S P R SOCIAL PoLICY RESEARCH ASSOCIATES

Partnering for Quality under the

Workforce Investment Act:
A Tool Kit for
One-Stop System Building

Module 5

Building a Process for
Continuous Improvement

Participant Workbook

200 Middlefield Road, Suite 100
Menlo Park, CA 94025
Phone (650) 617-8625/Fax (650) 617-8630



This page intentionally left blank.

Insert blank page here when making double-sided copies



Participant Workbook
Module 5: Building a Process for Continuous Improvement
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Module 5
BUILDING A PROCESS FOR
CONTINUOUS IMPROVEMENT

Reengineering Versus
Continuous Improvement

How do we know which we should do?

5-2

Reengineering Versus Continuous
Improvement

Definition of Reengineering

“Reengineering is the fundamental
rethinking and radical redesign of
business processes to achieve dramatic
improvements in critical, contemporary
measures of performance, such as cost,
quality, service, and speed.”

Michael Hammer and James Champy

5-3
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Reengineering Versus Continuous
Improvement

Definition of Continuous
Improvement

Continuous Improvement is the
relentless, ongoing hunt to eliminate the
sources of defects, inefficiencies, and
nonconformance to customer
specifications, needs, and expectations.
James Cortada and John Woods

5-4

Reengineering Versus Continuous
Improvement

How Do They Differ?

Continuous
Improvement

+ Replaces one process* Improves a process over
with a completely new time so that it becomes

and different one that ~ More efficient and
gives better/more productive.
efficient results.
« Isaone-time event. ¢ Is anongoing event.
« The process owner is ¢ The process owner need
highly involved. be only mildly involved.

5-5

Reengineering

Reengineering Versus Continuous
Improvement

When do you use each?

With a partner, discuss when an
organization might utilize:
Reengineering Continuous Improvement

5-6
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Reengineering Versus Continuous

Improvement
When Do You Use Each?
Reengineering Continuous

Improvement

o If the existing process ¢ If the existing process
cannot perform at the can be “tweaked” to meet

needed level. ongoing, or gradual!y
« If there are new increasing expectations.
changes or challenges * To stabilize and enhance
to the system. an already effective
process.

5-7

Reengineering Versus Continuous
Improvement

What are the Similarities?

With a partner, discuss what
reengineering and continuous
improvement have in common:
*

*
*
*

5-8

Reengineering Versus Continuous
Improvement

What Are Both Trying To
Achieve?

« Correct a disparity between current reality
and customer’s stated expectations.

+ Streamline the process to eliminate non-
value-added work.

+ Meet specific requirements of cost,
quality, service, and speed.

5-9
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Two Aspects to Implementing
Continuous Improvement

+ Organizational/Corporate Culture
Changes
& Logistics/Techniques

5-10

Learning Objectives

« Learn when it is appropriate to use
continuous improvement tools.

# Learn about the continuous improvement
process.

+ Learn when and how to implement
continuous improvement within a One-
Stop system.

5-11

Agenda

+ How Process Reengineering and
Continuous Improvement Differ.

+ A System, a Process, and an Activity.
« Current Approach to Improving Services.
+ Stages of Dynamic Process Improvement.

5-12
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Agenda

Continued

o Details of Plan-Do-Check-Act cycle.

+ Organizational Aspects of Continuous
Improvement:
+ New Roles and Skills for Staff and Managers.
< Forming Continuous Improvement Teams.

5-13

Organizational Aspects of
Continuous Improvement

« Implementing continuous improvement
in the One-Stop setting requires:

+ Developing new roles and new skills for
staff and managers.

< Forming teams that represent all partners
and processes within the One-Stop
system.

+ Using effective teamwork.

5-14

Developing New Roles and
Skills for Staff and
Managers

+ Human Organizational Chart.

+ Traditional organization versus learning

organization.

5-15

Social Policy Research Associates

Page 5-5



Participant Workbook
Module 5: Building a Process for Continuous Improvement

Developing New Roles and Skills for Staff and
Managers

Activity: Identify New Roles

« With a partner, review the :
¢ Human Organizational Chart

+ Identify the new roles for staff and
managers within One-Stop Centers (5

minutes).
+ Record findings on Activity Worksheet
5-A.
5-16
New Staff and Manager
Roles
(Activity Worksheet 5-A)
New “Staff” Roles ew “Manager” Roles
* *
* *
* *
* *
* *
* *
* ¢ 517

Developing New Roles and Skills for Staff and
Managers

Activity: Identify New Skills

+ With the same partner, identify the new
skills needed by staff and managers
within One-Stop Centers
(5 minutes).

+ Record findings on Activity Worksheet
5-B.

5-18
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New Staff and Manager
Skills

(Activity Worksheet 5-B)

New “Staff” Skills New “Manager” Skills
* *

* *

* *

* *

* *

* *

* ¢ 5-19

Choosing Processes to
Improve

Criteria to Select High Priority Topics

< Needs attention (customer window).

