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Learning Tuesdays: Program Transcript
Business Process Improvement for Higher Education

Learning Objectives:

· We all use dozens of business processes every day. For example, you may go through the same steps each time you generate a report, resolve a customer complaint, contact a new vendor, or develop a new policy.

· You've likely come across the results of inefficient processes, too. Stressed colleagues, unhappy internal customers, missed deadlines, and increased costs - all due to dysfunctional processes
· Plan on attending this dynamic program to learn how to continuously improve processes on your campus.

Carolyn Mattiske:
Good morning and welcome to Learning Tuesdays.  I’m Carolyn Mattiske, Learning and Development Administrator for the Research Foundation at Central Office.  I’m proud to present today’s session, Business Process Improvement for Higher Education.


Our facilitator for today’s program is Ms. Nancy Schultz who is Principle Consultant at Nancy Schultz Consulting, specializing in business process reengineering.  Nancy may be familiar to you as she leads a popular full-day workshop on this topic through SUNY’s Center for Professional Development, CPD.


We are also joined by a wonderful panel, including Ms. Mary Morton, Affirmative Action Officer, Office of the President at Empire State College; Ms. Ellen Kelly, Planning and Project Management Coordinator at the RF Central Office; and Mr. Patrick Ryan, System Administration Operations Manager.


Panelists will address as many of your questions as they can during the next hour and a half or so.  As always, I encourage you to submit questions to be addressed live.  You may either call or e-mail the studio.  E-mail the studio at StudioA@HVCC.edu or you may call 888-313-4822.  This information will appear on the screen periodically throughout the session.  


Also, a link to the very brief exit survey is already posted on the live stream page.  So after the program concludes, please take two minutes and complete it.  Your feedback helps us improve these programs, so please share your reactions with us.


Today’s program and all Learning Tuesdays programs are archived and available on the RF website soon after the live event, which means you have access to these training resources on demand any time you need them.  Be sure to tell your colleagues that were unable to join us today that they can access this program as soon as noon just by visiting the webpage you are on right now.


Before we get started, I want to let you know that the Research Foundation is partnered with SUNY CPD.  If you are unfamiliar with the Center for Professional Development, they are a collaborative, central resource for the SUNY community providing access to high quality professional development opportunities focused on the latest trends and established best practices in higher education to enhance the capability of SUNY faculty and staff and increase SUNY’s competitive advantage.


The RF CPD partnership leverages the strength of both organizations and we continue to work together to offer learning and development opportunities specifically designed to benefit the RF SUNY research community.  


Additionally, an RF CPD scholarship program exists funded by the RF CPD membership points.  With this scholarship, we are able to financially support SUNY researchers with professional development opportunities.  Scholarship points can be used to pay for CPD sponsored programs such as the Virtual Grant Writing Course, various instructional technologies and software programs, teaching and learning programs and these could take the form of mini conferences, workshops or online events.


To learn more about the scholarship program CPD offering and to apply, visit the RF website.  Information is available on the training and support tools page under working at the RF and has also been linked to the detailed information page for today’s program.


With that, I am proud to present Ms. Nancy Schultz.

Nancy Schultz:
Good morning and thank you for joining us for our session today on Business Process Improvement.  I’m so pleased to be joined by this panel and I’d like to start off by asking each panelist to give us just a little more context in what you do within your organizations.  Mary?

Mary Morton:
Sure.  I’m Mary Morton and I work at Empire State College and my role there is that of Affirmative Action Officer.  In my role, I deal with lots of compliance related issues, federal and state laws and ethics laws.  So this would be very helpful for me to have more information on improving organizational processes.

Ellen Kelly:
Hi.  I’m Ellen Kelly at RF Central Office.  There, I work for the Office of Strategy and Planning.  In my role, I oversee project management and also, portfolio management for the – all our strategic projects.  So a very process heavy work.

Patrick Ryan:
I’m Patrick Ryan.  I’m the System Administration Campus Operations Manager.  I’m responsible for all Research Foundation activity at that location.

Nancy Schultz:
Thank you all.  I’m so pleased you could join us today.  So to just get us started, I want to create a frame of reference for what we’re going to be talking about today and how it applies to higher education.


Back in 1993, a breakthrough book was written by Michael Hammer and James Champy.  It was called Reengineering the Corporation.  They were talking primarily to the for-profit sector and focusing on the importance of analyzing, in a very methodical way, your business processes.  It didn’t take long.  


Within a couple years, the government sector and the not-for-profit sector, including higher education, were beginning to say, “How can we use these tools?  Certainly, we’re not in this for the profit motive, but we’re in this because we’re always trying to be asked to do more with less.  So how can we look at how the private sector does things and apply it to our organizational environment?”


So today, you see on our introductory slide that I actually called it improving your organizational processes because it isn’t just business processes in the literal business sense, but it is improving all of the processes that you use to follow to run your organization.


So let’s talk a moment about the pieces of the puzzle to do business process analysis.  This is actually the curriculum for the full-day workshop where we cover a lot of different components.  We’re going to cover them at a very high level today because, certainly, in 90 minutes, we don’t have the capability to really put you in a position to know how to use these things.  Our objective today is that you understand what they are and try to think in your mind about why you might want to learn more so you could use these in your environment.


So today, we’re going to give a very brief overview of how you launch a project, how you put together a process map that explains how you currently do things, how you look at that process map to determine how you might be able to make it a more effective process, how you redesign the process and how you begin to transition into actually implementing that process.  So that’s what we’re going to learn today about what it is.  We won’t learn necessarily how to do it.


So as we go through, I’ll be talking about these basics, but then we’re going to be breaking with our panelists to discuss, how does this apply to higher education, particularly in the arenas that our panelists work in, but also, we look forward to receiving comments from you.


So what is a process?  It’s very simple to think of it as a series of activities that explain how you get work done in your organization to meet a certain objective.  So think of it this way.  It’s an activity.  It’s something you’re doing that’s a process.  That activity has an output that becomes an input to your next activity and so on and so forth. 


We’re going to be looking at some process maps in a moment and this is basically all we’re going to be seeing is activities becoming an output that is an input to the next activity.


There is something I would like to draw to your attention early on in this discussion because, sometimes when people learn an exciting new tool, they think it applies to every scenario.  I just wanted to use this graphic to have you understand that, in terms of different projects, some of them have a dominant characteristic.  


So some projects that you might look at for improvement opportunities might be primarily processes, might be primarily activities and there might be a little bit of policy or the rules, your organizational rules that certainly are within those activities, within that process, but the dominant characteristic of your project is that it’s process driven.


Be aware that sometimes, you’re looking at projects that are mostly policy projects.  You’re trying to decide what the rules are.  Although there may be some flow-through to what is actually process work, your dominant part of your project is it’s related to policies.  Let’s use an example.


