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Welcome

Why technology is not the answerto everything

Which comes first: the
chicken orthe egg?

The creative idea or

the polished advert?
The right process orthe
software solution? In this
edifion of the newsletter,
we focus on processes
froman IT perspective
and consider why you
needto have ITinvolved
right atthe beginning of
the Processfix journey.

Often, people look to
fechnology to solve their
problems, but perhaps
one of the key reasons to
involve ITright from the start
of process improvement

is thatthey are quite clear
thatthe right software will
only be developed ifthe
processissues are clearly
understood. And even
then, the most pragmatic,
effective solutions, may not
involve new technology.

We speak fo James

Smith, Director of Process
Improvement and Corporate
Information Systems at
Birkbeck, who explains how
their Operational Excellence
initiative has been set up
with a clear understanding
thatitis not atechnology
driven project, butis instead
driven by the realissues.

John Butterworth, Director
of ITGovernance afKing'’s
College London, then shares
with us how their approach
involves a wide range of
different functions, with

a mix of contributors at
different levels of seniority
and supported through

a Process Counciland
Information Centre.

Finally, in our spotlight,

is Tessa Harrison, also
fromKing’s, who, as
Director of Students and
Education, is co-sponsoring
process change with

the IT Governance team,
sharing her wealth of
experience to supportthe
transformation thatis going
on within King’s approach
to process change.

At Birkloeck, the Operational Excellence inifiative has
been described by the College Secretary as: “the
Industrial Revolution for administrative work”. Right
from the start, the feam has been clear that this is not
technology project, rather, it is about understanding

and improving processes. We spoke with James
Smith, Director of Process Improvement and
Corporate Information Systems albout the Birklboeck
dpproachto process change and improvement.

“Iwould say that our approach
has evolved quite alotoverthe
last few years. When I first started
here seven years ago, itwas a
case of allhandstothe pump.
There were various things thathad
to be doneto survive the funding
cuts. lwouldntsay itwas a case
ofimposing change on people,
butitwas very muchthafsome
things categorically hadto be
sorted out; they were big and
obvious, and we had to make it
happen, whichthankfully we did.”

Then, having survivedthe

removal of ELQ funding, Birkbeck
recognised the needto carry on
improving servicesto students and
the efficiency ofthose services.

“We needed to minimise income
spenton pushing paper, to focus
more on delivering to students
andonresearch opportunities.
So we set up our Operational
Excellence (OF) inifiative,
focusing on our administrative
processes. We approached

this from three angles:

1 —Reskilling/upskilling our people

2 —Recognising we operate
processes and thatimproving
their efficiency will deliver
better services and savings, so
we canreinvestin other areas

3 —Improving the fechnology
to understand and
orchestrate our processes

We were quite clearthatthis O
initiative was not atechnology
project. We needed o understand
processes: what makes them
inefficient and what makes them
better. We wanted to find a way
fo getour colleaguesto recognise

that, but not be centrally controlled.

It was important that whilst we
wanfed acentfral approach, we
needed local process design,
fromthe people onthe ground.
Alotofour focusisonincreasing
the understanding amongst our
colleaguesthatallworkis a
process and any process can be
improved. Smallimprovements
canmake a big difference

withoutthe needto have
loads of new technology.”

Birkbbeck has been admitting
students since 1823, so some of

the processes are the best part

of 200 years old, and of course,
unnecessary waste has been
created because they've evolved,

“We needed

to understand
processes: what
makes them
inefficient and
what makes
them better”

ratherthan been designed. James
wentonto say: “very oftenthe most
valuable part ofthe whole initiative
is our work with facilitators, both
from Processfix andinfernally.

We get allthe participants of a
processto sitdowntogetherand
describe whatthey do. People
enjoy the workshops; they have
noideawhattheyre going o
achieve atthe start, butthey leave
able fo make smallimprovements
by doing things a bit differently
andknowing what everyone
elseistryingto achieve.”

Continued on page 3...
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Why change will not be
achieved by IT alone

Nearly two years ago, the IT Governance Group
atKing’s College London recognised that it needed
fo putin place a consistent approach fo business
process change inthe college. However, it also
recognised that while “major change today requires
fechnology, with perhaps over 70% of meaningful
changes needing some form of IT support”, it was not
something that could be achieved by IT alone.

We spoke with John Butterworth,
Director of IT Governance, about
the ongoing programme of
process change. He explained
why King’s decided fo build a
coalition of people who would
understand whatthe programme
meant and what would be
needed to make ithappen,

from Finance throughto allthe
key operators of a process.

“We readlised that one area
cantdoitalone, because so
many processes are end-fo-
end, across differentteams or
silos. We knew that we could
make some improvements just
by looking af processes in for
example, the Estates department,
putthe full value and benefits
only happen when you include
allthe different functions.”

