processfix

Winter newsletter 2012/2013

Welcome

Putyourselfinthe position where
you'reready fo sfartonthe journey
fo processimprovement; atthe
outsetyou may have difficulty in
getting buy-in, face cultural barriers,
orsimply finditdifficultto decide
onyour starfing point. Torealise the
pbenefits of processimprovement,
youwillneedto persevere, and
atProcessfix we have seensome
greatexamples of perseverance.

Whateverthe desired outcome, our
clientshave beendeterminedto
succeed. They have beenhelped by
acombination ofelements, including:
aclearand constant statement of
objectives; continued enthusiasm
forthe potentiallbbenefits of any
processimprovements; and solid
preparationto ensurethe maximum
penefitpossible is achieved.

Inthisissue we travelto Australia
tofind outhow Simon Hall, School
Manager ofthe Melbourne
School of Psychological
Sciences, prepared histeams
for arecentRapid Improvement
Workshop with Processfix.

Thenwe hearhow Claire Gale,
StudentISManagerinthe Student
Systems &Reporting Teamat
Cranfield University, found externall
fundingto supporttheir business
fransformation projectand
undertook thorough research
with Processfix fo develop the right
approach for Cranfield’s needs.

Finally,inthe spotlightthis edition,
wetalktoMark Lewis, the CFO of
Valiant Petroleum Plc, whose broad
ranging and globalexperience
offers valuable insightinfo what
isachievable andredlisticin

terms of processimprovement.

NEWSFLASH!

London, UK—November 2012
The UK’s Financial Services
Compensation Scheme invest

in Processfix training following
huge surgein claims

Solid preparation drives
success in Melbourne

Simon Hallis the School Manager ofthe
Melbourne School of Psychological Sciences,
which sits within the Faculty of Medicine, Denfisfry
& Health Sciences atf The University of Mellbourne,
Australia. He had come across Processfix when
working as the Head of International Recruitment
afthe University of Warwick, and saw the
potential for a Rapid Improvement Workshop in
his new role in Melbourne.

“As SchoolManager, lhavea
very broad ranging role: lcan
e doing anything from working
onadmissions processes
throughto finance; marketing
through to occupational health
and safety! Buta core defined
responsibility is forthe 18
administrative staffatthe School,
whichincludesteam building and
professional development.”

Simonwentonto explainhow he
thought a Processfix workshop
might help him achieve his goals, as
wellas deliver efficiencies withinthe
existing processes: “No-one had
everreally looked afthe processes
inthe Schoolinterms of mapping,
or questioning whatwas most

efficient. Because I'd previously
pbeeninvolvedin aProcessfix
workshopinthe UK, lexpected
that we would be able fo realise
penefitsinterms of efficiency, but
additionally, lwas looking for the
softer benefits that arise fromthis
kind ofteam-building workshop:
relationships strengthened,
opportunities opened up,
constructive discussions enabled.”

AProcessfixteamtravelledto
Melbourne atthe beginning of
September 2012 for athree day
workshop withthe School’s
admissions (academic programs)
feam, two academics, one

who wasdirectly involvedinthe
admissions process and one who

was not, anindividual fromthe
University’s central admissions
team, another fromthe University’s
studentinformation systemteam,
and one staff member fromthe
faculty student support centre.
Butthe work behind making
surethatthisinvestmentin both
finance and time was a success
started long before then.

“To give upthree days out of
yournormal working lifetotry

“But the work
behind making
sure that this
investmentin
both finance
and time was
asuccess
started long
before then.”

something diifferent, especially
something coming from another
partofthe worldis a significant
commitment, and withinan
academic environment, proof
of outcome is alwayys desirable
before undertaking a process!”
explained Simon. “Ifirst spent
fime discussing withthe key
stakeholders my own experience
with Processfix inthe UK, and we
agreedto goforwardintothe
process cautious, but optimistic.”