< Has high customer value (customer window).

« |s cross functional.

< Impacts multiple funding sources.

« Impacts external customer.

< Can provide a quick win, especially if first
experience using teams.

5-20

Choosing Processes to Improve

Activity: Select Topics for
Team Problem Solving

+ Find a partner.

« Applying the selection criteria just
described, spend 5 minutes to identify 3
topics that could be selected for team
problem solving.

+ Record findings on Activity Worksheet
5-C.

+ Report out. 5-21
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Forming Continuous
Improvement Teams

« Cross functional representation.
« Cross site representation.

members.

< Multiple funding sources represented.
< Participants with different learning styles.
+ No known conflicts/enemies among

Criteria to Select Team Members

5-22

Forming Continuous

Improvement Teams
Continued

tools.

10 total).

Criteria to Select Team, continued

< Participation by at least one expert in team
processes and continuous improvement

< Participation by at least one expert in the
content of the processes to be reviewed.

¢ Manageable number of team participants (8-

5-23

Activity: Select a Team

Activity Worksheet 5-D.

Forming Continuous Improvement Teams

+ In this exercise, job referral and job
placement services (“helping customers
find a job”) have been identified as the
topic for a local improvement team.

# Using the criteria, determine the 8-10
members that you will charter for this
team. Record the selected members on

5-24
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Select a Team
(Activity Worksheet 5-D)
Source of Learning
Name Agency Funding Site Style
5-25

Forming Continuous Improvement
Teams
Ways to Notify Selected
Members
Effective Ineffective

+ Coach asks « Coach dictates

* Team member(s) o Team dictates

ask
¢ CEO asks ¢ CEO dictates
5-26

Forming Continuous Improvement Teams

Examples of Ways to Notify
Selected Members

+ “Join your Center’s team to design an
improved job referral process.”

+ “You have been asked to participate on
a team to revise the job referral process
in your One-Stop Center.”

5-27

Social Policy Research Associates Page 5-9



Participant Workbook
Module 5: Building a Process for Continuous Improvement

Forming Continuous Improvement Teams

Establishing Team Parameters

+ Provided by the group granting the
authority to the team.

+ Done through a team “charter.”

5-28

Forming Continuous Improvement Teams
Using Team Charters

Parameters Specified by Charterers
& Team topic title.
+ Objective.
& Expectations (outcomes of deliverables).
+ Guidelines to achieve expectations.
«+ Boundaries of authority.
& Resources available to accomplish tasks.

« Skills required (of process owner, members,
leader, facilitator).

5-29

Forming Continuous Improvement Teams

Using Charters

Parameters Specified by Team

+ Meeting time and place.

« Ground rules.

« Operating procedures.

+ Next steps.

« Additional resources needed.

5-30
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Activity: Practice Establishing
Team Parameters

« Working in your Center teams, determine
the team parameters that you will give to
your “job referral process” team (15
minutes).

+ Complete parts 1 through 6 of the Team
Charter format found in Activity Worksheet
5-E.

+ Report out.

5-31

Team Charter
(Activity Worksheet 5-E)

Team Charter

Components of a System

# Activity: Steps or tasks in the execution
of a process.

+ Process: A series of interrelated activities
that lead to a desired outcome.

+ System: A set of interrelated and

interdependent processes that are
managed and have a specific purpose.

5-33
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Components of a System
Key Elements of a Process

< Has distinct start and end points.

< Takes inputs, transforms/adds value to
them, and delivers output to internal or
external customer.

< Includes actions that are:

Definable Predictable
Repeatable Measurable
« Fulffills a specific purpose that adds value
for a customer. 5-34

Components of a System

One Stop System
Components

At your tables, identify as many
examples as possible of your One
Stop’s:

< Activities.

& Processes.

¢ Systems.

Report out.
5-35

Document Your Current
Approach to Improving
One-Stop Services

< Individually answer the questions on
Activity Worksheet 5-F (5 minutes).

& Working with your One-Stop team, come
to consensus on each answer (15
minutes).

< Draw a picture indicating the effectiveness
of this approach to improving One-Stop
Services (5 minutes).

< Report out. 5-36
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Document Your Current Approach to
Improving One-Stop Services
(Questions Covered on Activity
Worksheet 5-F)

1. How does your One-Stop center or system
(or your program) measure success?

2. How does your One-Stop center or system
(or your program) identify issues/problems?

3. How is a specific problem solved?

4. How are decisions made in the One-Stop
center/system (or your program)?

5-37

Dynamic Process
Improvement Method or

DPI

+ Outlined by Bill Montgomery in the book
Power Up Teams.

+ Developed by studying the natural stages
that teams use to describe and streamline
work flows.

+ Simple to understand and use.