Doing research in academic environments, very often you have to figure out who has authority to sign off on a research proposal before you submit it to your funder.  More often than not, when you’re saying who’s going to sign off on that, that’s mostly policy.  It’s your organizational policy saying here are the rules.  First, this person has to sign off on it.  Then this person signs off on it.  Then another person signs off on it.  Although there’s some action taking place, it’s mostly the rules that you follow before you release that proposal.


On the other hand, let’s assume that your proposal is accepted and you go to contract.  Now you’re doing the work and you have certain administrative rules that have to be followed, both within your organization and that your funder requires.  These are actions of work that has to get done.  So someone does their part of the research and then they report information to someone else who summarizes that information and reports it elsewhere.  As you can see from that example, there’s a lot of activity taking place as you do your research administration.


So although some of these process maps we’re going to look at, you will find, have some help in primarily a process policy project.  When you start off, try to focus on process oriented projects to apply these tools.


How do you decide what kind of a project you’re going to work on?  Well, here’s some questions you should ask yourself.  Consider, what are your strategic priorities?  I know many campuses have the practice of going through formal strategic planning and deciding what programs they’re going to focus on for the year.  What do you do frequently?


Many times, organizations have things they do over and over and over and over and everybody looks at each other and says, “We know there’s an easier way to do this,” and when you’re all saying that, that is potentially a very good process improvement project.  Where are you getting your complaints?  Where are you getting complaints from your students?  Where are you getting complaints within the organization as people try to work together?  Many times, that’s a hint that there’s a process improvement opportunity there.


Then I think the last thing you need to think about is the feasibility of actually making change.  Many times people want to make changes where they see opportunities, but they find that we don’t really have the authority to do this.  And the people that do have the authority to drive change in this area have other priorities.  So it’s probably not going to be feasible for us to work on this and really implement it because the timing isn’t right, the support isn’t there to actually make the change.  So ask yourself that question as well.


In higher education, as in government and in the private sector, there are dozens of areas that you can focus on for process improvement.  Here’s just a short list of some higher education projects.  These are actually projects that I’ve had the opportunity to work on.  


In enrollment management, tremendous amount of activity as you methodically go through a process to decide whether a student’s going to be successful at your organization.  There’s the advising process.  Although certainly, advising is driven by the personal style of the advisor in any environment, there are certain specific elements that need to be included in the advising process and we’ve used process analysis to look at this.


In advancement, we talk about what is the process we go through to solicit donors for our organization.  Some things are very mundane.  Student residence upkeep; we’re going to be using this as an example later on in our program today.  Research administration, I’ve mentioned.  Registration.  I’ve had the experiences at some campuses to put online registration to deploy a module for online registration and we had to do a lot of process work to understand how we wanted to deploy it.  Grant approvals work flow I spoke about previously.


Some of the things you do within your organizations are things that happen in any large organization, things like hiring employees and often, people complain because you have a vacancy and it takes a very long time to fill that vacancy.  How can you look at the steps and figure out how to do it in a more effective and efficient way?


Sometimes we get down to the really mundane.  One of the real bones of contention at many campuses is parking.  I dealt with one campus that deployed a little parking system, information technology, but they really didn’t understand their process when they deployed it and it wasn’t working very well.  We basically had to uninstall the parking module, rethink the process and document it more effectively and then reconfigure the module so it worked properly.


Of course, we always had buildings being build and investments being made on our campuses.  That takes a tremendous amount of capital and people involvement and there are tremendous processes that can be documented in terms of how your capital projects take place.


So that’s only a short list.  I’m sure we’ll talk about more today, but it’s a short list to get us thinking about all the things that you could use these techniques to improve in your environment.


The first thing I suggest you do when you’re starting off a new project is to ask yourself what is it we’re really trying to accomplish.  Because if we just make a generic statement, and I’ll use an example that we’re going to follow through on, let’s improve residence hall upkeep, you really don’t know where you’re starting that process and where you’re ending that process.


So what you need to do when you start a project is to clearly explain in a few sentences what it is you’re trying to do.  It’s very important that you make this free of causes or solutions.  


Sometimes people walk into the room and they say, “I know what the problem is and I know how to fix it.”  Well, we’ve been doing that for years, but the whole point of going through this methodical analysis is to say, “Let’s make sure we really understand what the problem is so what we fix is really what needs to be fix.”  So we want this opportunity statement that is free of causes or solution and it also allows us to set some boundaries.


As we know, everything we work on in higher education is linked to other things and you could go on forever.  You could create this tremendous scope creep in your project and never really accomplish anything because the project gets to big.  So by writing an opportunity statement, you’re putting some boundaries around what it is you’re trying to accomplish.


Here is an example and one we’re going to carry through on today.  This is the project related to improving residence hall maintenance.  This was a real project that was given to a real team that I worked with.  We realized that first, we had to sit down and understand, what are we really going to be working on here.


After a lot of discussion, this is what the team came up with.  From the students’ perspective, improve the efficiency and effectiveness of the reporting, completion and feedback mechanisms for scheduled and unscheduled upkeep of residence halls and apartments.


Now clearly, we knew what we were going to be working on here.  We were asked to work on residence halls, but we realized that we had married student housing apartments that we needed to consider as well.


Sometimes we know ahead of time we need maintenance and sometimes we have emergencies, so we wanted to cover both of those things.  By saying efficiency and effectiveness, we were creating ways that we could measure ourselves for continuous improvement.  


Then most important, we decided to look at this opportunity from the students’ perspective because the project was started because, in surveys, students were saying that they weren’t satisfied with the maintenance of their residence halls.  So we felt we really needed to use the students’ perspective as we worked on this project.  So a very clear understanding after a relatively short conversation about what we really wanted to work on.


I’ve been talking about how we consider where the opportunities are for working on specific projects and especially in higher education, which we’re focusing on today.  So I’d like to turn to my panelists and ask, do you have any thoughts about how some process improvement projects might apply in your work environments?  Who would like to start?  Ellen – Mary?

Mary Morton:
I can certainly see where process improvement would add clarity and provide a systematic approach.  I liked what you were saying, Nancy, by making sure that you have a clear scope and that the project doesn’t continue to grow.  But what came to mind at Empire State College, would be our applicant tracking system for new employees as they come into the institution and working that through to the end.  I think that would be a fine opportunity to use this approach.

Nancy Schultz:
So until they got their letter of acceptance or denial, would that be the end of your process?

Mary Morton:
That is.  That was the end of the process.

Nancy Schultz:
Okay.  That’s very important for us to keep in mind is –

Mary Morton:
Beginning where.