“lalsohad alotofworkto doin
terms of providing data for analysis
sothatthe Processfix team were
ableto deliver aworkshop thatwas
tightly tailored to our processes. The
issue for us wasthatsuch datais not
always forthcoming in our particular
areq, noristhe daftavery reliable.
Robust data provides a strong
starting pointagainst whichthe
workshopteamis ableto evaluate
anddiscussthe potential areas
forchange andimprovements.”

Simonwas pleasedtotellusthat
the perseverance and preparation
has paid offin severalways. A
detfailed implementation plan was

Continued on page 2...



When perseverance pays dividends

Following a pan university business process review
of student processes at Cranfield University, Claire
Gale, currently Student ISManager, Student Systems
&Reporting Team, fook onthe challenge fo form a

Business Transformation Team (‘BTT') which would
underpin and support all change activities and ensure
realisation of agreed benefits.

Claire explained: “The specific
problem areainthe management
of astudent’sexperienceisthat
the existing systemis inconsistent
and processes are devolved
fothe schools which means
communication between schools,
departments and campuses ofthe
university, is challenged. Thishas
led, insome instances, 1o a poor
custfomer experience.” The BTT
projecthas defined some clear
objectives and Claire has spent
the last nine months researching,
championing and implementing
activities which will best drive the
team forwardto meetthese goals.

“l neededto
find the right
way to work
with the team
so that we
could all come
tothe same
place atthe
same time.”

Claire firsttackled the issue of
funding. As we allknow, budgets
are stretched further and further
every year. Sheinvestigated options
and successfully completed a
tender for funding from JISC*.

Shethen considered how besfto
approachtheimplementation of
the project. “Isaw thatthe people
onthe ground, administrators
upto office managers, needed
tounderstandthatinorderto
achieve an effective development
ofour systems, we have fo look
atour processes and come up
withthe right foundations or
requirements. Ineededtofindthe
rightway fo work withthe feam
sothatwe could allcometothe
same place afthe sametime.”

One part of Claire’s research
included areview ofthe Processfix
approach. She metfirstwith
Processfixin 2011 o discuss how
theirteam could helptotrain
people within Cranfieldto become
process review facilitators. “We
neededtolook atourissues attwo
levels: the Main BTT considering the
higher level strategicissues and
the many Sub BTTs withineach

schooland departmentevaluating
fhelowerlevelprocesses,
feedingtheseinfothe Main BTT.”

Followingthis, she and a colleague
attended a Processfix masterclass
in 2012 to experience atfirsthand

aRapid Improvement Workshop.
Subsequently, she has worked
with Processfix fo develop ablend
between aprocess analysfcourse
and a process facilitator course to
meefthe specific needs at Cranfield.
So, armed with aresearched
fraining plan and having secured
funding, Claire gainedthe
commitment ofthe Improving
Student Processes (ISP) Programme
Board (chaired by the Secretary
and Registrar) to support her

plan. “Itook the findings of allmy
investigationsto the programme
board and asked fortheir full
backing, to give peopletimeto
attendthe workshop. I'm pleasedto
say thatthey agreed to ensure that
allthose nominated for the course
would be giventimeto attend.”

The four-day workshop took place
atthe end of November 2012, and
was aftended by 14 people from
five schools, central services, and
Claire. Every level was represented:
from administration through to office
managerlevel. The aimwasto
give everyone acomplefe holistic
understanding of process review,
andto equip them withthe skillsto
gooutandfacilitate the business
fransformationteams. Some quotes
fromthe attendees included:

“This was a really useful
workshop and I’'m now
equipped with some great
ideasto use inthe review
of processes in my own
area.” Admissions Officer

“1found this very helpfulin
intfroducing new concepts, and
in building confidence that | can
now facilitate workshops for
process improvements inthe
school.” Programme Administrator

“The workshop was
thought-provoking and
fun.I’'m now keento get
started...” Business Analysf

“I've hadto work hardto get
peoplefo understand whatwere
fryingto achieve withthe BT T. But
the workshop was a success with
allattendees fully engaged for
the whole four days. Following
the success ofthe workshop, we

are now ready fo review our
processes and withthe schools
and central services working
collaboratively, we willmake
ourstudentexperience the best.
We workinavery competitive
sector: we needto achieve best
value for money, for the individual
students andforthe university. We
willachievethis by streamlining
ourprocesses, so people have
more fime to work onthe soft
skillsinrelationtothe students.”