+ Generic: learn the stages of DPI and all
other continuous improvement methods fit
into this one. 5-38

Dynamic Process Improvement Method or DPI

Stages of Dynamic Process
Improvement

+ Stage 1 - Scope

+ Stage 2 - Flow

+ Stage 3 - Customer/Supplier
+ Stage 4 - Issues

+ Stage 5 - Cause

+ Stage 6 - Solution

5-39
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Dynamic Process Improvement Method or DPI

Stages of Dynamic Process
Improvement, Continued

+ Six stages (not steps): going back is
appropriate if it enhances going forward.
- Stage = a place to be.
- Step = continual progression.
« Stages are dynamic: you learn and take
action at each stage.
+ You may return to any stage: returning
is a positive thing. 540

Dynamic Process Improvement Method or DPI

Stages of Dynamic Process
Improvement, Continued

# Cycling back manages the learning and
adds clarity.

+ The first 3 stages are used to describe
current process features and document
system requirements.

+ The last 3 stages are used to select and
solve identified problems.

5-41

Dynamic Process Improvement Method or DPI

Activity: Identify Stages in
The Improvement Cycle

# At your table, review the scenarios
presented on Activity Worksheet 5-G.

« Determine what part of the process
improvement cycle this indicates.

+ Determine the next stage in the
process.

+ Report out in 10 minutes.

5-42

Social Policy Research Associates Page 5-14



Participant Workbook
Module 5: Building a Process for Continuous Improvement

Identify Stages in the Process
Improvement Cycle
(Activity Worksheet 5-G)

Activity Worksheet
5-G describes four
scenarios.

For each scenario,
determine:

What stage in this
process improvement
cycle does this
indicate?

What is this team’s
next activity?

5-43

Dynamic Process Improvement Method or DPI

Process Improvement Tools:
Reasons They are Used

« To improve the efficiency of manual
operations.

« To uncover patterns, inconsistencies,
difficulties, successes and possibilities.

+ To carry ideas and information.

# To visually display team findings,
constructions, and results.

Described in Power Up Teams by Bill Montgomery. 5_44

Dynamic Process Improvement Method or DPI

Activity: Practice Process
Improvement Tools

+ Work in teams to complete exercises in
Activity Worksheet 5-H using:
« Pareto diagrams.
< Run charts.
« Scatter diagrams.
< Fishbone charts.

5-45
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Steps in Improving
Processes

+ Implementing process improvements
requires the use of a cycle of
interrelated steps:
¢ Plan.
¢ Do.
¢ Check.
¢ Act.

+ Repetitions of this cycle are used to

stabilize processes and eliminate gaps.
5-46

Steps in Improving Processes
p Plan ‘
t Do

Ac

Check

5-47

Steps in Improving Processes
“Plan”

« Select problem or process.
« Describe the process flow.

« Describe various causes and identify the root
cause.

« Develop a solution.

5-48
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Steps in Improving Processes
Typical Tools Used in “Plan”
Step
Activity Typical Tools

« Select problem or e Brain storming, affinity

process. diagram, data

displays.

« Describe the + Column or basic flow

process flow. chart, tree diagram.
Described in Power Up Teams by Bill Montgomery.

5-49

Steps in Improving Processes

Typical Tools Used in “Plan”
Step, continued

Activity Typical Tools
¢ Describe various & Affinity diagram, cause
causes; identify and effect diagram, inter-
the root cause. relationship digraph, data
displays.
« Develop a + Flow charts, activity
solution. network diagram,
prioritization matrix,
Described in Power Up Teams by matrix diagram, tree

Bill Montgomery.

diagram. 5-50

Steps in Improving Processes

Typical Tools Used in “Do”

Step
Activity Typical Tools
< Implement the < Flow charts, activity
solution. network diagram,

data displays.

Described in Power Up Teams by Bill Montgomery.

5-51
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Steps in Improving Processes

Typical Tools Used in

“Check” Step
Activity Typical Tools
< Evaluate the + Check sheets, data
solution. displays, flow

charts.

Described in Power Up Teams by Bill Montgomery.

5-52

Steps in Improving Processes
Typical Tools Used in “Act”
Step
Activity Typical Tools
+ Reflect and act on < Affinity diagram,
learning to stabilize radar chart,
system at improved brainstorming.
level or make new
changes.
Described in Power Up Teams by Bill Montgomery.
5-53

One-Stop Continuous
Improvement Case Study

+ Working with your table, read the case
study that is handed out to you.

« Determine key points about the case
study.

+ Prepare a presentation about those key
points.

+ Report out.

5-54
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Continuous Improvement Case Study

Debriefing

¢ How was continuous e What needed
improvement utilized? improvement in using

« What lessons were the continuous
learned? improvement

process?

¢ What similarities did
you find among all
case studies?

¢ What was unique to
each? 5-55

+ What worked well?

+ What were the
“pitfalls™?

¢ What support was
given? By whom?

