FOUNDATIONS OF PROCESS QUALITY, IMPROVEMENT, AND INNOVATION
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STREAMLINED PROCESSES and BUSINESS PROCESS INNOVATIONS

               Process Streamlining Involves
                          Process Streamlining Produces
“Business Process Innovation”

· Fewer “hand-offs”

· Fewer steps

· Reduced path-length

· Fewer waiting/delay intervals

· Fewer signatures (2 maximum)
· Fewer decision-points

· Fewer pathway options

· Less / simpler training

· Fewer people “handling” the     work product
· Simpler process structure

· Reduced cycle-time

· Improved transparency

· Less paper


· Easier error-correction

· Easier problem-solving

· Improved quality

· Clearer accountability


· Number of process steps

· Number of approval-steps

· Number of waiting intervals

· Number of hand-offs

· Number of decision-points

· Overall cycle-time
Improve >50 percent

 

Conventional Wisdom





More signatures provide more control.











The higher the authorizing signature, the better the control.











Accountability and control are synonymous.

















More inspection and checking lead to better quality control.








Internal control adds necessary complexity.








Some process complexity is necessary for internal control.








Separation of  function is a principle of internal control.














A quality outcome is the summation of everyone’s best efforts.





New Principles





Fewer = more control, as signature responsibility is not diluted.








Delegate authority to 


the person nearest the information needed to make an informed decision.








Controls are required where accountability fails. Accountability and control are (complementary) opposites.








Inspection usually happens too late, adding no value.











Control improves when a process is simplified.








The simplest form of control lends process transparency, which improves accountability.





Applies when combined functions can produce undetected personal gain.  Otherwise, combine related tasks to enhance accountability.





Team success requires shared accountability that leverages individuals’ best efforts.

















Conventional Wisdom





More data  provide 


better control.














The most valid performance data are collected by someone other than the person doing the job being measured.








The most important use of performance data is management reports.














Transactional mistakes can be reduced through more training. 

















Historical data can reveal significant trends.

















Historical data are valuable to management.











New Principles





More information flows from fewer reports focused on key performance data.








The person who records performance data is motivated to own


the process, solve its problems, and


improve it.








The best place for quality and productivity data is in the workplace, where it can be posted and used by everyone.








Excessive training


is a symptom -- of


over-complexity, 


non-intuitive user interfaces, or incomprehensible policy.








Without a model that links data to assignable causes, managers may infer naive trends from historical data.








Useful data:


reveal causes of problems


measure quality


enable improvement








Simplified Accountability





Better Information





Responsive Structure





Conventional Wisdom





In a bureaucracy some checking is necessary.



































Documentation and tracking assure that a process stays on-track.























Position descriptions should be revised regularly to keep them complete and up-to-date.

















Some speed needs to be sacrificed for a high-quality process.





New Principles





If “checking” consumes 


> 20 percent of a job, determine whether accountability exists upstream, quality specifications are clear, dependency on inspection degrades work, or tasks could be combined for better accountability.











Excessive documentation 


is symptomatic.  Processes need to be so compact (steps, people handoffs, cycle time) that problems can be evaluated while causes remain observable.











Position descriptions generalize responsibilities and ability-attributes.  Excessive detail reflects a rigid, layered, bureaucratic organization.











Cycle-time measures


process quality, as it reveals problems that surface as delays: flow intervals too long or complex to link causes 


with problems, or that fragment responsibility.











Behavioral Values





Conventional Wisdom





Auditors and accountants are responsible for controls to minimize losses.








Facts and data, although valued, have nothing directly to do with teamwork.























A good team works together with few conflicts.














Conflicts should be diplomatically endured or worked around for the sake of collegial relations.














Individual rewards provide performance incentives and thus, quality outcomes.











New Principles





Everyone is responsible for preventing losses.  The University is a public trust.











Respect for facts, neutral data, and objective analysis reduces conflict, enabling teamwork.  Teamwork requires tolerance of disagreement, willingness to bring problems into the open, and forthright resolution of differences.








Conflict among sincere stakeholders is essential to solve problems, discover innovations, and design real improvements.








Effective teams resolve interpersonal conflicts.


Personal conflicts distort perceptions of others’ intentions and undermine trust -- essential to risk-taking, problem-solving, and teamwork. 








Quality requires a team effort.  Team participants are committed to each others’ success.  No one is rewarded at the expense of another.





Leveraged Technology





Conventional Wisdom





We must depend on technology to improve productivity.























Systems require periodic, enterprise-wide overhauls.
































A good transaction-processing system should meet management’s decision-support needs.

















Central information technology (IT) organizations manage the capture, storage, and


processing of 


institutional data.

















Central IT organizations ensure that automated business processes meet customer needs.








New Principles





Technology is worthwhile only if it improves the performance of individuals, or frees them for more creative roles than machines 


can perform.








System modules 


need to focus on 


a manageable scope 


of stand-alone, distributed  functionality, unified by a strategic framework and 


inter-operability standards.








Transaction-processing and decision-support modules should be separate.  Mixing these functions degrades a system’s effectiveness.








IT mission is to lead infrastructure development that extends to the desktop, exploits the power of personal productivity tools, and facilitates distributed data capture and storage.








Process owners are responsible for the fit of a business process 


to customer needs.











