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As participants to indicate who they are and why they are interested in this topic.


Purpose

e INntroduce the Learning2C™ process
Improvement methodology

e Discuss its use within the context of
evaluating human service programs

e Provide examples of the use of Learning2C™

e Assess the benefits and challenges of its
use
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Setting the Scene

Government Performance Results Act
(GPRA) of 1993

e Strategic and performance planning and
reporting

e Logic Models
e Limited pool of resources

e Need to identify process improvement
strategies

e Indepth analysis of processes and their
Implementation using lean concepts and
methods
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Lean Philosophy and Methods

Focuses on the continual reduction of
waste within a work process to make it
more efficient, as well as effective In
meeting program goals/objectives

e Lead by top management with buy-in from
all individuals/stakeholders involved

e Uses a standardized set of visual methods
to understand and analyze the current
state, visualize a future state, and create
the action plan for the transformation
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Preparation for Mapping a Work Process

e What is the purpose of the process?

e \What represents success for this
process?

e What are the performance measures?

e \Who iIs responsible?
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Value Stream Mapping (VSM)

e A visual representation of the macro tasks

that are required to deliver a service or
reach a goal

e Create current state VSM to identify the
focus of improvement opportunities
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VSM Example—Newsletter

Questions: Answers:

. What is the purpose of To develop and distribute a newsletter to the

the process? organization’s clients and stakeholders in
order to meet their need for information
regarding the program and its delivery of

services.
2. What are the = The newsletter is mailed on the specified
measures of success? due date.

= The newsletter preparation process takes
10 working days to complete.
= The newsletter has no errors in it.

3. What are the = Number of days before or after the
performance measures? specified date for mailing.
= Number of days (+ or --) to produce the
newsletter compared to the expected
number of days.
= Number of errors within the newsletter.

4. Who is responsible? The administrative assistant manages the
process and coordinates the activities of the
newsletter contributors, the printer, and the
mailing room staff.
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Select service or goal/purpose, based on need for
Improvements

Define where the value stream begins and ends

Draw macro steps in the process and information
links

Add data: people, elapsed time, cycle time, value
added time, waiting time, cost of materials/supplies
(if necessary)

Show entire timeline, with total elapsed time, cycle
time, and value-added time
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A Typical Value Stream Map

Figure 1: Value Steam Map or Newsletter Process
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Mapping the Process
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Step One:
VSM

Step Two:
PFM



To create a visual representation of the tasks
actually completed within each macro step of a
work process

To analyze subtasks: value-added (\VA), non-value
added (NVA—i.e., areas of waste) and required
non-value added time( )

To identify undesirable effects (UDEs) and use Root
Cause Analysis (the 5 Why’s) to identify solutions

To create a future state PFM
To develop a plan to get from the current state to
the future state
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Presentation Notes
Value added (VA—color coded as green). Any activity/task/work that contributes to the creation or delivery of a product or service to the client and/or contributes to the achievement of a program’s outcomes, as specified by a program’s logic model. Dimensions of value for a client or a program’s outcomes include the availability, cost, and/or performance of a product or service. E.g., a value-added activity in a program would be when a participant completes an application form that contains the core data elements that the agency needs to deliver that service and track information about who receives the service.

Non-value added (NVA—color coded as red).  Any activity/task/work that does not contribute to the creation or delivery of a product or service to the client and the activity/task/work adds no value as defined by the client and/or does not contribute to the achievement of a program’s outcomes. E.g., a non-value added activity would be when a participant completes application forms from different related agencies with the same questions repeated and the related agencies have no way to transfer verified data into each other’s data sets.

Required non-value added (RNVA—color coded as yellow. Any activity/task/work that does not contribute to the creation or delivery of a product or service to the client and does not contribute to the achievement of a program’s outcomes, but is required by either internal or external stakeholders. E.g., a required non-value added activity is when data about quantity of services provided must be gathered for monitoring or reporting purposes and/or legislative mandates. 


Seven Forms of Waste*

e Waste from overproduction
e \Waste from waiting

e \Waste from unnecessary transporting
e \Waste from extra processing

e \Waste from extra inventory

e \Waste from unnecessary motion

e Waste from product defect

*See handout
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Presentation Notes
Waste from overproduction. This occurs when an organization produces more products or services than are required by the client.  E.g., when an agency produces more copies of printed material about a program or service than can be used before the material becomes dated; also when a program offers a standard “package” of services to clients, regardless of their needs.

Waste from waiting. This occurs when individuals are idle because they cannot proceed with their work as they wait on other parts of the process to be completed. E.g., when an application form cannot be processed because the data entry person must wait for information to be clarified by another person.