Footnote:

*JISC = Joint Information Systems
Commiftee, who championthe use
ofdigitaltechnology fo ensure the

UK remains world-class inresearch,
teaching andlearning. JISCfund a
wide range of infrasfructure, services,
innovative projects and studies.

Obijectives
of the BTT

— Create aflexible network
structure across the
university to provide a
communication channel
for business process
change;

— Improve the efficiency
and communication
across the university
in orderto provide
fransparency between
organisational strategy
and [T strategy;

— Beresponsible forthe
identification of business
process improvement
opportfunities, the
facilitation of workshops
and the progression
of process changes
in partnership with all
relevant service areas;

— |dentify andtrain
Business Process Change
Championsin all areas
ofthe university;

— Take anactive partfin
the current and required
business process
improvementteam
workshops and quality
review meetings;

— Supportthe definition
and review of business
process improvement
procedures, the
underpinning actions
required

— Work with the service
area managementand
staffto facilitate change
within the service areas
fo be improved;

— Attend regular checkpoint
meetings to ensure
that project progress
is assessed and team
issues are formally
communicated.

...continued from page1

devised atthe workshop, and the
feam have instituted fortnightly
catch-up meetings to review

how they are progressing. This
has helpedto meetdeadlines,
butalso provided anopen and
neutral forum for discussion.

“Because we approachedthe
workshop as ateam, people are
more able now toraise issues and
have a constructive discussion.
Channels of communication

have been opened up, and silos
have been broken down.”

The team were also pleasedto
achieve outcomes thathad not
been expected, realising thatthere
were different ways availaple to
dothings. Forexample, the current
student management system had
beenin place for over ayear,
pbutthe admissions team were
unaware of updates that could



In the spotlight: Mark Lewis,

CFO Valiant Petroleum Pic

CFO at Valiant since April 2010, Mark Lewis believes
that nearly a quarter of his working life has been

focused on making processes work better,and he
has recently held a Processfix workshop at Valiant.

Initially working within strategy consulting, Mark’s
career includes time with companies whose activities
include industrial diamond manufacturing (Element
Six), motoring services (RAC Pic) and oil exploration

and production (Valiant).

Mark’s broad ranging experience means that he has
seen in practice the benefits of good process: the
fangible, measureable outcomes and the intangible.
“When ateam is working well, with good processes
in place, the team members tend fo have more fun!”

What encouraged you
tochoose acareerin
management?

[took a degreeinengineering,
economics and management at
Oxford, and my firstwork wasin
electronics with Racal. However, |
wanfedto broaden my experience
ofmanagementand business. In
the 1980s, strategic consultancy
offered very good accessto
decision makersinawiderange
ofbusinesses, addressing a
parficularly broad range ofissues.

What's behind your interest
in process improvement?

Apersonalinstinct, whenever I've
had responsibility for a group of
people, oran activity, has alwayys
beento makethe work more
streamlined and systematic. But
lalsothinkit’s very importantto
recognise that seeking fo ‘work
better’rarely equatesto ‘work
harder’. We used tothinkthere were
frade-offs: improved results atthe
expense of working harder or faster.
Now, we strive to ‘work smarter’. The
improvementsthathave become
possible, inifially in manufacturing,
butincreasingly inservices, are
really quite dramatic. Find walys

o ‘work smarfer’and you can see
massive simultaneousimprovements

intime, costs and quality.
Importantly, you canalso delivera
less stressful environment forthose
involved andhelpthemtohave
fun whilst achieving theirgoais.