Nancy Schultz:
It’s beginning when the application comes in?

Mary Morton:
Yes.

Nancy Schultz:
And it’s ending when that letter goes out?

Mary Morton:
Right. 

Nancy Schultz:
Very nice, clear boundaries on that one.  Good.

Ellen Kelly:
I can think of a research administration example.  It’s actually a large project that was recently completed and it involved reengineering the effort reporting process that’s done on federal grants.  


So this is a process that any researcher on a federal grant is required to do, report their effort worked as well as what their staff and students work on that grant.  That has to be done for most campuses, three times a year.  So this was a large project that looked at that process and it was a paper based process.  They implemented a new system and now it’s entirely electronic.  So there was a lot of process analysis that went into that work.

Nancy Schultz:
Did you use – in a moment, we’re going to be talking about process maps.  Did you use process maps or did you use a different kind of analysis –

Ellen Kelly:
I think it was –

Nancy Schultz:
– to figure out how you wanted to configure it?

Ellen Kelly:
I actually didn’t work on the project, but I think it was more analysis work rather than –

Nancy Schultz:
Today –

Ellen Kelly:
– process maps, but I could see how they would apply.

Nancy Schultz:
Very good.  Great.  Any thoughts, Patrick?

Patrick Ryan:
There’s a lot of processes within research administration on our campuses and the interaction between SUNY and the Research Foundation that this process can lend itself well to.  It can be anything mundane as the recruitment and hiring process, but it could also get into sub-awards and who has what responsibility when you re going through that process. 


For example, it touches many different people.  The PI has a responsibility, the research administration office has a responsibility and sometimes these things are not clearly defined, especially when you’re dealing with a new PI, for example.  They may not understand what their role is in the project.  Having this kind of process mapped out so we can share and everyone’s clear as to whose role is what, I think, will be very beneficial.

Nancy Schultz:
This is a great use of process maps.  When you’re project’s done, it’s so easy to explain to people what their role is.  It’s very helpful.


We received a couple questions that came in from our audience today and one question is how can I apply this in a compliance environment.  Now rather than trying to answer this, Ellen, this is your area of focus, is it not, compliance?

Ellen Kelly:
I’m not in compliance, but we do use process maps in our compliance unit for our internal controls function.  So basically how that works is the function managers look at all the processes within their department and map out the process.  Then they analyze it to look at where controls are in place, things like signatures or sign-offs, that type of thing where they’re in place or where they’re missing, even more importantly.

Nancy Schultz:
That’s a great example because you could see what’s missing and that’s very important.  Yes.


Another question I have here is what are some examples of things process maps are not recommended for.  I kind of alluded to that before when I said if a process is primarily talking about – if an improvement opportunity is primarily talking about rules, policies, lots of times you don’t have the action taking place in that discussion.


One kind of project that comes up a lot when I’m teaching the process mapping and business process improvement workshop is people say we want to improve communication.  That’s very hard, at least at that level, to say, “Well, what’s that mean?  What are the actions you’re related to improving communication?”  I think that onion has to be peeled quite a bit to figure out what are your processes for communication.


I think the first thing I would do facilitating that is say, “What do you mean you want to improve communication?  How would you measure it at the end if you knew you had improved it?  How would you be able to measure that at the end?”  Sometimes that would break us down to things like, we’d like to improve the way we deploy e-mails to students.  It might get us a little more towards a process that way than just saying we want to improve communications.  You have to really dig down in that one and say what do you really mean on that.


Any other thoughts from the panel?  Okay.


Well, let’s move on and we’re going to talk about, okay, how do we really do this process mapping that we’ve been alluding to as we’ve been discussing these opportunities in higher education. 


So what are process maps?  They’re just flow charts.  It’s probably a much more generic term when we say they are flow charts.  Flow charts are used for a lot of different things.  You see flow charts used for electrical diagrams.  You see flow charts used by computer programmers when they’re designing a program, they’re trying to figure out how does this really flow.


What we’re trying to explain when we use process maps, when we use flow charts to explain how a process works is we’re trying to explain how a series of activities happen.  That allows us to all agree how they happen and go, “Aha, here’s some opportunities.”


Now there’s two basic building blocks you’re going to see used in these examples for process mapping.  The first one is called an activity and it’s just a rectangle.  It’s a short phrase starting with a verb because we’re talking about action here, right?  So starting with a verb is a very logical way to do.  An activity has one input and one output.


Now the other very important building block is a decision and as you can see, that’s diamond.  In the diamond are some words.  It’s a short phrase starting with a verb because there’s still action taking place.  It ends with a question mark.  Your short phrase ends with a question mark, but the difference is, you have one input and you have two outputs and the outputs are always yes and no.


Now when I worked on the workshop, lots of times, people have said, “Well, there really isn’t just a yes or no.  There’s a yes or no and a maybe.”  When you can’t get a yes or no, what you have likely is a series of decisions taking place and you need to break that out into the component decision.  


So perhaps your first decision would be can we decide yes or no?  That’s your maybe statement.  Then if you can decide, then you have, okay, what is your decision and how do you decide on it.  If you can’t decide, what do you do?  So it’s really two decisions and that’s why sometimes people are concerned and say we can’t get this into a simple yes or no.


The other thing I want to remark on here is that if any of you have done flow charts before, you know that there are dozens of symbols that you can use to do a flow chart.  I always encourage people, especially starting out, to stick to these two simple building blocks for doing their process maps.


I always try to think that a process map isn’t just for the people sitting in the room working on a project as a team.  I always have this vision that we can take our process map and we can put it up on the wall behind the coffee pot.  Everybody in the organization can look at it, read it and understand it right away.  When you make too many complexities in the process map, it cuts you back from that opportunity to really communicate with other people who haven’t been sitting in the room, working on the team, doing the process maps.


Here’s a simple example of a process map.  First of all, I want to say that this type of process map is called a swim lane map or technically, a cross functional flow chart.  We call it a swim lane map and here’s what I’d like you to think about.  


Think about yourself being a camera mounted over an Olympic swimming pool and you have different swimmers that are going to swim the race in a different lane.  By doing a swim lane process map like this, you can not only see what’s happening from left to right over time, but you can see on the vertical, as you move from one swim lane to another, who is actually doing the activity.


So let’s walk through this simple example of going shopping.  The customer selects their items.  The cashier rings up the sale.  The customer pays and the cashier receives payment.  Notice these two occur exactly at the same time, so they’re directly over each other.  After payment is received, the cashier bags the purchase and the customer takes their purchase out to the car.


So very simply, we’ve explained what’s happening over time from left to right and using the swim lanes, we’ve explained who’s doing what.


