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Welcome

Change; it’s ingrained into
our culture and our language:
“it’s time for a change”,

“a change is betterthan
arest”, “a change for the
better”, “a change forthe
worse”. Change will always
exist, but it is how your
organisation approaches
and manages change

that can have a significant
impact on your success.

Inthis edifion of the Processfix
newsletter, Pat Watson, Head
of UK/EU Admissions at Anglia
Ruskin University, shows us

how a positive and proactive
approachto changesimposed
onthe Higher Education sector,
such as paperless admissions,
helpsthemto be implemented
as efficiently as possible.

Wethen speak with Tim Hawley,
Customer Experience Manager
at Capital One, whose approach
has evolved from seeking not
only the tradifional functional
responses from process
improvement, but also adding an
additionallayer:identifying and
improving emotional responses
through process improvement.

Andinthe spotlight atthe University
of Cambridge, Deputy Librarian,
Sue Mehrer, shares with us how
the library’s services and usage
patterns have evolved over

the past 10 years, and what

they are doing fo ensure that

they are prepared for future,

as yetundefined, but definitely
anticipated, changes.

NEWSFLASH!

Preparing for

paperless admissions

Pat Watson, Head of UK/EU Admissions af
Anglia Ruskin University, shares how they have
changed their internal processes following the
UCAS decision to sfop the provision of paper

copy application forms.

Pathas beenworkingin
admissions at Anglia Ruskin for
the past13 years. Inthattime she
has seen how the changesinthe
Higher Education (‘HE') sector,
such asincreased competition
andincreases in student numbers,
have made iteven more important
that”..we work as efficiently as
possible. Changes are constantly
imposed on us, but our resources
remain limited. Itis up to usfo
ensure that our processes are as
efficient as possible.” She also
believes inembracing change:
“afew years ago, we would
think abouthow bestto improve
aprocess, do so and then move
on.Now, we decide whatto do,
doit,then continuetoreview it. |
think this is the same for everyone

Sheffield, UK —September 2013
Sherwin Williams, makers
ofRonseal®, launch fraining
programme for European
facilitators

““We have

had so much
change that

we have had

to gettothe
point where we
welcome it”

in HE generally, but particularly in
admissions. We have had so much
changethatwe have hadto getto
the point where we welcome it, so
that we feel more in control of it!”

Andthe move o a paperless
system has provided yet another
opportunity fo welcome change.
Ata practicallevel, Anglia Ruskin
hastwo campuses: Cambridge
and Chelmsford. This had always
caused issues withthe paper
system. Not only would UCAS
only deliverthe paper copies to
one address, whichincreased
the administrative workload

in sorting the applications and
sending themto the right campus,
but also, for some interviewing
courses, the sheer volume of
paperwork associated withthe
interview process meantthatthe
feam used suitcases to transfer
paperstotheinterview venues!

We asked Pathow they had
approachedthe UCAS change af
Anglia Ruskin. “Whenthe changes
fothe admissions system were
announced apbout 4 years ago,
the Admissions team started to
discuss thisimmediately. We knew
atthe startthat we would need
involvement from IT Services,
aswe’donly receive electronic
records, so we would need

fo find ways of processing the
information and supporting our
Admissions Officersto manage
their workload. We have

been fortunate fo have senior
management support, enabling us
to work closely with our IT Services
colleaguesto find efficient ways of
managing huge volumes of data.”

“The Processfix workshop was
areal catalyst. We knew what
we wanted and neededto do,
butthe workshop gave real
momenfum fo the AIR ([Admissions
Improvementand Redesign’)

Project and since thenit’s grown
and grown. Initially, the scope
was full-ime undergraduate
application processing only.
Butsince the workshop, we've
extended thisto embrace
international, part-ime and
post-graduate applications. We
already have some deliverables
fromthe projectin place, such as
viewing the UCAS application

in SITS; we are also developing
an applicant portal, which will
improve our service fo applicants
and help usto automate
processes. Previously, paper
applications would move from
fileto file; now we're working on
anonline ‘live list’, which identifies
fo an Admissions Officer which
applications they re working

on, their status, next steps etc.”