Is it possible to balance
proposed effort with desired
outcomes before you proceed?
That's quite difficultto answer. A

lot ofthe benefits from process
change are intangible: things you
wouldn'tnecessarily expect. If you
are ableto work smarter, freeing
people up from fixing day fo day
crises forexample, will give the
fime and energy fo look at other
projects. So onthe whole, lwould
say thatthereis always a benefit
fo driving process change.

Have you seen many significant
differences in approach

to process improvement
through your career?

Allofthe culfures around the world
havetheirownidiosyncrasies.
However, | believe thatifyou have
agroup of people determined
todoagood job,andhelpthem
withthe righttools, you can usually
galvanisetheminto positive action.

Acritical skillisthe ability to step
back and see how things could
e, ratherthan focussing on how

things are. If you know whatyou're
fryingto deliver, you canreduce a
processtothe essential elements,
removing the ‘oecause we've
always doneitthatway’factors.

Where do you see the hub
of process improvement?
Is it an individual skill or
best embeddedinto a
corporate culture?

It's definitely more powerful if
i'sembeddedinaculture. I've
managed organisations where
we embedded processthinking
fothe extentthatevery teamonthe
factory floor stopped for 10 minutes
eachdayfodiscussresultsand
suggestimprovements. People
took ownership oftheir processes
and believedthatthey could
make a difference, sothey did.

Butto dothistakestime. On

the one hand, you canmake
isolated changes very quickly
and achieve realbenefits. To
fransform an organisation’s
culturethoughtakestime.

Would you agree that in
process improvement,
perseverance pays off?

I'malways over ambifious about
whatcan be achieved by when,

“If you know
what you're
tryingto deliver,
you can reduce
a process to
the essential
elements,
removing the
‘because we’ve
always done
it that way’
factors.”

and willconstantly chip away
untillachieve my goals. During

the recent Processfix workshop at
Valiantwe discussedthe ideathat
the first solution you come up with
isn'talwaysthe best, you might need
fokeeplooking, oreven discard an
innovation you've justimplemented.
Thatdoesntmean you shouldn't
continuethough; perseverance
definitely does pay offlongterm.

“Because we approached the
workshop as a team, people
are more able now to raise
issues and have a constructive
discussion. Channels of
communication have been
opened up, and silos have
been broken down.”

make certain processes easier.
Since the workshop, relationships
withthe people running the
system have improved and the
admissions team are now being
frainedto anenhanced level
withinthe systems available.

Simonwentontotellus: “We
have been pleased fo present
ourfindings fo the entire School.
We wanted fo show that we are
not afraidto stop and review
whatwe do, and find waysto do
things differently. But alongside
this, it'simportant to note that it’s
not a‘quick fix’; you needto be

fully behind the conceptofa
Rapid Improvement Workshop.
As with the majority of things
that are worthwhile long-term,
there’s a significantinvestment
in preparation priorto holding
a Processfix workshop. And
we haven't experienced a
revolution following it. What
we do haveis awhole feam

of people fully committed to a
definedimplementation plan.
We are confidentthat within 6-12
monthsthere will be tangible
positive outcome interms of
work practice and the broader
applicantexperience.”



About us And Finally...

Organisations rely on processes fo getfhings done. Offen these Processfix masterclass inspires
simply evolve over time and become inefficient ways of working.  operational excellence across
Processfix bring powerful, proven and behaviour—changing the University of Oxford

techniques to bear in a professionally facilitated environment.

We focus on engaging your feams in their own improvement,
empowering them fo 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 BOOK on—line for fhe ﬂseéjf(
Exchange House fiX masterclas

Midsummer Boulevard sfix.com
Milton Keynes

PrOCESS
www.proces

MKQ 2EA
WWW.processfix.com
info@processfix.com
witon Next masterclass
Keynes 28th February 2013
Price £495 per person
Book on—line at
www.processfix.com
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