Summary: Using Continuous
Improvement in a One-Stop
System

+ Focus on understanding and improving
internal and external customer
processes.

+ Focus on One Stop collaborative
process.

+ Use with a newly reengineered process
to keep it current.

5-56

Activity: Using Continuous
Improvement in Your One-
Stop

+ Discuss how your local One-Stop team
can use continuous improvement
approaches and tools to make your
operations more effective and efficient.

+ Determine your next steps to implement
continuous improvement in your One-Stop
system.

+ Report out.

5-57
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Assignments

Homework

5-58

Assignment 1

+ Review and analyze your One Stop’s
current customer data.

+ Select 3 processes for continuous
improvement.

# Charter 3 teams.

+ Begin team continuous improvement
activities.

# Bring team progress information to next
meeting.

5-59

Assignment 2

« Begin continuous improvement activities
within your One-Stop center/system.

# Identify obstacles in your current
management structure that inhibit
effective continuous improvement
practices in your One-Stop.

# Bring a description of these obstacles to
the next training session.

5-60
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Techniques and Tools

Resource Tool Kit

5-61

Tools Referred to in
Module 5
# Affinity diagram
+ Activity network diagram
+ Basic data display tools:
< Bar chart
< Pareto Diagram
< Pie chart
¢ Run chart
¢ Radar chart
< Histogram 5-62

Tools Referred to in
Module 5

Continued

+ Brainstorming
+ Cause and effect diagram
+ Check sheets
+ Customer-process-supplier model
+ Flow Charts
« Basic flow chart
< Column flow chart
< Analysis tools for flow charts

5-63
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Tools Referred to in
Module 5

Continued

+ Decision matrix

* Interviews

+ Matrix diagram

+ Planning sheet

# Prioritization matrix
< Requirements matrix
o Tree diagram

5-64
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Trainer Manual Guidelines Partnering for Quality Under WIA

Module 5. Building a Process for Continuous Improvement

Trainer Manual Guidelines

This manual provides a step-by-step approach to training on
Building a Process for Continuous Improvement This session is
the fifth in a series of five training modules designed to help local
workforce development agencies collaborate to improve customer
services. The complete curriculum on Partnering for Quality
under WIA includes:

Module 1. Reviewing System-Building Progress and
Developing a Blueprint for WIA Transition

Module 2. Partnering and Organizational Change

Module 3. Collecting and Using Customer Feedback
Module 4. Designing a System for the Delivery of Integrated
Services

Module 5. Building a Process for Continuous Improvement

Each module has a series of companion products. In addition to
this trainer manual, products developed for Module 5. Building a
Process for Continuous Improvement include overhead
transparencies and a student workbook.

The best place to start with this guide is to read it through once.
The guide is designed to be easy to understand. Following are
points for reading and using the guide.

Sentences typed in bold italics are intended to be said
by the trainer to the group.

Sentences with a bullet in front of them are action
items that the trainer needs to do.

Page 5-i Social Policy Research Associates



Trainer Manual Guidelines Partnering for Quality Under WIA

Module 5. Building a Process for Continuous Improvement

Icons on the left hand side of the guide provide a visual view of
the type of activity that is taking place. The Icon Key is
provided below.

Use overhead slide.

Have participants complete exercise.

Write information on flip chart.

Use small group work/discussion.

Use full group discussion.
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Write “Welcome” and your name and phone number on a
flip chart at front of room prior to attendees arriving. Also
include your e-mail address if you have one.

WELCOME! I’m glad you could be with us today.

Introduce yourself and give a brief description of your
background and qualifications to lead this training module.

Put on title overhead for Module 5.

SP R SOCIAL POLICY RESEARCH ASSOCIATES

Partnering for Quality under the
Workforce Investment Act:
A Tool Kit for
One-Stop System Building

Module 5
BUILDING A PROCESS FOR
CONTINUOUS IMPROVEMENT

m This session will cover the material in your Participant
Workbook under Module 5. Building a Process for Continuous

Improvement.

Have each person introduce themselves and state a one word
description of their organization’s continuous improvement
process.

Put on Overhead 5-2.
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Reengineering Versus
Continuous Improvement

How do we know which we should do?

5-2

Many business today talk about both *““reengineering” and
“continuous improvement.” Are they both the same?

Put on Overhead 5.3.

Reengineering Versus Continuous
Improvement

Definition of Reengineering

“Reengineering is the fundamental
rethinking and radical redesign of
business processes to achieve dramatic
improvements in critical, contemporary
measures of performance, such as cost,
quality, service, and speed.”

Michael Hammer and James Champy

5-3

Read the definition of reengineering. Highlight and stress the
following key words: fundamental rethinking, radical
redesign, dramatic improvements, measures of
performance.