Now here’s another example and I’m going to read this through to you in case any of you are in an environment where it’s hard for you to read this.  This is basically an example of how online registration worked after I worked on that online registration project with one organization.  


You notice our swim lanes here are the registrar.  There’s the registration system, for those of you that are banner campuses and use banner registration.  This actually was a banner project.  We’re interacting with the student and I have a swim lane for comments down at the bottom.  So let’s see how this plays out.


I’m going to start in the upper, left-hand corner.  The registrar enters the class schedule.  They enter the prerequisites and any other information that’s needed to set up before registration in the registration system.  


Now the registration system starts to work before registration even opens because the registration system first wants to determine are there any bills from prior semesters that aren’t paid by these students.  If the answer is – or are their prior bills paid.  It’s in the affirmative that the statement was made, okay?  If no, if prior bills are not paid, the student receives notification that payment is due prior to registration.  You aren’t going to be able to log in and register until you pay your bill from last semester.


To go up to the question again, are prior bills paid, if yes, the system automatically notifies students of their online registration access time and their password.  Access time; what some systems have found is that everybody tries to go in and register at the same time and the system crashes.  So they open a gate.  In this case, we opened, I think for 250 students every 15 minutes so people had an earliest time that they were allowed to start registration, okay?


The system, the registration system sent the students who had paid their bills an online registration access time and their password.  So now we go back up to the registration time and is it access time?  Let’s make believe that I went in and tried to register and it wasn’t my access time yet.  So is it access time?  No.  You keep going around in a loop because you cannot register until you’ve hit your access time.  So it is access time?  Yes.  The student is able to log in and select the available courses that they’re going to take that semester.


Now in the comments swim lane, we added a little more information.  So it says course selections are subject to prerequisites.  So they just can’t register for any class they want to register for.  They have to meet the prerequisites for the class.


Let’s go back up.  The student has logged in and selected their courses.  The registration system then generates a bill for the current semester and the student receives the bill for the current semester.  Now the decision states pay the current bill.  If they pay the current bill, the student is added to the class roster for that class and this is the end of our process.  This is the end of our opportunity statement that we said was going to be the boundaries of our process.


If the student hasn’t paid their current bill, you get a no and they’re never going to be added to the class roster until we get a yes because they’ve paid their bill.


So this is a simple example of a process map as it applies to higher education.


Now there are a lot of benefits for a group of people to sit in a room together and agree on your process map and how it works.  It allows them, and as you can see in this example, to focus on how the customer, in this case the student, used the process.  Everyone sitting in the room can agree on how the process works and who has responsibilities and ownership.  


It used to be, sometimes when I would come in to facilitate a group, they’d say, “Everyone at this table knows how this process works except you, the consultant.  Do we have to sit here and explain it to the consultant?”  And I go, “Well, let’s give it a try.”  Very quickly, minutes into the discussion, someone would say something and someone else would say, “I didn’t know that.”  So it’s really important that everybody works together to develop this picture of how it currently works.


The other thing that happens is so often, you have people in an organization that say this is how the process should work.  Sometimes these people are on your team and they’re saying this is how the process should work, but that’s not what we’re trying to document.  We’re trying to document how the process really works.


So you might have a director of the organization saying, “This is how it should happen,” and someone else saying, “Well, it really doesn’t happen that way because this program doesn’t work right, so had to do a work-around on it and we have to do it this way.”  So you really get this understanding of what’s really happening when you sit down to do a process map.


I’ve been alluding to the fact that the first time you do your process map, you want to explain how it currently works.  We call this our as-is map and every builds this common understanding.  After we analyze our as-is map, we’re going to do our to-be or future process map that explains how we really want this process to work in the future.  When you’re all done and ready to implement, what you do is you compare the two maps and that helps you figure out, what are the tasks we have to do to go from our as-is environment to our to-be environment.


Let’s talk about this for a moment and talk about some of the potential opportunities to benefit either your campus or the Research Foundation from using these process maps that we’ve just kind of looked at in a little greater depth right now.  Ellen?

Ellen Kelly:
Well, I mentioned the internal controls process, so that’s one way at RF Central Office that we do use process maps.  I can think of a way we use swim lane maps that you mentioned earlier in our relationship with vendors where we have processes that cross between the two organizations.  There’s been instances where we map that out and kind of track through who does what and figure out, even looking at okay, this is how it’s working and then, maybe there’s ways we can make this better.  So that’s another example.

Nancy Schultz:
Great.  Any other examples?

Patrick Ryan:
We’re not currently using them, but I can see where we definitely need to.  Again, there’s many tasks where we need to document how it’s currently operating and the go to where, maybe how it should be operating.  There are, in our current processes, some redundancies and then there’s not necessarily certain steps that we need to take.  This process will help map out what’s critical and what’s not.  It also helps map out who is responsible for what.


Most of our processes are multistep, so they’re simple.  It’s, you move from one step to the other and this, mapping it out will show you how many people it’s touching, impacting, decision-makers, folks that are doing the work.  Our business is very complex that way because of all the stakeholders.  So I can see where this mapping of process is valuable so that we can, one, look where we can do away with some redundancies and two, clearly define the responsibilities.

Nancy Schultz:
Good.  Okay.

Mary Morton:
Yeah.  And again, I’m thinking of the employment function where this would be particularly useful, but as you’ve continued, Nancy, I started thinking, we’re looking at how can we prevent the student runaround.  What can we – and thinking of the approach that you used with registration, but what is it that we can do to help students in terms of getting the information they need and the process that’s for them to have an efficient, effective manner to get the information they’re looking for which would prevent that runaround and that frustration.  So I could see where this would be really helpful.

Nancy Schultz:
You know, it’s interesting you brought up student registration again because part of our process for implementing this online registration is we recognize that if a student’s password didn’t work when they went in to register because their time slot had hit, they begin to get frantic because everybody else is getting the courses I wanted to get.  


So at the registrar’s office, we had an express line set up for anyone that needed a password.  They didn’t have to stand in line for anything else.  We just had an express line saying, if it’s just your password, here’s how we can get it reset for you really quickly because we felt that would be a point of frustration for the students.  So it allowed us to see that, what a bottleneck that could be in the process if we didn’t deal with it in our solution.

Mary Morton:
Clear, yeah.

Nancy Schultz:
Yes.  Our discussion today is on how business process improvement techniques and especially process maps can be applied to the higher education environment.  In our first part of this morning’s program, we’ve talked about how to select a project and how to draw a process map that explains how you currently do the process.


Now we’re going to spend a few moments talking about something else that really has tremendous impact on your process maps and it’s something that I call business rules.  What it is, is it really answers the question, when you look at the activities on your map, it answers the question, why are you doing this.  Because so many times, that is the key to finding a better way to do it.


