Roles as defined in NACUBO’s Methodology and in practice at UVA:



Steering Committee and Chair:

Be held responsible for results and vision

Break down barriers to change

Communicate continually their commitment to change

Champion the redesign efforts

Set strategic direction for the University, ensuring process simplification initiatives are supportive of the direction

Provide resources for redesign

Set vision and stretch goals for process simplification

After implementation, review key process indicators on a regular basis



Process Simplification Support Team:

Assist in selecting process simplification participants

Assist in locating resources for process simplification

Maintain and update the process simplification schedule, calendar, and logistics

Provide project infrastructure (notebooks, training materials, written work products)

Facilitate communications through-out the process simplification organization, as well as greater University community

Assist Process Owners Groups in tracking and reporting progress to Steering Committee

Resolve project issues

Empower team members



Change Management Consultants:

Ensure that the university’s (human resource policies, communications plans, performance measures, incentives, etc.) supports a new work environment

Create and implement a comprehensive process simplification communications plan

Address policy issues raised by core review team



Process Owners Group:

Champion process simplification; serve as ambassadors to departments

Research and study various improvement initiatives in other industries

Identify potential processes for process simplification

Provide knowledge and ideas

Create and/or tailor data collection forms

Collect Quick Look Assessment data

Conduct all interview and focus group sessions

Create written work results

Create the business case for change

Select and recommend processes for process simplification

Become process team members in the next phase



Process Owners:

Develop project plans and track progress to plan

Manage allocated resources and results

Provide recognition to team participants

Provide linkage to other redesign efforts

Provide knowledge and understanding of existing process

Sponsor and participate in site and vendor visits to understand best practices

Participate in the redesign of the process

Contribute to organization and job design decisions

Own the process; be responsible for changes to the process

Be held accountable for process results against continuous improvement goals after the improvements or new process is implemented

After implementation, report progress performance on a regular basis to the Steering Committee



Process Team Members:

Develop project plans, in conjunction with process owner

Create and/or tailor data collection instruments

Provide the interface between customers/users and the process redesign

Provide knowledge and ideas

Report project progress on a weekly basis

Participate in the redesign of the process

Create written work products

Own the outcome

Present the results and recommendations to the POG and Steering Committee



IT Team:

Provide one representative to each of the process teams

Provide technical expertise to process teams

Develop the system architecture to support proposed process designs

Assist in vendor negotiations

Coordinate information technology efforts across the University

�A Suggested Process Simplification Methodology



Borrowed from the National Association of College and University Business Officers (NACUBO) Business Process Redesign for Higher Education, and further adapted to the University of Virginia’s current business practice and culture.



PHASE 1: DISCOVER - IDENTIFY AND “SIZE” THE OPPORTUNITIES



I.1	Mobilize the Process Simplification Effort

I.1.1	Set Vision and Process Simplification Objectives

Why should process simplification be done?  How will we know we’ve succeeded?

Develop the administrative vision for the institution: who are our customers and how will we treat them? What standards will we use to establish performance goals?  Against whom will we compare ourselves?  How will we work - as departments or as cross-functional teams?  How, in a broad sense, will we reward performance? 

I.1.2	Organize for Success

	Develop the Process Simplification organization.  (Please see the attached

	organization chart on page x).

I.1.3	Set Agenda for Change Management

Make change manageable

Manage employee expectations - develop a communications plan -  communicate at every critical junction

Identify cultural barriers to change 

Anticipate areas in which organizational infrastructure must change to implement redesigned processes

Use force-field analysis to begin defining the change management agenda for the next few months.

I.1.4	Define and Prioritize Core Processes for a Quick Look Assessment

Define core processes through consensus - using the official definition of core process

Prioritize these processes based on set criteria using intuition

Based on priority, identify which projects will be part of the first initiative

Determine which process simplification projects will probably require a complete business process reengineering versus more incremental improvement as in total quality management or continuous quality improvement

Deliverables: two lists of processes - one for first quick look assessment, other for quick look assessment later; Process Simplification Master Plan

Some processes will be evaluated in this Phase One, and from that fewer will be chosen to go through phase II 

Evaluation process should be continual

�I.2	Conduct Quick Look Assessment

Develop baselines (focus on “as-is”) process, provide base measurements where a line can be drawn and against which future improvements can be tracked.  The three baselines are: process, technology, and change management.

I.2.1	Create “Level I” Process Baseline 

Objectives:

quantify basic, high-level information about the process in a short time-frame

support selection of a process to simplify in Phase II

complete the process simplification master plan

create preliminary phase II workplans

develop a business case to justify change.