“the full value
and benefits
only happen
when you
include all
the different
functions”

Already having some idea
within theirteams of how

they wanted to develop their
processes, when Tessa Harrison
arrived atKing’sto take up the

role of Director of Students and
Education, she introduced John
to Processfix, who she had
worked with atthe University

of Southampton. John took the
opportunity fo attend a Processfix
masterclass along with the Head
of Business Analysis; following
that, they decidedto engage
Processfix to frainthe feam

within King’s intheir approach.

Initially, Processfix facilitated
a‘Champion’s Workshop' of
senior players, so building
understanding, agreement
and collaboration. King’s then
putin place a programme

of Processfix workshops

and masterclasses over 1.5

fo 2 years sothateveryone
would speak the same kind of
language and be aware of it.

“There are anumber of different
projects going on afKing’s

and whatwe are doing here

is adopting the Processfix
approach across all projects.
We are now inthe process
oftraining up a number of
Processfix facilitators internally.”

To maintainthe momentum,
aProcess Council has been
established with co-sponsorship
from Nick Leake, Chief Information
Officerand Tessa Harrison,
Director of Students and
Education, plus dedicated full
fime support from Laura Clayton,
Director of Service Excellence.

“We wantto make sure we
keep a consistent methodology
acrossthe college, setting
improvement priorities and the
‘rules ofthe game’. Recognising
itsimportance, the Council
willbe chaired initially by the
college secretary, making

him the current chair ofthree
major governance groups
covering data and information,
process and fechnology.

One challenge will beto keep our
facilitators enthused; to do that we
are justbeginning to describe a
Process Information Centre. This
willenable people to see what's
going onindifferenfareas and
be supported by regular news
articles. We will share the good
news stories that we have had and
setup localinterest groups. It will
be overseen by the main Process

Council, butwillinvolve people
who are more hands-on across
the different areas ofthe college.”

There are already

three success stories
to share through the
Information Centre.

—The enrolment process has
seenthe number ofits steps
reducedby nearly three
quarters, from101fo 27

—The placements process
has had areductionin steps
fromover 70tojust 34

—The PGT application
processhasimproved
the transition between
its offen complex, but
necessary steps, delivering
clarity for both applicants
and admissions staff

John concluded by felling us: “By
the end ofthe year, we willhave
frained about 45 individuals from
acrossthe college. We are building
amix of people who canallact
as facilitators and improvement
champions. It's beenimportant
foinclude arange ofdisciplines
and seniority. Anyone who has
undertaken the training willhave
had approval from asenior
director. We are actively making
surethatthe people we train will
beinvolved inafairamount of
process change going forward.”




In the spotlight:

Tessa Harrison, Director
Students and Education and
Chair of the Association of
University Administrators

A career Higher Education professional services
manager, Tessa came to King’s in November
2014 to take up a portfolio which she explained:
“gets me into the heart of the stfudent experience”.
Tessa s also the current Chair of the Association

of University Administrators.

What was it about the role
at King’s that attracted
your attention?

It offers allthe bits of
administration that I enjoy

and coversthe whole student
lifecycle whichis what'm
passionate about. King’sis a big-
hitting, serious research insfitution,
buthas recognised the needto
focus onthe student experience.
This will require a not-insignificant
Culture change. My input since |
arrived has changed the nature
ofalotofinfernal conversations
andis helping King'stofindits
way through what it willtake to
genvinely put students attheir
heart. One key areawe are
looking atis how fo balance

the provision of student services
-we have around about

25,000 students spread over
several London sites - between
centraland local delivery.

What have you been
doing to supportthe
necessary change?

Working with Processfix has
been animportant part of
this. Whattheir approach
gives usisthat fantastic space
fo bring allthe stakeholders
togetherinthe room and
havethe conversations. King’s
hasn'tworked like that before
andthe transformational
effectis greatto see.

...continued from page1

We asked Jameswhathefeltwas

differentaboutthe Birkibeck approach:

“Interms ofwhatwere doing around
processimprovementand around our
corporafesystems, 'mnofsure weare
distinctive. We work in aninteresting

sector: we are competitors, butdon't

behave competitively, so atapeer
level we have no problem helping
each other, or sharing whatwe are
doing. Butldo getthe sensethat at
Birklbbeck we are potentially ableto
move a bitfurther, a bitfaster, than
otherpeople. Ithink that’s because
we don'tspendalongtimetryingto
come upwiththeamazingly perfect
endsolutionthatisthendocumented

Since arriving atKing'’s,
you‘ve been co-sponsoring
process change with the

IT Governance team. How
did that come about?

Along with otherinstitutions, we
have gone through the global
period of austerity in professional
services and now we are looking
athow we canmake better use
ofacademictimeto enablethem

happening and putting a student
focused wrap aroundthem.

What are the key factors
driving success at King’s?