So business rules are formal or informal regulations that really drive most business processes.  There are three types of business rules we’re going to talk about now.  The first one is formal and then implied or perceived business rules and finally, we’re going to talk about missing business rules and how they impact a process.


So formal business rules are easy.  They’re written down in your organizational policies.  They’re written rules within your organization or they’re in your training manuals for your specific organization and they say this is how you are supposed to do a particular activity.


The second group isn’t so obvious, however.  It is cultural norms or habits that people have for the way they do certain things in a process, often impacted by who trained a person.  So let me give you an example of a business rule.


Let’s say that you do a requisition for something to be purchased and the purchasing department only enters purchase orders in the system on Wednesdays.  So when you’re doing a process map, that’s something you catch on your process, usually down in your comment swim lane, only entered on Wednesdays.  But you ask yourself and you ask your team, why do we only do it on Wednesdays.


Someone inevitably says, “I don't know why we only do it on Wednesdays.  When I was trained by Susan ten years ago, she told me to only do it on Wednesdays.”  When you dig back to that, lots of times you find out that someone said I’m only going to do it on Wednesdays because they had other assignments and it was easier for them to do it on Wednesdays once a week.  What you find when you look at a map is that the whole process comes to a screeching halt until you move by that activity because you have to wait for that activity to take place.


So these implied or perceived business rules are difficult to change because they’re hard to find and they aren’t the same from person to person.  If it depends on who trained you, as an example, then different people train different people and people are working with different business rules.  So you really need to ask those why questions while you’re doing your process maps.


The other problem or issue that you run into on business rules is sometimes, business rules are just missing.  One example that we alluded to already this morning is that they are a good way to check on your regulatory controls to see if you are doing all the controls that you’re supposed to be doing in the policy.  So that’s one way you spot the missing ones, but they’re spotted in many different ways.


I one time worked with an organization that was actually processing home mortgages and the product that they developed was actually a file about an inch and a half thick of all of the documentation.  This is back in the day when there was a lot of documentation when you got a mortgage and all the documentation that everything you said on your application was true and verified.  Then that file would be sold on the secondary mortgage market.


Well, when I was working with this organization, there were about eight people who, when the file hit their desk, had to do something with it.  So as I was interviewing them to do the process maps, the first thing I’d ask is what do you do first and they would say, “I reorganized the order of the documents in the folder.”  Okay.  So we’d write that down.  We’d get to the next person after the prior person had done all their work and we’d say, “Okay.  What’s the first thing you do when that folder hits your desk?”  They said, “We reorganize the order of all the documents in the folder.”


So after awhile, we started saying why?  Why do you reorganize the order of the documents and they would say, “Because it’s an inch and a half of documents and I have to be able to find what I’m looking for.  So I have my order.  I put the folder in my order and then I can find what I’m looking for.”


After everyone said this, I said, “Does anyone care what order they’re in as long as we specify a standard order,” and they said, “Absolutely not.  We just need a standard order.”  So we decided to set a business rule of what the standard order was to make our process work better.  


What we discovered when we did the calculations is this organization had been paying for two full-time equivalent people just because they didn’t have a business rule that said what order are the documents in the file.  It was that costly to the organization.  So watch for those missing business rules as well, but the important point is pay attention to the why question when something doesn’t feel quite right as you’re doing your process maps.


So in the process improvement projects that we’ve been discussing or in any other ones that come to your mind, can you think of any business rules that might affect how you do certain things, maybe approvals or anything like that?

Patrick Ryan:
A lot of the business rules that we’re experiencing, and we start to look at the issues with them, come obviously when there’s turnover.  When we find someone leaves and you’re looking at the process, the person walking out the door says it’s up here and you’re finding out that there is a process, but it may not be the complete process.  


So again, these missing rules, these established rules, all of that really needs to be pulled together so that we can have a complete picture of the process.  Otherwise, folks who are taking it on or doing it have an incomplete picture and they may miss steps.  Of course, it’s inherently inefficient as folks are kind of scrambling around, trying to figure out what to do.

Nancy Schultz:
Yes.

Ellen Kelly:
I can think of some examples from the project management arena.  So we have a methodology to move a project from the beginning to the end.  You go through various approval steps, so that drives a lot of the processes to work through a new strategic project.  Can this project proceed?  How do I get this project funded?  There’s different processes for that and I think those are formal business rules you would consider then.

Nancy Schultz:
Sometimes I find in organizations, people tell me they have a formal business rule and I did this particularly on one government project that I was working on.  They said it’s in the law.  It sounded pretty strange and non-intuitive to me, so I asked them to go back and read the law.  What we discovered is that the law said this and the organization had created a business rule that said this that was very wide when the law was a very small, specific requirement that had to be met.


Usually your laws and your formal rules don’t have all the details on how it’s done.  They just say this is what you need to accomplish.  So I kind of had a funny feeling when I was told it was all these steps that had to be done this way because it was put in the legislation.  I thought, I doubt the legislators were thinking about that level of detail to do it.  Anything else?

Mary Morton:
Yeah.  I guess in the employment search, I’m thinking of exceptions, rules that are exceptions and in the employment search would be situations where there might be a waiver of some sort for a temporary position or a part-time position.  So you would have to figure in plans for exceptions, right?

Nancy Schultz:
Lots of times, those exceptions, to your point, need a business rule to say when is it okay to have a temporary – create a temporary position and so on because the organization wants some consistency in how they do that because otherwise, it would happen all the time.  So they want a rule in place to do that.


I want to go back to what Patrick said before about when people leave and so much organizational knowledge sometimes walks out the door with them.  


I taught the Process Improvement Workshop last spring for the SUNY – at the SUNY Center for Professional Development in Syracuse.  They actually had some of their staff sit in to participate in the course.  Don’t you know, one of their employees, long, tenured employees was about to retire.  


After they’d all sat in that course, they sat down and the just spent a lot of time just documenting what it is that she did.  They felt that then, they could see some improvement opportunities to do it differently as they transitioned to new people, but they used all of these techniques to really deal with that transition of people leaving the organization, just like your example.


Okay.  Well, let’s go on and talk about, what do we do when we see our process map that shows us how the current process works, our as-is map, how do we look at it and understand how we can improve it.


There are a lot of techniques, and I’ll mention a few of them in a moment, but there’s a lot to be said about just simple common sense being applied the first round, to look at your process and apply simple common sense.  So since I can’t go into all of the things that you look at in a short session like today, I’m at least going to talk through some of those common sense things that you see all the time.  These are my big six.