Complete process maps, obtain customer input, and collect other operational and performance measurements - evaluate processes using such tools as:

Value Added/Non-Value-Added Analyses

Work Distribution Charts

Process Flowchart Analyses

Cost of Quality Analyses

Volume Analysis

Benchmarking

Customer Analysis.

Deliverables: 

provide descriptive data about the process

highlight the major findings and conclusions about the process

present the process map

summarize the expected impact of- and readiness for change in - each process, including a high-level cost-benefit analysis.

I.2.2	Create Technology Baseline (Perhaps ISTF findings can be used here)

Objective: Help identify the institution’s technological investment, training, and redeployment that may be required to implement the redesigned process.

Deliverable is a package containing:

one-page diagram of the logical architecture of existing information technology applications

assessment to degree to which campus is networked and of future strategies for voice, data, and video networking

list of software and hardware currently in use in ITC, as well as in central and departmental offices supporting business processes

list of applications supporting existing processes

assessment of quality, accuracy, and availability of applications data

assessment of quality, accuracy, and availability of applications documentation

assessment of strategy and plans for future enhancements or replacement of existing systems

assessment of current skills, services, and number of employees in the campuswide (central and local) support organization.

I.2.3	Create Change Management Baseline

Objective: Begin developing strategies to help alter the culture by identifying “as-is” organizational behaviors and mapping them against desired “to-be” behaviors

Collect data (through focus groups, interviews, or surveys)

Assess the following:

degree of cross-functional cooperation

level of freedom employees have to implement suggestions

amount of teamwork routinely undertaken and rewarded

latitude to make suggestions to improve a process

existence of explicit criteria for promotion

typical communication flow

ability of staff to bypass next in command to get things done

amount of access to decision information

openness to change.

I.3	Select Process Simplification Process(es)

I.3.1	Compare and Categorize Processes

Answer the questions:  What do our customers value most?  How can we achieve and sustain the most dramatic, rapid improvement and results?

Some suggested evaluation criteria include:

Offers potential for major improvement in terms of quality, timeliness, service enhancements, and cost savings

Results of the project will be highly visible to students, faculty, administrators, or external university “customers”

Application of technology offers significant enhancement of potential process simplification gains

Results of process simplification can be clearly measured with objective criteria

The selected process simplification project will positively impact departmental and administrative culture

The selected process simplification project offers opportunities for joint interdepartmental problem solving and interaction

Demonstrable results within six months; reasonableness of scope

Process simplification project has high likelihood of demonstrable success within the time specified.  High degree of commitment from the Process Owner.

I.3.2	Complete Process Simplification Master Plan and Phase II Workplan(s)

Objective: Plan the next steps and prepare for presentation to the Steering Committee

Develop Process Simplification Master plan timeline

Develop initial Phase II workplans which will include:

estimated project budget

high-level project schedule

staff resource requirements

cost-benefit analyses

interaction among projects, if the team is reengineering more than one process.

I.3.3	Create Change Management Plan

Objective: Finalize plan to address human resource issues:

personnel policies

performance measures

redeployment plans

severance plans

communications plans

training/awareness meetings

expectations for senior managers in the new process environment

roles and expected behaviors of staff, especially managers in the new environment.

I.4	Obtain Commitment

Obtain commitment and support of the Steering Committee

Steering committee expresses a formal commitment to project scope, schedule, estimated costs, level of effort required, and anticipated results



�Phase II: Redesign - Planning the Breakthrough



II.1	Mobilize

II.1.1	Organize for Success

	Compose the team, and deliver necessary training

II.1.2	Plan Project

Have team modify the workplan developed in Phase I, as necessary.  Kick-off project when all team members understand the workplan.

II.2	Analyze “As Is” Process(es)

II.2.1	Create Level II Process Baseline

Create a detailed process flowchart, mapping each discrete step

Collect operational and performance data, such as:

full-time-equivalent (FTE) staff time and costs associated with each step in the process

members of staff (headcount) associated with steps in the process

delay time associated with each step in the process

quality measurements, such as error rates, reject rates, customer complaints, or rework time

error analysis to determine reasons transactions were rejected

“value-added” versus “non-value-added” content of each step

location (department) where each step is performed

number of and reasons for various approvals

number of storage (manual and electronic) systems for the data in the particular process

number of times the same data is entered throughout the process

process inputs and outputs

volume and type of transactions that flow through the process

transaction volumes over the past several years or cyclical nature of the workload.

Begin recording ideas for improvements.