Put on Overhead 5.4.
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Module 5. Building a Process for Continuous Improvement

Page 5-3

Reengineering Versus Continuous
Improvement

Definition of Continuous
Improvement

Continuous Improvement is the
relentless, ongoing hunt to eliminate the
sources of defects, inefficiencies, and
nonconformance to customer
specifications, needs, and expectations.
James Cortada and John Woods

5-4

Read the definition of continuous improvement. Highlight
and stress the following key words: relentless, ongoing
hunt, eliminate sources of defects, nonconformance to
customer.

Put on Overhead 5-5.

Reengineering Versus Continuous

Improvement
How Do They Differ?
Reengineering Continuous
Improvement

¢ Improves a process over
time so that it becomes
more efficient and
productive.

¢ Replaces one process
with a completely new
and different one that
gives better/more
efficient results.

o Is aone-time event. ¢ Is an ongoing event.

« The process owner is ¢ The process owner need
highly involved. be only mildly involved.

5-5

Read the text. Highlight: replaces versus improves, one-
time versus ongoing, highly versus mildly.
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Put on Overhead 5-6.

Reengineering Versus Continuous
Improvement

When do you use each?
With a partner, discuss when an
organization might utilize:
Reengineering Continuous Improvement

Have each attendee find a partner.

Using the definitions just given, have each partner group
discuss examples of when to use reengineering and when to
use continuous improvement.

You can use Participant Workbook page 5.3 (with the
reproduction of Overhead 5-6) to make notes.

Set timer for five minutes.

Once the time is up, have each partner group talk about at
least one idea.

Capture ideas on the flip chart.

Put on Overhead 5.7.

Social Policy Research Associates Page 5-4



Trainer Manual Guidelines Partnering for Quality Under WIA

Module 5. Building a Process for Continuous Improvement

Reengineering Versus Continuous
Improvement

When Do You Use Each?

Continuous
Improvement

< If the existing process
can be “tweaked” to meet
ongoing, or gradually
increasing expectations.

¢ To stabilize and enhance
an already effective
process.

Reengineering

< If the existing process
cannot perform at the
needed level.

« If there are new
changes or challenges
to the system.

Review the points on the overhead. Compare to the items
listed by the partner groups.

Put on Overhead 5.8.

Reengineering Versus Continuous
Improvement

What are the Similarities?

With a partner, discuss what
reengineering and continuous
improvement have in common:
*

*
*
*

5-8

Have each attendee find a different partner.

You will now have five minutes to identify what reengineering
and continuous improvement have in common.

List your ideas on Participant Workbook page 5.3 (which
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Module 5. Building a Process for Continuous Improvement

reproduces Overhead 5-8).

Set the timer for 5 minutes.

When the time is up, get each partner group to identify one
similarity they identified.

Capture ideas on the flip chart.

Put on Overhead 5.9.

Reengineering Versus Continuous
Improvement

What Are Both Trying To
Achieve?

« Correct a disparity between current reality
and customer’s stated expectations.

« Streamline the process to eliminate non-
value-added work.

+ Meet specific requirements of cost,
quality, service, and speed.

5-9

Review the similarities identified on the overhead. Compare
these with the ideas captured on the flip chart from the
partner groups.

State that the Workforce Investment Act has many references
to implementing “continuous improvement” as well as to the
“creation of a system.”

In Module 4, we described how to reengineer a One-Stop system
to deliver seamless services that respond to customer
requirements.

Social Policy Research Associates Page 5-6
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Module 5. Building a Process for Continuous Improvement

Module 5 describes how to implement a continuous
improvement process for a One-Stop system with multiple
partners.

Have each person describe one thing that they would like to
learn in this session. Record on flip chart and hang around
the room to return to throughout the session.

Put on Overhead 5-10.

Two Aspects to Implementing
Continuous Improvement

+ Organizational/Corporate Culture
Changes

« Logistics/Techniques

5-10

Review points on slide 5-10

Explain that we will be focusing on the organizational aspects
first and then review and practice logistics and techniques.

Put on Overhead 5-11.
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Module 5. Building a Process for Continuous Improvement

Learning Objectives

¢ Learn when it is appropriate to use
continuous improvement tools.

< Learn about the continuous improvement
process.

« Learn when and how to implement
continuous improvement within a One-
Stop system.

5-11

Review the learning objectives. Compare them to the stated
requests of the participants.

Put on Overheads 5-12 and 5-13.

Agenda

+ How Process Reengineering and
Continuous Improvement Differ.

& A System, a Process, and an Activity.
< Current Approach to Improving Services.
« Stages of Dynamic Process Improvement.

5-12
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Module 5. Building a Process for Continuous Improvement

Agenda

Continued

# Details of Plan-Do-Check-Act cycle.

« Organizational Aspects of Continuous
Improvement:
+ New Roles and Skills for Staff and Managers.
« Forming Continuous Improvement Teams.

5-13

Review the agenda items to the stated requests of the
participants and where we are currently on the agenda.

Show that the next step on the agenda is talking about the
difference between an activity, a process, and a system and
how those fit into the continuous improvement process.