In doing this for 30 years, these are the big 6 that I see over and over and over.  The first one is just, things are being done in the wrong order and the acronym, DIRTFT, do it right the first time, just jumps right out at you in your maps.  So what you look at, as you watch this activity of creating a transaction, doing something in the beginning of your map and then, down at the end of the map, you see someone going in to fix it.  So the minute you see that when you look at your process maps, you should be saying how can we do this right the first time, totally changing the dynamic of how the process is done.


The other thing that jumps out right away in your maps is, many times, you’re doing wasteful activities, often duplicate activities.  You’re doing the same thing different ways.  Either on different swim lanes, somebody does it in the first swim lane and then it goes to the next swim lane and somebody does it again and you say why are they doing it again.  Sometimes the answer you get, I didn’t trust the person before me to do it the right way.  So you have to figure out how do you create the quality control you want.  


Lots of times, you see people entering data in multiple places.  You put in a new computer system where you can do everything online, but somebody still likes the index cards that they used to have.  So they do it on the index cards and then they do it in the computer as well.


Sometimes on a swim lane map, you can see an awful lot of jumping around from swim lane to swim lane and you say, “Why do we jump so much?  Why don’t we have one person in a certain function do more work,” because you know it happens.  When you jump to a new swim lane, someone isn’t sitting there with nothing to do at their desk.  It goes into their inbox and there’s a queue time of waiting because it’s jumped to a new function.  So a process works a lot smoother if you find more tasks to assign to one swim lane.


Performing activities in parallel; I use the example of the mortgage banker and the thick folder.  Because that process was driven by a physical folder, no two people could work on it the same time.  So they had to wait until it hit their desk before they could do anything, so the activities had to be done in a very serial fashion.  But once you start to do these things online, once we start, for example, to image documents in the admissions process, all of the sudden, you have the opportunity to say, “Why can’t two people work on this student at the same time if it’s logical that certain steps aren’t dependent on each other to do that?”


The other thing in terms of eliminating waste, and you see it on the internet all the time, is involving the customer in the process.  We go in.  We shop for ourselves.  We put in our credit card number and we trace the shipment until it arrives at our front door.  So this is very much a, involving the customer environment that we have now because of the internet.


Eliminate constraints.  Constraints are bottlenecks that you have in the process.  It’s where everything slows down often because you don’t have enough resources to meet the need at a given time.  So in higher ed, it’s easy to see examples of bottlenecks because sometimes you have physical minds.  


I referred before to the lines at the registrar’s office, that we had a short line so people could get their password, but everybody else is in these long lines.  Do we have enough registrars?  Should we be able to do some of the things that they have to physically come to the registrar’s office for online so that people don’t get backed up as they did?


So lots of times, you see a constraint in physical people standing in line or you see paper piling up someplace and you say, “What can we do to apply more resources so we don’t have these constraints?”


Automate manual activities.  That means let the computer do it instead of having a person do it.  So often, we have this panic in our mind that information technology resources are so limited that no one will ever put a priority on writing a program for me to be able to do this.  I’d like you to think that not ever information technology opportunity is necessarily going to be one you have to wait forever on.  


First of all, we have an incredibly powerful toolkit sitting right on our desk anymore with Microsoft Word and Microsoft Excel.  I am amazed at the things I’ve seen developed in Excel.  Sometimes people do it that way for a year and then they say, “Okay.  Now we’ve justified really automating this a different way,” but the toolkit on your desk is very powerful.  


The other thing I’d like you to think about is, you all have a business system that you run your organization with.  I know that the business system typically used for the Research Foundation is Oracle.  Sometimes when you look at something you’d like to do automatically, you forget to ask the question, does our system do that?  Could it be that when you configured Oracle, when you first brought it up, no one saw that need and they didn’t turn that feature on?


So what I always like to do is go back to the IT people and say, “We have a need to do this.  Would you look at our enterprise system, would you look at Oracle and see if Oracle knows how to do this?  If so, could we look at it and decide if we want to turn it on?”  So don’t forget that that’s an opportunity that you bought some wonderful, wonderful, wonderful things in your organizations and it could be they do it already.


The last two, exception reporting.  Sometimes we provide information to people in what I call a data dump, you know, from A to Z and you can’t see what it is you’re supposed to work on today.  If you have certain deadlines approaching, let’s say we wanted to – we set a standard where we wanted to admit any student from the time we got the application to the time they got their letter, we had a standard of 30 days, 60 days, whatever is realistic for that particular scenario.  


Why wouldn’t we want a report that said these are all the ones that have been running, let’s say it’s a 30-day standard, that we’re up to 28 days?  Should we take a look at these and see if we can break them loose?  So lots of time, those are called work lists that people get that say here are the things that require immediate attention to keep things moving through the process.


The final common sense opportunity I see all the time is eliminating gatekeepers.  If an approver always says yes, then probably, they need to be informed rather than approved.  When I was doing work with a private sector organization with a manufacturing company, I was working with the customer service reps one day and they said that when they wanted to ship after 3:00 in the afternoon, make a shipment after 3:00, they had to get permission from the shipping director.


Well, that made sense because they might have to keep people over for overtime if they ship late in the day, so that made general sense.  I said, “Here’s what troubles me.  I know your shipping director travels all the time.  What do you do when he’s not there?”  They said, “Well, we just ship it because he always says yes.”  


So clearly, the shipping director was trying to make sure it didn’t get out of hand and he probably would have been as well served by a report at the end of the month for how many request there were rather than having to hold it up every day to try to get his approval and find out if he was on site.


So eliminate your gatekeepers.  Recognize who really needs to approve something and who wants a for-your-information notice.


There are a lot of other ways that we go into looking for improvement opportunities on our process maps that we aren’t going to be able to go into today.  One of them is benchmarking.  It’s trying to find out how others do it.  I find higher ed, and I would think with SUNY being such a diverse organization, that you can just find out from each other how you do it on different campuses and find out what some of the best practices are.


Ellen, you were talking about measuring effort on grant work.  In the private sector, they’ve had to do this for year.  It’s called cost accounting.  So you might want to look at how other industries do it and find out, how do you collect this information and keep track of information.


Performance measures are another way to look for opportunities in your process map.  You can put a timeline on the bottom of your process map and say, “What’s the absolute fastest way you can get through this process and what’s the longest it ever takes to get through this process?”  Then try to figure out, how can we make the variance, the distribution be much narrower in how long it actually takes to get through this process.


When you want to get really sophisticated about that, you can learn something called Six Sigma, which really statistically analyzes the variability in your process.  That’s a whole day or more of different training to learn your statistical techniques.


Then you can look at root cause analysis.  So often, as I mentioned before, people come into the room and say, “I know what the problem is.”  Lots of times, what you think the problem is in the beginning isn’t a problem.  It’s a symptom and you have to keep going down and down and down and asking questions to try to figure out what’s the real root cause of this problem and fix the real root cause and not just fix the symptoms, because you fix the symptoms and the problem’s still going to exist for you.


