&C, life, and health insurance with a focus on personalized

Define Phase

During the Define phase, the project team established the
scope and strategic objectives by engaging key stakeholders and
conducting detailed process mapping sessions. Core problem
statements were developed, highlighting issues such as task
duplication, inefficiencies in employee training, and a lack of
clarity in role ownership. These insights guided the formulation of

Figure 2 illustrates a Fishbone Diagram representing the primary
causes of documentation errors. These root problems contribute to
broader inefficiencies across the organization. Based on these findings, all
standard operating procedures (SOPs) were thoroughly revised to ensure
clarity, consistency, and alignment with current workflows. Based on
these findings, all standard operating procedures (SOPs) were thoroughly

revised to ensure clarity and consistency.
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To ensure the sustainability of improvements, the Control phase
focused on embedding monitoring and compliance mechanisms
into daily operations. Weekly dashboard reports were
implemented, and monthly internal audits were conducted to
verify adherence to new procedures.

Department heads received training to manage key performance

service, long-term relationships, and a strong commitment to SMART goals focused on establishing comprehensive Methods Software Training indicators (KPIs), while a dedicated quality assurance coordinator
continuous improvement. documentation standards, reducing onboarding time by 50%, and s iloweot® Mook was appointed to oversee long-term compliance and continuous
However, this expansion has also revealed several operational achieving a minimum 75% adoption rate of internal digital tools i W s oueaed improvement efforts.

challenges, particularly in process coordination and internal within six months. S
documentation. The lack of standardized workflows and limited Documentation Erm[>
mteg.reftlon .of digital tools has .led to .recuxl‘nng errors, 4delays in st - Luna & Company Inc. achieved significant operational
administrative tasks, and dlflﬁcuples in onboarding ne?v ] o w:o&n;:ﬁm M;ﬂnmm improvements through the DMAIC methodology. Key
employees. These challenges highlight the need for strategic Tpe .Measure phase centered on gather@gl que{mutatl.ve e.md Inconsistent taining o s inefficiencies were identified, and sustainable solutions were
process optimization and a transition toward new technologies, qualitative data to assess the extent of existing inefficiencies. ) L

implemented, such as process standardization, workflow

including artificial intelligence and automation, to support
scalability and operational efficiency.

These high-level challenges manifest most clearly in areas
such as employee training, documentation, and workflow
consistency. One of the main challenges identified at Luna &
Company Inc. is the lack of structure in key operational areas,
particularly employee training, documentation, and process
standardization. New hires often begin without a formal

Time-tracking studies demonstrated that repetitive documentation
tasks consumed over 30% more time than necessary. Survey
responses revealed that more than 60% of employees were
uncertain about their specific responsibilities, and audit logs
confirmed low engagement with the organization’s existing
software platforms. Figure 1 summarizes these findings,
highlighting excessive time usage, unclear responsibilities, and
limited digital tool adoption. This data provided a solid baseline

Figure 2
Fishbone Diagram

Improve Phase

During the Improve phase, targeted interventions were designed and
implemented to directly address the root causes identified in the analysis
phase. One of the key initiatives was the creation of a centralized digital

digitization, and a structured onboarding program. These changes
led to reduced task and onboarding times, increased use of digital
tools, and fewer documentation errors. The company is now better
positioned to grow and deliver consistent, high-quality services
across Puerto Rico, Texas, and Florida.
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days to 7. Table 1 summarizes the key performance indicators before and
after implementation, highlighting the measurable
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This project was developed to address these challenges by
improving  documentation practices, formalizing training
protocols, and streamlining workflows. To achieve this, the
DMAIC methodology was applied to guide the analysis, design,
and implementation of sustainable process improvements.

analysis tools, including Fishbone Diagrams and the “5 Whys”
method, to investigate the underlying sources of operational
inefficiencies. The analysis revealed several key issues: lack of
centralized documentation, inadequate and unstructured training
protocols, disjointed interdepartmental workflows, and limited
digital integration.
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