The mostexciting hasto bethe
King’s Activity Model developed
by IT. It'straditionthat studentadmin
and|Tare often atloggerheads,
butonarriving atKing's, thanks o
my previous experience and work

“we need to make sure that we
don’t become ‘over processed’;
we want the work to be fun!”

fofocus onwhat'simportantin
educationandresearch. They
have been doing more and
more admin, butwe haveto
ask, particularly insuch ahighly
regarded researchinstitution, is
thisa good use oftheirtime?

King's wasjustready forachange
inapproach. Theteams knew
they neededto do something
andhad been dipping their
foesinthe water with various
approaches. What | did was go
inandsay “why nottry doing
this?”This has facilifated anew
style of conversation withinthe
institution. Ithink I have beena
cafalyst, by simply drawing
togetherthingsthat were already

fodeath. We recognise thatprocess
improvementisaniterative process

andweecomfortaple withthat, we're

pragmaticaboutourapproach.”

on Operational Excellence, Iwas
abletotranslate the quite complex
ITfocused activity model, which
maps allservices and processes
inthe institution against afunction,
info ameaningfulmechanism for
confinuous processimprovement.

Anotherkey successfactoris

the RoadMap process from
Processfix. It's one oftheirmost
fransformationalitems; something
whichhelps peopletoseethe
artoftheimpossible. Workingto
assessthe organisation’s state of
readiness, setfing outthe route by
whichwe needto go, providing
tools, role descriptions and
advice on effective governance
for Operational Excellence.

thattechnology isthe solution.
Fundamentally, writing code is easy;
whatis difficultis understanding
whatwe'retrying to achieve with

“process improvementis an
iterative process and we're
comfortable with that”

Jamestold usthat going forward, the
paceofchangeislikely fobetheir
greatestchallenge: “Everybody
wantstoimprovetheirpartofthe
organisation. Despite my best efforts,
thereis stilla determinationto believe

the code thatis written. That requires
lots of people to come together
and usetheir collective knowledge.
Inaway, it's crowdsourcing for
processimprovement. That’s
wherethe Processfix approach

TheRoadMapreportisareal
demonstration oftheir generosity
ofexperience and advice andit’s
avery affirming piece of work.

We'te now ata place where we
canidentify service and process
owners, drive accountability and
startto build things property. We
really areinaposition where we
canfake awholeinstitution view.

What do you see as the main
challenge going forward?

Ithink the challengeis goingto
be capacity. We're doing all
the rightthings for continuous
processimprovement: wehave
alead co-ordinator, senior
levelsupportand aflourishing
group offrained facilifators.
Once other servicesand areas
ofthe college getfinvolved,

the demand will probably
outstrip our ability to supportit!

That's why the roll-out of facilitator
fraining that John Butterworth
falked aboutin his arficle will

be soimportant. Butabove all,
we needfomake surethatwe
don'tfbecome ‘over processed’;
we wantthe workto be fun!

Forme, the Processfix approach
provides us withthe apility to
bethe change we wantto see,
through sharing the problem
and working inpartnership with
service userstofindthe solutions.

showsthatyou canmake an
improvementto any process; you
donthaveto make fundamental
changestotheinfrastructure.”

Onekey piece ofadvicethatJames
sharedwithusisthatwhenyou'e
sfarting onyourprocessimprovement
journey, look forthe opendoor: “Some
peopletakealotofimetoconvince;
they havetherightto be scepfical.
Butsome arereally keentomake
improvements, sogoforthemfirst. Even
ifi'snotgoingfo deliverthe greatest
valuetoyourbottomline, itwilldeliver
valueinprovingthe methodology
worksandthenyou canstarttowin
roundthe sceptics. Whateveryou do,
dontoverpromise andunder deliver!”



About us And Finally...

Organisations rely on processes fo get fhings done. Offen these Processfix MD Jules Cross completes
simply evolve over time and become inefficient ways of working.  Paristo Nice cycle challenge, together
Processfix boring powerful, proven and behaviour—changing raising £104,000 for Willen Hospice

techniques to bear in a professionally facilitated environment.

We focus on engaging your teams in their own improvement,
empowering fhemto re—evaluate the way they do things and
to develop new and improved ways of working that fransform
performance and deliver immediate results.

Whether you require Rapid Improvement Workshop facilitation,
training, project leadership or an organisational wide process
improvement programme. Processfix specialise in facilitating
yourteam, delivering immediate benefits and instilling continuous
improvement across your organisation.

If you would like to find out how
Processfix can benefit your
organisation, please contact us at:

Processfix Limited pook on—line forthe ﬂeéif[
Exchange House fix naster §\OSS

Midsummer Boulevard sfix.com
Milton Keynes

PrOCESS
www.proces

MK@ 2EA
WWW.processfix.com
info@processfix.com
witon Next masterclass
Keynes 25th February 2016
Price £495 per person
Book on—line at
www.processfix.com
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