Put on Overhead 5-14.

Organizational Aspects of
Continuous Improvement

< Implementing continuous improvement
in the One-Stop setting requires:
« Developing new roles and new skills for
staff and managers.

« Forming teams that represent all partners
and processes within the One-Stop
system.

+ Using effective teamwork.

5-14

Up to now, we have been focusing on the logistics of
continuous improvement.

It is also important to focus on the organizational aspects of
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Module 5. Building a Process for Continuous Improvement

implementing continuous improvement within a One-Stop
setting. There are three organizational requirements of
continuous improvement: (1) developing new roles and skills
for all staff; (2) forming continuous improvement teams, and
(3) using effective teamwork within those teams.

| - Put on Overhead 5-15.

Developing New Roles and
Skills for Staff and
Managers

¢ Human Organizational Chart.

« Traditional organization versus learning

organization.

5-15

Ask for volunteers. Tell the attendees that you will not
require the volunteers to sing, dance or even speak; you will
just need them to stand in place.

First, ask for a person to volunteer to be a director of a One-
Stop center. Tell them that this will be the only time that
they will be able to be a director and not have to do any
work!

Once a volunteer comes forward, place him/her at the front
of the room facing the attendees.

Next ask for 2 volunteers to be assistant directors. Again
state that they will not be required to do anything, but that
you just need them to stand where you place them.

Once the volunteers come forward, place them in front of the
director, side by side facing the director.
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Next ask for 3 or 4 volunteers to come forward and be
managers.

Once they come forward, place them directly behind the 2
assistant directors, right behind the backs of the assistant
directors, side by side and facing the director.

Next ask for 5 or so volunteers to be front-line staff. Place
these volunteers in a line (side by side), directly behind the
managers but facing the director.

Next ask attendees what customers are served by the One-
Stop center.

Probe for specific answers such as youth, offenders,
dislocated workers, people looking for better jobs, under-
employmed, unemployed, Ul recipients, welfare recipients,
students, veterans, disabled individuals, employers, etc.

For each customer identified, have a person volunteer to
represent that kind of customer. Have them line up/cluster
behind the front-line staff.

Once all the customers and staff have been represented, tell
the attendees that this is a typical organizational chart of a
traditional organization.

Ask the director:

Can you see the customers?

If he/she says “yes” ask them if they can see each and every
customer. When they respond *““no,” ask:

Who usually makes all the decisions in a traditional
organization?

When attendees respond that the director makes all the
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decisions, discuss how hard it would be to determine what is
right for each of the customers when the Director cannot
even see all the customers for whom s/he is making those
decisions. Then ask:

Who knows best what each customer needs?

If they state that the customer knows best, ask:

Who knows second best?

The attendees will respond that the front-line staff do.
Discuss how hard it is to see the needs of the customer with
their backs to them.

Have the front-line staff turn around to face the customers.
Then talk about how hard it is to turn your back on your
supervisor in order to face your customer. Ask:

Who can help the front-line staff person when s/he runs
into organizational barriers?

Once the attendees identify the managers, have the managers
turn around to support the front-line staff.

Continue this questioning until all staff have turned around to
face the direct customer.

Discuss who is the direct customer of staff in each job title.

Once the have all turned around, say that this an
organizational chart of a high performing/learning
organization.

Put on Overhead 5-16.
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Developing New Roles and Skills for Staff and
Managers

Activity: Identify New Roles

< With a partner, review the :
¢ Human Organizational Chart

« |dentify the new roles for staff and
managers within One-Stop Centers (5
minutes).

« Record findings on Activity Worksheet
5-A.

5-16

Review the instructions for the activity.

Put on Overhead 5-17.

New Staff and Manager

Roles
(Activity Worksheet 5-A)

New “ ff”” Rol ew “Manager” Roles
* *

* *

* *

* *

* *

* *

¢ ¢ 5.17

Help the attendees find Activity Worksheet 5-E.
Set the timer for 5 minutes.

At the end of 5 minutes, ask for volunteers to describe one of
the new roles they identified for staff or managers.
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Capture ideas from each partner team on a flip chart.

Put on Overhead 5-18.

Developing New Roles and Skills for Staff and
Managers

Activity: Identify New Skills

< With the same partner, identify the new
skills needed by staff and managers
within One-Stop Centers

(5 minutes).
« Record findings on Activity Worksheet
5-B.
5-18
Review the instructions.
Put on Overhead 5-19.
New Staff and Manager
Skills
(Activity Worksheet 5-B)
New “Staff” Skills New “Manager” Skills
* *
* *
* *
* *
* *
* *
* * 5-19
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Help the attendees find Activity Worksheet 5-F.
Set the timer for 5 minutes.

At the end of 5 minutes, ask for volunteers to describe one of
the new skills that staff or managers need.

Capture ideas from each partner team on a flip chart. Then
ask:

How are each of your One-Stop systems helping to build these
new skills and prepare staff and managers for their new roles?