Waste from unnecessary transporting. This occurs if there is an extra distance that material or people must travel within the work process.  E.g., if an individual applying for a service is required to travel to a distant office to complete a form and also take the form through a number of other locations for various signatures and/or additional information before it can be submitted and approved.     

Waste from extra processing. This occurs when there are numerous steps in a process that do not contribute to the creation or delivery of a product or service.  E.g., hand-offs of material to many levels within the organization for review and approval or having to go through too many steps to complete a task.

Waste from extra inventory. This is a result from overproduction where inventory builds up of material, resulting in extra handling, extra storage space, extra people, and paperwork. E.g., when an organization produces 20,000 copies of a brochure or flyer because it is less expensive in quantity, yet it becomes dated and cannot be used, resulting in extra handling and storage space being used, cash being inappropriately consumed for unneeded material, need for people to dispose of it, etc.

Waste of unnecessary motion. This is a result of the need for more movement of an individual at a work station in order to complete a set of tasks. E.g., if a work station is set up in such a way that it requires an individual to continuously get up and go across a room to answer a phone or to retrieve material that is used frequently. 

Waste from product defect. This occurs when products and/or services are produced or delivered and rejected because of error, which may result in the need for “rework” in order to ensure that a product or service is without defect/error. E.g., when a complex data management system has been developed to help maintain an organization’s ability to track delivery of services and or accomplishment of outcomes, yet the system lacks quality control on the data entry process, such that the data becomes unusable due to the amount of error.


Undesirable Effects (UDESs)

e Undesirable Effects (UDEs)--the consequences of
work flow processes that produce undesirable results,
for example:

> Information deficits (number of times information is
missing or incomplete)

» Processing time (measure in minutes, hours, days)
» Rework time (measure in minutes, hours, days)

» Process variation (the number of times there are no
standardized work flow processes in place such that
everyone does the process differently or when there are
exceptions to a work flow process that create the need
to “work around” the process)

» Quality of product/service (the number of
defects/errors within a product/service)
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Root Cause Analysis

Root Cause Analysis: Newsletter Example

ISsSue: it takes too long to assemble the newsletter. Why?

_—

Because the mailing
labels are not ready to

Root with
correction:
Train staff on
use of software

Why aren't the mailing labels ready?
put onto the \

newsletters.

Because staff are
unable to get the -
Envelope Manager O

software working.

Why are staff having problems with the Envelope Manager software?

Because the data file that
is imported into the
Envelope Manager
software isn't formatted
correctly.

Why isn't the data file formatted correctly?

Because staff do not have
a standardized process for
formatting the file that is
exported from the other

database.

Root with correction:
Create the standardized
format for the data file
that is imported into the
Envelope Manager
software.
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A Typical Process Flow Map
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PFM for Newsletter--CREATE Macro Step

PFM for “Create” Step of Newsletter

Start Time End Time
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g B 15 min to contributors questions contirbutors :
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9 : :
S H ; - :
a : ) Regelve Create article Article :
= : timeline for for newsletter submitted H
c : newsletter 660 min @ :
8 20 min © .
: Minutes for Each Task )
Task VA RNVA NVA Total
Create timeline 15 15
@ va Email timeline to contributors 3 3
Receive timeline for newsletter 20 20 Total running time = 20 days
@ NVA Answer questions 100 100 Total VA time = 660 minutes or 1.38 days
Remind contributors 30 30
O RNVA Create article for newsletter 660 660
Totals 660 138 30 828
Waiting 19 days
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Benefit vs. Cost-Timeline Matrix

rr

ldeas to be — |deas to be
addressed first addressed third

Q1 Q3

— — —
ldeas to be For future
addressed second review

Q2 Q4

—

Improvement Cost and/or Length of Time to Implement

—

Improvement Benefit
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Presenter
Presentation Notes
Explain

Put notes here about how this is a group decision process to prioritize ideas regarding solutions.



Q1 are the high benefit - low cost / fast ideas.  Do these first

Q2 are the low benefit - low cost / fast ideas.  Do these second.  They are fast.  Speed is the first priority when reducing changeover.  Do what you can do as soon as possible.  

Q3 are the high benefit - high cost / slow ideas.  Do these third.  While the benefit is large, the time/cost is long/high.  These need to be addressed and implemented but not at the detriment of the faster to implement / low cost ideas.  

Q4 are the low benefit - high cost / slow ideas.  Keep these in mind when everything else has been implemented.  