II.2.2	Obtain Customer and Owner Input

	Objective is to develop a process which exceeds the customers’ expectations



Obtain data concerning: customer and owner satisfaction with current services, data regarding unmet customer needs and frustrations, and preliminary data related to customers’ and owner’s future systems requirements

Methods: focus group sessions, interviews, and surveys

May be able to begin drafting the initial systems requirements

�II.2.3	Research Best Practices

Through library research, NACUBO benchmarking, database inquiries, telephone or written surveys, systems vendor seminars, peer site visits, new technology explorations, get best practice ideas.

II.3	Innovate

II.3.1	Vision

Develop broad goals about how the process should work, or attributes about the process 

obtain team consensus

team brainstorms on process redesigns to fulfill these defined attributes by

comparing the “as-is” baseline to customer and owner needs, benchmarks, and best practice information

challenging fundamental assumptions

not assessing feasibility of options until all new ideas are on the table

II.3.2	Filter Options

Narrow redesign alternatives to the one-three most likely candidates

Does each design make good sense?  Are we meeting our project’s objectives and our customers’ needs?

If so, the designs should be further analyzed and further tested by creating new process flowcharts.  The team should:

ensure all inputs and outputs on the “as-is” flowchart are accounted for on the proposed model.  If not, the team should have specifically decided to eliminate that input or output.

list issues or assumptions particular to the redesign

identify the critical success factors for implementation of this new process

identify effects on other processes throughout the institution

assess any organizational changes required by the new process design

identify any strategic advantages gained through redesign.

Final result: consensus on the preferred “to-be” conceptual model

Quick fixes: Team can have quick fixes made, if these fixes do not interfere with the new design.

II.3.3	Define Desired Change Management Outcomes

Meet with the Change Management team to discuss the environment that is required to implement and support the proposed redesign

The two teams develop human resource guiding principles to direct the development of new supporting policies.



�II.4	Engineer

II.4.1	Complete Detailed Process Design

Add greater details to high-level proposed process flowchart

design performance measurement system for the process, including quality, time, cost and service metrics

estimate staff resources required to support each step in the process including number of staff, skills, and management level

identify major policy changes that must be addressed to support the new process

augment list of strengths, weaknesses, critical success factors, barriers to success, organizational impacts, strategic advantages, issues, and assumptions.

II.4.2	Specify Information Systems

Based on “to-be” process, enhance, complete and prioritize system requirements

Package requirement into an RFP

Select vendor/package

Include the cost of a new system with the cost/benefit analysis

II.4.3	Specify Change Management Actions

The change management team manages employee morale

strategies to help ensure acceptance and the changes should be discussed and implemented

Strategies to reach managers and employees of all levels should be devised

Human resources infrastructure

establish broad policy changes needed in the future

resource plan should provide general direction of implementation plans in areas including personnel policies and procedures, and performance metrics and evaluation

Establish severance plans and redeployment policies

II.4.4	Quantify Costs and Benefits

Evaluate worthy alternatives using cost benefit analyses.

Calculate:

process efficiencies (savings) gained

enhanced revenues, if any;

increased or decreased staff resource requirements

reduced error or rework rates

cost of added services

consulting and/or vendor fees

hardware, software, and implementation costs

training costs

displacement program costs.

Also include, specific qualitative benefits. 



This is the cornerstone of the presentations to the Process Owners Group and the Steering Committee.  With this information, the Process Owners Group and the Steering Committee will be able to make an informed decision regarding implementation.



II.5	Obtain Commitment



Present improvement/redesign plan to the Process Owner Group.

Process Owners Group responds to improvement/redesign plan.

Team addresses suggested changes and concerns.

Team meets with POG, and addresses issues/concerns (until POG is satisfied).

Team and POG make presentation to the Steering Committee

Steering Committee responds to improvement/redesign plan.

Team and POG address suggested changes and concerns.

Team and POG meet with the Steering Committee, and address issues/concerns (until Steering Committee is satisfied).

�Phase III: Realize - Making the Breakthrough



III.1	Mobilize



Put together implementation teams. The more people involved in implementation, the better, as this encourages acceptance of change.  Determine specific timeframes, the priority of each project, resource requirements (type & number of staff), systems implementation components, communication with other processes, personnel policies, new performance measurements (for the processes and the employees), and controls.



Process Owner is responsible for ensuring the project is implemented.



III.2	Implement New Process and Systems



Implement according to plan. Control project against the implementation plan.



III.3	Measure



Following the implementation of the new procedures, policies, and/or systems, managers should start measuring increased performance on a routine basis.



III.4	Sustain



Continuous improvement of the process goes henceforth.  Process owners should demonstrate continuous improvement by demonstrating a record of continuously better performance measures.  The Steering Committee and POGs should hold the process owners accountable.