Put on Overhead 5-20.

Choosing Processes to
Improve

Criteria to Select High Priority Topics
< Needs attention (customer window).

« Has high customer value (customer window).
« Is cross functional.

< Impacts multiple funding sources.

« Impacts external customer.

« Can provide a quick win, especially if first
experience using teams.

5-20

Now that we know the process for continuous improvement, we
must learn how to choose what process to improve. Many
organizations use the criteria outlined on this overhead.

Review the criteria from Overhead 5-20.

Put on Overhead 5-21.
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Choosing Processes to Improve

Activity: Select Topics for
Team Problem Solving

< Find a partner.

< Applying the selection criteria just
described, spend 5 minutes to identify 3
topics that could be selected for team
problem solving.

« Record findings on Activity Worksheet
5-C.

+ Report out. 5-21

Review instructions.
Set timer for 5 minutes.

After time is up, have partner groups report out their
conclusions.

Capture ideas on a flip chart.

Put on Overhead 5-22.

Forming Continuous
Improvement Teams

Criteria to Select Team Members
« Cross functional representation.
« Cross site representation.
< Multiple funding sources represented.
< Participants with different learning styles.

+ No known conflicts/enemies among
members.

5-22

Social Policy Research Associates
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It is important to establish teams that will be able to work
together well to complete their tasks. Teams must be composed
of a variety of individuals that collectively bring the skills and
knowledge that the team needs.

Review the criteria to use to select well-balanced and
representative teams

Put on Overhead 5-23.

Forming Continuous

Improvement Teams
Continued

Criteria to Select Team, continued

< Participation by at least one expert in team
processes and continuous improvement
tools.

< Participation by at least one expert in the
content of the processes to be reviewed.

¢ Manageable number of team participants (8-
10 total).

5-23

Review the criteria continued on this overhead.

Put on Overhead 5-24.
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Forming Continuous Improvement Teams
Activity: Select a Team

« In this exercise, job referral and job
placement services (“helping customers
find a job”) have been identified as the
topic for a local improvement team.

« Using the criteria, determine the 8-10
members that you will charter for this
team. Record the selected members on
Activity Worksheet 5-D.

5-24

Review the instructions for this activity.

Have individuals work with the members of their local One-
Stop partnership.

Put on Overhead 5-25.

Select a Team
(Activity Worksheet 5-D)

5-25

This is the worksheet that you will be using to complete this
activity.

Set the timer for 5 minutes.

Once the time has elapsed, have each team describe their
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teams to the large group.

Put on Overhead 5-26.

Compare the suggested membership of the teams against the
criteria for establishing team members.

Teams

Members

Effective

¢ Coach asks

¢ Team member(s)
ask

¢ CEO asks

Forming Continuous Improvement

Ways to Notify Selected

Ineffective

¢ Coach dictates
¢ Team dictates

¢ CEO dictates

5-26

to be a member.

Put on Overhead 5-27.

Point out the various ways to notify selected members. Point
out that the invitation can be extended by various parties,
but—to be effective—members should be asked and not told
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Forming Continuous Improvement Teams

Examples of Ways to Notify
Selected Members

+ “Join your Center’s team to design an
improved job referral process.”

< “You have been asked to participate on
a team to revise the job referral process
in your One-Stop Center.”

5-27

Review the approaches described on the overhead. Ask:

Do you think these would be effective approaches?

Ask how the One-Stop systems represented in the room have
notified potential members of their continuous improvement
teams. Ask if it proved to be an effective approach. If not,
what might have helped to make it more effective.

Put on Overhead 5-28.

Forming Continuous Improvement Teams

Establishing Team Parameters

« Provided by the group granting the
authority to the team.

¢ Done through a team “charter.”

5-28

It is important to establish parameters within which a
continuous improvement team may operate. Establishing the
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parameters helps to define the work of the teams and enables
them to begin their work more quickly.

Put on Overhead 5-29.

Forming Continuous Improvement Teams
Using Team Charters

Parameters Specified by Charterers
& Team topic title.
« Objective.
« Expectations (outcomes of deliverables).
« Guidelines to achieve expectations.
« Boundaries of authority.
+ Resources available to accomplish tasks.

« Skills required (of process owner, members,
leader, facilitator).

5-29

Review each point on the overhead.

Stress that these will be completed by the chartering group or
person.

The TEAM TOPIC TITLE should represent the general topic of
the work to be done.

The OBJECTIVE of the team should describe in general what
the team is expected to accomplish. An example would be: *“to
develop a process to provide quick, relevant job referrals that
meets the needs of employers and job applicants.”

EXPECTATIONS would include specific deliverables for the
team to complete. Examples might include: a basic flow chart
of the process, the identification of customer requirements and
standards for both job applicants and employers, the
identification of methods to streamline the process, new staff
orientation of the process, and staff training on any new
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methods that are tested, implemented, and standardized.