So we’ve talked about launching a project, how to understand how the current process works, a brief introduction into the kinds of things you look for on your process maps that help you understand what needs to be changed to make it work better.  And now, a few words about what you do when you get to the point where you’re designing your future process.


What we want to do when we develop our future process, because we may have done as-is maps that go down into a great level of detail and our inclination is to start redesigning the process at a great level of detail.  I really discourage you from doing that.  What you want to do is you want to come way back up to a high level view of how you want to do it in the future and draw a simple map that has this vision of what you want your process to look like in the future.


Often, I challenge people to describe the future process in 12 post-it notes or I ask them to describe the future process in terms of, get it all on one page, to say keep it at a high level, we’ll figure out the details after we agree on the high level view of this process.


So this is an example of what happened in the project we talked about earlier on, residence hall upkeep, residence hall maintenance.  When we did our as-is map and did our analysis, we discovered a few themes that needed to be addressed in our new process.


First of all, students were unhappy with the maintenance in the residence halls, but they really didn’t know who to call to report something.  So we looked at, how can we do a better job really making sure students knew exactly what to do if they saw something that was wrong.  We came to learn that we needed to prioritize these maintenance needs because we couldn’t do everything in ten minutes to get it fixed.


So we set certain criteria for prioritizing and the first criteria, the highest criteria probably won’t surprise you, and that is safety.  If there was a safety issue involved, it was addressed with all resources dealing with it immediately.  It was a minor cosmetic issue, obviously, that’s something that got a lower priority.


We also discovered that many times, students were dissatisfied because they didn’t think anyone had ever come to look at their problem.  What it was, was someone had come and they had to go order a part, but there was no feedback to the student that it was being worked on.


Finally, we recognized that there was no real looking at the root cause and trying to do corrective action to keep it from ever happening again.  Sometimes that was related to things like students being the first time away from home, were doing some things that required corrective action their part to try to avoid a problem happening.


So those were the themes that we agreed on when we looked at our as-is map and understood why there were issues with residence hall maintenance.  So this is our vision of how we were going to fix it.


The student or anyone else that recognized the problem would have a simple way to report the problem.  There was a phone extension, but there was also – I remember we had an e-mail address called Fix at blank dot edu where they could just go in and put in – send an e-mail message.  When that message arrived with the maintenance people that were monitoring it, they would make sure they understood the issue and they would prioritize it to decide, is this a safety issue, do we have to get on this right away, is it a more routine issue we can work on.


Then they had to decide, can they fix it with their own staff or do they need to subcontract and make that decision.  Sometimes you see, for example, heating, ventilation and air conditioning.  Lots of times, you’ll see a subcontractor’s truck outside a dorm because they had to bring someone else in to do that.


Then they realized they needed a better method for giving feedback to the person that made the complaint that it was being worked on.  So what they simply did is, you know when you have a hotel room and you can say maid make up room promptly or don’t make up this room right now?  


They created hang tags and if someone went in to check the room to identify the problem, they would have a hang tag on the door when they came back.  It said someone from maintenance was here and it’s fixed or they would say someone from maintenance was here, but we needed to order a part and it’s going to take about four days.  We’ll be back in four days to fix it for you.  So now we had that communication loop closed.


Then we also gave feedback from the maintenance department, not only to the student who’d made the report, but usually to the residence life, the residence hall director so they knew what was going on in their residence hall, but also, if there was corrective action that students had to have explained to them, don’t do this, do this, that that corrective action took place.


So this is our vision that helped us understand all the details we had to work on in implementation, both some more detailed process maps that would have to be drawn and then putting together our implementation plan.


So this is our implementation plan we’ve put together and this is beginning to be the end of our process because we’re talking about the business process improvement part begins to transition into a different project, sometimes a different team to implement, particularly if it’s a complex project like web-based registration.  But look for example here that we put down specific tasks that we could see that needed to be done to put our vision in place.


So we had to establish the business rules for prioritizing the maintenance issues and the process improvement team did that.  Then notice we put it in a phase.  A rigorous implementation plan would have an exact date, but right now, we’re at a very general level, so we’re just saying what phase do we have to do it in?  Can we do it early?  Some things have to be done first before things can be done because they depend on the things that are done first, what we call predecessors.


Let’s look at the other item on here.  They needed to design a process for developing feedback to residence life.  They needed to establish an e-mail address for reporting your maintenance issues and assigning staff who would monitor that and act immediately.  They had to order the hang tags for the doors.  They had to train the maintenance staff on the new procedures they were to follow in terms of informing people what was going on and then they had to publicize the process to the students and have a startup date. 


So you could see they got a general overview of all the pieces of the puzzle that had to be actually implemented before this process was completely resolved and completely improved.  Even then, it’s never completely improved because you always want to put some measurements in place and do continuance improvement, so you say how can we make it even better?


For discussion, any final thoughts on how you might be able to use this in your organization?

Patrick Ryan:
Well, I did get a question from one of the people in the audience who is asking about what type of software program lends itself for doing this process.

Nancy Schultz:
You don’t need a software program to be able to do this process.  It can be as simple as using your post-it notes on a piece of butcher paper on the wall and figuring it out.  So don’t think you’re constrained by having to have special software.


I do suggest to you, having started in the post-it note era, the tragedy is if you want to keep your maps and roll them up, the post-it notes tend to fall off and sometimes the process maps get lost.  But today, we have the modern technology of everyone in the room has a cell phone with a camera in it.  So take a picture of your map so you’re sure you aren’t going to lose them when you’ve used your post-it notes.


That said, very often, there is a tool that is very often used for this kind of project and that is something called Microsoft Visio.  I’m not doing a commercial for Microsoft, but I am telling you that 90 percent of the time, if somebody does it on some software, they’re doing it on Microsoft Visio.


Microsoft Visio doesn’t come automatically on your desktop when you’re assigned a computer, but I find when I’ve worked with organizations, it does exist on the campus somewhere.  Usually the campus has bought 10 licenses or they bought 20 licenses or they bought 50 licenses.  Often, I’ve found if you ask, they’ll tell you that we haven’t assigned all the licenses and if you have a need for it, we’ll pop it on your desktop.  


Or sometimes they say we don’t have anymore licenses left, but so-and-so has a license and I don’t think they use it anymore.  So they’ll say let me check and see if we can get a license – you know, get it removed from one person’s laptop and moved over to your laptop.


The other thing to keep in mind is, in academia, you have this beautiful opportunity where you buy this software at huge discounts.  Something that cost me, as a private business, $250.00 to go out and buy might cost you 60 on your campus to buy.  So even if you have to go buy it, it’s not that expensive because you get these marvelous academic discounts on this software.