Create a Future State

e Design a future state that minimizes our
UDEs and drives out the root causes of
waste

e Consider:
» Reduce the total processing time
» Eliminate the non-value added work

» Minimize the amount of time spent on
required non-value added work

> Reduce the amount of rework that is done
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Create Action Plan and Implement Transformation

e Design an action plan, based on
prioritization of the issues and ideas

e Implement the action plan—
as a team effort of specific individuals

e Continue to look at the metrics over time to
sustain continuous improvements
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Presentation Notes
Have handout of an actual “action plan”


Reporting Results Over Time

Tracking UDEs of NVA & RNVA
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Reporting of Results Over Time

Figure 7. Tracking Performance Measures Over Time
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Builds on A Program’s Logic
Model

Maintains Focus on
Program Outcomes

Promotes Organizational
Learning

Uses a Team Approach n

Increases visibility of
processes

Is Easy to Learn
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Presenter
Presentation Notes
Builds on A Program’s Logic Model…Before any mapping of work processes begins, all stakeholders need to be on the “same page” with respect to a program’s mission and theory of change, as depicted by their logic model, which delineates inputs, activities, outcomes, an impact.

Maintains Focus on Program Outcomes…An integral component of our approach to process improvement is that work processes need to be efficient as well as effective in achieving program outcomes.

Tracks Performance Measures…Measuring performance helps to see if improvements are having the intended impact, or if further improvements are needed..

Enhances Organizational Learning…Tracking performance over time enables organizations to apply their learning, make informed decisions about policy, procedures, and practice, and sustain continuous quality improvement over time. 

Uses a Team Approach…Mapping is done by various program stakeholders, having them work as team to identify and design process improvements.

Is Easy to Learn…The methodology is highly visual and, while standardized, it is flexible, in that it can be applied to any repetitive work process. 




Enhances current program evaluation methodology by doing
a deeper analysis of work processes to identify
Improvements that will add value to a program’s
accomplishment of outcomes.

Empowers staff and other stakeholders to make changes
and builds their internal capacity to do so.

Frees up significant amount of resources that are trapped in
a cycle of wasted work efforts, allowing these resources to
be put toward work that has value for the organization’s
clients.

Enables team members to understand work processes other
than their own and creates an environment where they are
able to ask critical questions about the how and why of
current processes.

Creates visual work instructions to sustain standardized
work processes.

Copyright KeyStone Research Corporation 2007


Presenter
Presentation Notes
Enhances current program evaluation methodology by doing a deeper analysis of work processes to identify improvements that will add value to a program’s overall mission.

The process improvement methodology:

“Is extremely useful…[it can be used] for planning, mapping for improvements, prioritizing.”

“Helps you take an objective look at how you do business and how to improve.”

“Enables staff to evaluate or start to see where improvements could work.”

Empowers staff and other stakeholders to make changes and builds their internal capacity to do so.

The process improvement methodology:

“Is a method that addresses specific problems and teaches participants to create a process to solve problems.”

“Is extremely useful…it has given me many, many opportunities to become a better leader.”

“Gives others another way of looking at things and empowers them to make positive change.”

Frees up resources that are trapped in a viscous cycle of wasted work efforts, allowing these resources to be put toward work that has value for the organization. 

The process improvement methodology:

“Is very useful…it shows where waste can be taken out and time saved.” 

“Is extremely useful…it helps to look at work processes and cut out the undesirable effects (UDEs).” 

“Is very useful…it will aid in getting to the root cause of some of our unit problems and correcting them.”

Enables team members to understand work processes other than their own and creates an environment where they are able to ask critical questions about the how and why of current processes.

The process improvement methodology:

“[Enabled us] to work as a team and discover problems and successes…to come up with solutions agreeable to all staff.”

“Is extremely useful…[it allows] sharing and use of common terms, buy in from other management staff.”

“Is very useful…it aids in getting insight from different perspectives.” 


Assumption that streamlining work processes will
automatically “eliminate jobs”

Getting staff and stakeholders to honestly
communicate the “real processes” without fear of
retribution

Difficulty in having teams provide the level of detall
needed in process flow mapping

Determining from whose perspective a task is value-
added or not

Having the organizational leadership fully support
and commit to changes
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Being open and willing to conduct work in a
“different” way

e Accessing needed resources for change efforts

e ldentifying the team and getting them to commit to
the time it takes to do the process flow mapping and
development of realistic action plans

e Taking the “action” as detailed in the plans (and not
just “talking” about It)

e Finding useful and easy to implement performance
measures

e Sustaining the momentum of change over time
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e The Learning’C™ methodology offers
evaluators a useful tool to add to their
toolkit when doing process and outcome
evaluations

e Enables evaluators to help program staff
build their internal capacity to analyze their
processes and measure performance over
time

e Enables evaluators to help program staff
Identify opportunities for improvements that
will produce meaningful results
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Contact Information

Joyce Miller, Ph.D., President and Researcher
joycem@ksrc.biz

e Bruce Carnohan, Improvement Specialist
brucec@kbsc.biz

e Tania Bogatova, Researcher
research@ksrc.biz

e On the web at
www.Ksrc.biz
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