GUIDELINES may include any federal, state, or local laws,
regulations, or policies, and benchmark information from
outside the organization.

BOUNDARIES of authority express the authority of the team to
make decisions, make recommendations, or provide basic input.

RESOURCES AVAILABLE that are specified in a team charter
may include human or financial resources, equipment,
books/materials or supplies, or time to be specifically applied to
the designated task.

SKILLS REQUIRED may include the designation of a person
or persons to be the leader or facilitator of the team, assistance
of a process owner, or additional training that will be available
to the team.

Put on Overhead 5-30.

Forming Continuous Improvement Teams

Using Charters

Parameters Specified by Team

+ Meeting time and place.

« Ground rules.

« Operating procedures.

+ Next steps.

« Additional resources needed.

5-30

Review each point on the overhead.

Stress that each of these will be determined by the team

Social Policy Research Associates Page 5-22



Trainer Manual Guidelines Partnering for Quality Under WIA

Module 5. Building a Process for Continuous Improvement

members.

Remind the attendees that these are all parts of the process to
help teams complete the initial *“forming” stage we referred
to in Module 1.

. - Put on Overhead 5-31.

Activity: Practice Establishing
Team Parameters

& Working in your Center teams, determine
the team parameters that you will give to
your “job referral process” team (15
minutes).

& Complete parts 1 through 6 of the Team
Charter format found in Activity Worksheet
5-E.

+ Report out.

5-31

Review the instructions for this activity.
Focus the work around the job referral process.

Put on Overhead 5-32.
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Team Charter
(Activity Worksheet 5-E)

-32
Q In this exercise you will be completing the parameters for a
continuous improvement team on the job referral process. This

overhead illustrates Activity Worksheet 5-H that you will be
using during the exercise.

Set the timer for 15 minutes.

At the end of this time period, have a representative from
each team report on their progress.

m - To transition into the next concept of the components of a
system, ask the attendees as a group to state a definition of:

Activity
Process
System

- Once they have discussed these concepts, put on Overhead 5-
Q 33.
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Components of a System

< Activity: Steps or tasks in the execution
of a process.

& Process: A series of interrelated activities
that lead to a desired outcome.

& System: A set of interrelated and
interdependent processes that are
managed and have a specific purpose.

5-33

Reward them for ideas that are similar to the definitions on
the overhead.

These concepts are key to the continuous improvement process.

Put on Overhead 5-34.

Components of a System
Key Elements of a Process

+ Has distinct start and end points.

+ Takes inputs, transforms/adds value to
them, and delivers output to internal or
external customer.

# Includes actions that are:

Definable Predictable
Repeatable Measurable

+ Fulfills a specific purpose that adds value

for a customer. 534

m - Describe how activities can become a process by meeting the
listed criteria.
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Review examples of processes on flip chart (from Ken
Miller).

Example of Process from Food Processing Business

Vendor/supplier: farmer

Input: tomatoes

Organization: manufacturer

Value added: remove seeds, add water and spices,
can it

Customer: wholesaler

Outcome: more variety for customer/profit for
manufacturer

Example of Process from Workforce Development System

Vendor/supplier: employer

Input: job order

Organization: staff

Value added: job match

Customer: job applicant

Outcome: job interview for applicant; “tick
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mark” for staff

Put on Overhead 5-35.

Components of a System

One Stop System
Components

At your tables, identify as many
examples as possible of your One
Stop’s:

< Activities.

& Processes.

& Systems.

Report out.
5-35

Review instructions for exercise that attendees will complete
in a small group (at their own table).

Set timer for 5 minutes.

w - Once time is up, get each table to describe some of its
examples for each of the 3 categories. Record on flip chart.

Discuss to ensure consensus and understanding of the three
terms.

Put on Overhead 5-36.
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Document Your Current
Approach to Improving
One-Stop Services

« Individually answer the questions on
Activity Worksheet 5-F (5 minutes).

& Working with your One-Stop team, come
to consensus on each answer (15
minutes).

« Draw a picture indicating the effectiveness
of this approach to improving One-Stop
Services (5 minutes).

+ Report out. 5-36

Q . Display each instruction as needed.

Help attendees to locate Activity Worksheet 5-A.

Present the first instruction, explaining that each individual
will have five minutes to answer the questions on the
worksheet. .Set the timer for 5 minutes.

As attendees start to work, put on Overhead 5-37, which
summarizes the four questions to be addressed .

Document Your Current Approach to
Improving One-Stop Services

(Questions Covered on Activity
Worksheet 5-F)

1. How does your One-Stop center or system
(or your program) measure success?

2. How does your One-Stop center or system
(or your program) identify issues/problems?

3. How is a specific problem solved?

4. How are decisions made in the One-Stop
center/system (or your program)?

5-37

Return to Overhead 5-36. Present the second instruction,
explaining that atten