Microsoft Visio, there are courses available, there are tutorials on the internet, so it’s a very easy tool to use for this.

Patrick Ryan:
Nancy, you mentioned kind of back in the beginning, where to start, how to get going on this process.  From where I am, I can think of many, many different process that this can be lent to to improve.  I think you had mentioned strategic priorities, but also, kind of where you’re hearing complaints from.

Nancy Schultz:
Yes.

Patrick Ryan:
I think that’s a very strong area where you could try this out.  Pick a simple process where you’re hearing some issues about, sit down with the folks who are the stakeholders, people involved in the process and kind of start mapping this out, do an as-is, kind of work toward a to-be and then see if you can do some improvement here.  


That’s kind of what I was thinking for our own folks back at the campus, start looking at those areas where we’re having some difficulty, some complaints, see how we’re doing it now and then see again, is everyone on the same page.  And if not, we’ll get there.

Nancy Schultz:
I think you make an excellent point that I failed to make.  The first time you do this, pick something simple.  Even though you say, “Oh, there are all these strategic priorities out there,” you have to go through your learning curve.  So pick something simple so people can feel successful.  Then once they feel successful, they’ll go, “Oh now I can take on something more complex because I feel comfortable doing this.”

Ellen Kelly:
I think that’s a takeaway I have from this.  I was thinking of process maps as supporting bigger initiatives, whereas, this is kind of involving looking at a smaller level and then figuring out what you need to – maybe it’ll grow into a bigger initiative, but looking at where you really need to focus.

Nancy Schultz:
For example, this campus where our very first project was residence life – residence hall maintenance ended up being able to do things like, on capital projects, how do you actually plan a new building from the beginning, the concept, the budgeting, the approval by the board, down to hiring architects and hiring contractors and right on through to getting your punch list done at the end so it’s completely done.  Something like that takes a dozen pages of maps.  Sure isn’t the project you want to start with.  Simple projects are really good to start with.

Ellen Kelly:
Yeah.  I think that’s good advice.

Nancy Schultz:
I had a question come in from the audience asking, if you have a whole bunch of priorities, how do you figure out which ones you should work on.  So I have a slide that’s going to demonstrate what I would typically do in that regard if you had a tremendous number of campus priorities.  Of course, you can do a lot of projects at once if you have different people assigned to the projects and different resources needed, but if you have all the same people who need to work on the projects, then you have to figure out, how do you prioritize and then work through them.


This is a technique that I often use and that is putting it on a four-block matrix.  I just ask people to rate all the – individually rate all the projects that you potentially could be working on based on two criteria.  These are the most common criteria I look at; ease to implement and how much benefit do you get out of it.


So if you have high benefit and it’s easy to implement, why wouldn’t you get to work on those projects first?  So what you do is everyone rates them individually and then you do a composite score of everyone’s thoughts on it.  You really just plot them on a matrix.


So the green, number one, is things that are high benefit and easy to do.  Why not?  Well, you may get over into number two, things that are high benefit, but not easy.  Well, you don’t not do things because they aren’t easy.  You do them because they’re important to your organization.  So you’d move on to the items in number two.


Then you might get to three where you work on something that’s low benefit, but it’s easy.  You might never get there.  I really doubt you’re ever going to get to things with low benefit that are really hard to do.  So it makes it pretty easy to figure out what it is you want to work on next.


So any other thoughts?

Ellen Kelly:
The simplicity of this process, I guess, is what I would say in closing.

Nancy Schultz:
It’s not rocket science.  Once people learn it, it’s this tremendous sense of empowerment like anybody can do this on the campus.  I see clerical functions doing this.  I see deans of school thinking this way because it just fits.  It’s just so simple.  Why would you use a hard technique if you haven’t tried the easy technique first?


So I want to think my panelists very much in terms of bringing to life the realities of SUNY campuses and Research Foundation projects.  I think it’s been very helpful to me and to the audience to really think about how it gets applied in your real environment that you deal with.


We have a few suggested next steps for you to consider and that would be, as Carolyn said when we started off this program this morning, that you can attend a full day workshop in business process improvement through the SUNY Center for Professional Development and they have them posted on their website.  So I would encourage you to watch their postings and to consider registering for their workshop.


What’s different?  We go through the same logical flow of discussion, but what we do is we actually do process maps.  We do about five different process maps in the room.  We get groups that each do their own.  We all go around.  People get the experience of doing the map.  We go around and we critique them.  We suggest better ways to do the map and then we do the same thing.  


We go through more information on improvement opportunities.  Then we redesign our process and people get that experience.  They get to look at everyone’s maps.  So by the time you walk out of the room, you really feel like you can do this on your own and feel very comfortable doing it.  So a day is a good investment to work on that.


Determine what are the most beneficial projects to undertake in your organizations.  Then I also want to point out that there are documents that get attached to these webinars when they’re posted and one is something called a Quick Start Guide.  This is not –un‑copywrited material that we have put out there for you because, if you’re going to work on a project and someone else hasn’t attended the full day training or even this session, it’s something that you can give them and go through like eight pictures in this manual and explain this is how this team is going to work through a methodology.  So it’s a good way to get started with people who haven’t had training.


And just do it.  Get started and try it and you’ll have a lot of fun and you’ll find that you have aha moments that you never thought you’d have and you’d find that things are very simple to work on.


I worked on a project, in closing, another anecdote, with some of the county health departments in New York State and we taught them how to do process maps because we had the assumption that they’ll never have enough money to hire a consultant to help them.  So we’re going to teach them what consultants do.


We did three sessions on three different topics, but after the first session, they came back and we said – we had taught them process mapping.  We said what did you do with what you learned the last time and one group told us that they had a problem that had been annoying everyone for years and years and years and there had been a lot of angst in the organization over this problem.  They said, “We got together in a room and we fixed it in 45 minutes.”  They said, “We can’t believe it, that that is off our backs and everybody’s happy with the way its working.”


So using this methodology can really make tremendous changes in your organization.


So in finishing up, I want to thank you for taking the time to attend the session today and please take two minutes to let us know what you thought of today’s program by completing the exit survey.  If you registered in advance, you’ll receive a link to the survey in an email very shortly.  However, if you did not register, we still want to hear from you and I encourage you to use the link on the live stream webpage you’re on right now.  As always, your feedback is used to improve future programs.  


There is no program scheduled for November 19th.  The Research Foundation looks forward to bringing you payments, taxation and reporting compliance on Tuesday, December 3rd.  As always, we encourage you to attend, so register and mark it on your calendar. 


Thanks again and have a great day.

[Music playing]

[End of Audio]
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