“The Processfix
workshop was
areal catalyst”

Anglia Ruskin have already
piloted theirnew approach to
interviews withinthe faculty of
Arts, Law and Social Sciences
inthe last year. Their interview
process hasbecome completely
electronic: interviewers have an
iPad or alaptop on whichthey
canlook atforms and questions,
andthey provide their feedback
electronically as well. Forother
faculties, there is still some paper
involved, forexample where
processesinvolve alot oftesting
and/or group interviews. “We are
stillworking with the faculfies on
how fo make interview systems
paperless. They allrealiseit’s

the direction we needto goin,
pbutatthe sametime, there are
practical complications to do with
availability ofiPads or lapfops.
We needto supportthem, and our
Admissions Officers are involved
inthese discussions as well.”

Patconcluded by saying: “we are
onajourney; we're away along
it, butthere’s still alofto do. I would
say thatthe mostimportantthing is
fo make sure all applicants receive
agood professional service.

You needto make sure that all
essential steps such as viewing
applications easily onscreen are
inplace, and crucially, to support
Admissions Officersto manage
their workloads proactively.”



The changing face of continuous

improvement in Capital One

Tim Hawley is the Customer Experience
Manager atthe financial services
organisation, Capital One, where his career
has evolved from the fraditional focus on
funcfional process managementin IT, through
fo the engineering of processes that customers
really like.

Tim started by explaining

the importance of process
management within Capital
One as abusiness imperative.
“Process managementis a
core discipline at Capital One;
recognised and valued for

its role in helping our growth
and overallmanagement. We
offer ourteams a base level

of understanding of process
definition, then give them the
opportunity fo extend their
knowledge through more
formaltraining. The objective
isto ensure that all of our teams

“I wanted
to get
closerto our
customers &
understand
how we
interact
with them”

“Process
management
is a core
discipline at
Capital One”

are able to understand and
define their processes. Our
Process Excellence feam are
also onhandto offer support
and training fo those who require

help atany time. As part ofthis,
Processfix are running a series
of workshops to give teams
throughout our organisation
the chance eitherto refresh or
to engage withthe concepts
of process management.”

Tim leads the Process Excellence
team, butin 2011, hisrole
expanded andhe became
involved inthe management of
customer experience. Since then,
he has significantly shifted his
thinking about the differences
between the two disciplines.

“Imoved from arole focused on
pushing an agenda for process
excellence: defining a problem,
proposing asolution andthen
confirming the results. | wanted
fo get closerto our customers
and understand how we inferact
withthem. Atfirst, | thought that
there was a distinct difference in
the disciplines. However, now
nearly 2 yearsintotherole, |

am clear thatthe two are not
mutually exclusive. Traditionally
in process management we think
aboutthe outcomes relating
fotime, cost, and quality; we
stillneedto think of these, but
now we've got an overlaid
customer experience. We need
to engineer not just functional
processes, but also those that may
elicitan emotional response.

“It feels like
there’sa
reboot going
oninthe
process world”

Our objective isto maximise
any positive thoughts and
feelings and minimise any
negative connotations. For
Capital One customers, this
involves: function (can luse the
application form/my account?),
effort (how hard was itto do?)
and importantly, emotion (was
it a positive experience, did |
feel good aboutit?). Itis that

emotional response that will
help usto build alongterm
relationship with our customers.”

At Capital One, there has been
amind shiftin getting people

to think that the customer may
actually enjoy the experience
withthe business and that may
resultin business benefits. But now
that Tim has lived through this, he
believesthat an emotional layer
could be appliedto all processes.
“It feels like there’s areboot going
oninthe process world. You

may have gotto the point where

you feel that your processes are
very efficientand well defined.
Youmay have avery low error
rate. Butthere’s a new dimension.
Your processes could be great

in achieving your business
obijectives, butthey could also
be very mundane and give very
little satisfaction to those involved
intheir delivery or completion.

“If every
process was
viewed as

a customer
facing process,
we’d be trying
to make it

as easy and
enjoyable as
possible”

Take a mandatory process
such as completing atime
sheet or an expense form: how
much enjoyment does anyone
getfromthese tasks? Imagine
how much quicker and more
accurate their completion could
beifthey were engineered fo
be enjoyable. There would be
business benefits as well as
employee satisfaction benefits;
all from taking a different view
ofthe approachto continuous

~N

improvement of your processes.”
Tim summarised by saying: “if
every process wasviewed as a
customer facing process, we'd
betryingto make it as easy

and enjoyable as possible. It’s
been aninteresting evolution,

to move thinking not just from
engineering functional process,
but addinginthe emotionallayer.”

Ifyou would like fo talk fo Tim
about his work at Capital
One, please contact himon
0115 843 3062 oremail
fim.hawley@capitalone.com.



In the spotlight:
Sue Mehrer, Deputy Librarian,
Cambridge University Library

Camipridge University Library is one of the
world’s most important repositories of the
written word. This edifion’s spotlight falls on
Sue Menhrer, who joined Cambridge University
Library in 2006 and was appointed Deputy
University Librarianin 2010.

What have been the most
noticeable changes in
the University Library
over the past decade?

The digital environmentin

which we now all work and

live has, of course, significantly
influenced the way libraries
provide services. However, we
stilltrack physical usage, for
example: how many printed
items are borrowed every year;
and usage has not changed as
much as you might expect. Inthe
sciences, online journals have
been available for quite along
time, so students and academic
staffin science subjects are less
likely to visit libraries on a regular
basisto carry out their research.
But for the arts, humanities, and
social sciences, printis still very
important. The library, as a
space, is also still valued by both
students and academic staff,
providing the right environment
for study and research as well
as accessing specialist support.

“There is

a distinct
difference
between
anticipating
that there
will be
change, and
anticipating
what exactly
that change
will look like”

Increasingly, however, we

are providing key services

and resources electronically.
Although many library users
now nolongerneedto visitthe
library in person, they sfill use
our services through our library
catalogue, accessing the online
journals, databases and the
institutional repository, all of

which we manage and provide.
And we are nof only acquiring
electronic information resources,
we are also digitising special
collections and archives from
our own collections and making
them freely available online.

How do you anticipate
the changing needs
of your users?

There is a distinct difference
beftween anticipating that there
will be change, and anticipating
what exactly that change will
look like. The way the academic
community is using library
servicesis changing rapidly and
new challenges, for example
inrelationto supporting Open
Access publishing and Research
DataManagement, will all

have animpact onthe way
library services will develop.

Here atthe University Library

we wantto make sure that we
work closely with students and
academics to understand what
these future needs will be. We
have therefore just embarked on
atwo yearresearch programme
based on User Centre Service
Design, to ensure that what we
do nextisbased on athorough
understanding of how students,
researchers and academics
carry outtheiracademic

work so that we can develop
services that fit their needs.

Itisnotasurvey based
programme, buthas been
likened to anthropological
research. Ateam of people s
evaluating what aresearcher
/student/ academic member
of staff has to do to fulfil his
orherrole. Where does the
library service come in? How
doesthe user wantfo use the
library service? We really
wantto learn and understand
and have evidence of what
ourusers do, whatthey need
andthen use thatknowledge
fo design our services.

Secondly, and just as
importantly, we are looking at
whatis happening now. We're
always looking strategically and
globally attrends but we can't
remain static as we wait for the
‘big insights”. We have to look at
whatwe do all of the time and

“We really wantto learn
and understand and have
evidence of what our

users do”

find waysto do it better. Not only
will that make us more efficient
and effective foday, it will help
ustorelease resources to invest
innew services asthey arise.

“Standing
still is not
an option.”

How are you introducing
new models of working
into your service?

That’s one of the reasons
why we've engaged with

the Processfix approach,
alongside evaluating changes
inlibrary practices and our
User Centre Service Design
research. We are looking at
our workflows so that we can
identify the changes we need
fo make in our processes and
the skills we need to learn.

Andthe changes we are
implementing now are not
only focused onimproving
our current offering, they are
alsoinvaluable atintroducing
anew kind of thinking intfo our
culture. We are getting staff at
alllevels and at all fimes to think
critically about everything we
do, to evaluate how we could
make things work better and
improve services for our users.
Standing still is not an option.

Itis our responsibility to
prepare for a different future,
because one thing is certain:
things are going to change
and will keep on changing.



About us And Finally...

Organisations rely on processes fo get fhings done. Offen these University of Southampton move to
simply evolve over time and become inefficient ways of working.  paperless admissions in just three
Processfix oring powerful, proven and behaviour—changing months. Read how they did ifinthe
techniques to bearin a professionally facilitated environment. nextnewsletter...

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 deliverimmediate 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:
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