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Welcome

University of Bristol smash admissions target

“Sefting a goalis nofthe mainthing;
itis deciding how you willgo about
achieving itand staying with that
plan”said Tom Landry (1924-2000),
American football player and
coach, one ofthe greatest and most
innovative coachesin American
National Football League history.

Today we canbe overwhelmed
by the many goals both sef for
usand by usinour professional
and personal lives, butit’s
always worthtaking astep
back andevaluating how best
you willachieve each goall.

Atthe University of Bristol, Roseanna
Cross, Head of Undergraduate
Admissions, explains how, to meet
their challenging recruitment
godls, the admissions feam
embracedthe opportunity o

be creative and come up with
solutionsthatreally work.

Programme ServicesManager,
Raksha Bhalsod, fromthe Institute
of Education, University of London,
fells us how their approachto

the placement processistofake
things one-step atatime, looking
athowto achieve the desired
outcomes sensibly and realistically.

Andfinally, our spotlightfalls
onProcessfix’s Dave Jones, an
experienced facilitator whorelishes
achallenge, whether it's withina
rapidimprovement workshop or
meeting apersonal goal of cycling
up anddownthe Pennines!

NEWSFLASH!

Bournemouth, UK
—December 2014
Anglo-European College of
Chiropractickick startenquiry to
enrolment process improvement
programme.

Afthe University of Bristol, there was a need to review the processes
supporting their new centralised admissions approach in order to
reduce workload issues and inefficiencies that had arisen. Roseanna
Cross, Head of Undergraduate Admissions, shares with us Bristol’s

approach andtheir subsequent achievements.

“We moved fo fully-centralised
admissionsin September 2012,
pbutratherthan enhancing things,
we found people were working
longerhours and becoming
demoralised whenthey weren't
meeting the targets thathad been
setto process applications. We
neededtolook athow we were
currently doing things, what
was causing the inefficiencies
inthe system and whatwould
make things work better.

We brought Processfix into help

us, asit’s always beneficial to

have an outside perspective and
alsotolearn new techniques and
methods. The workshop included
people fromthe central admissions
team and academic staffand was
areally positive experience.”

Roseanna wentonto outlinethe
key findings of the workshop:
“We realisedthat paperwas
duplicating whatwe were
doing. Scoring and recording

“everyone had
a partto play
and the whole
team were
involved in
coming up with
the solutions.”

onthe database and writing

on paperwork aswell. We

had an existing database that
would allow us to work to a near
paperless process so thatwas a
straightforward conceptto adopt.
We also decided that we should
change responsibilities within

the team to improve efficiencies.
Itmade sense for one group of
selectors to both make the decision
and process the offer, rather than

the current system of an adviser
scoring, selector deciding and
adviser enfering onthe system.
Allthis was quite radical, but

we hadthe admissions tutors’
buyin, asthey were part ofthe
group involved inidentifying

the solutions atthe workshop.
We also underfook a separate
exercise looking af our admissions
policy and made afew changes
fo rationalise the process and
make it more consistent across
different programmes.”

“we have
reduced
turnaround
time by 5 days”

Bristol held their workshop in May
and had two months fo overhaul
things before confirmation of
resultsin August. “It was a really
challengingtime. We neededto
change ourinternal processes
aswell asthe database to reflect
the removal ofthe paper form;
the fechnicalteam had alot of
work setfing up data repositories
to track the work. Previously, the
paper form had been a way fo
manage the workflow; you had
adepressing pile of paperto
remind you whatyou had o do!

And forthe people, those who had
beeninvolvedinthe workshop
were reasonably confident, but
we hadtohelptherestofthe
feamfo overcome their concerns
abouthow itwould be donein
the fimeframe. We achievedthis
through a collective approach;
we got people together and
splitthe responsibilities. The
goodthing wasthateveryone

Continued on page 2...



School placement process at the
Institute of Education

Raksha Bhalsod, Programme Services
Manager atthe Institute of Education (IOF)
describes how the team atthe IOE have

fackled the challenging exercise thafthey
face each yearto place approximately 800
students across 500 schools.

“The majority ofthe work to place
students in schools takes place
between July and December, with
ahuge amount of preparatory
work overthe summer period. But
ineducation, things change swiftly.
Inschools across Londonthereis
ahugeturnover of staff, so whilst
we fry fo complete the exercise
before September, the reality is
thatit’s not until September that

we find out both who our students
are and what's really available
inthe schools forthe year.”

“the team
were
experiencing
a lot of
frustration,
angst and
stress”

Raksha wentonto explain that
secondary and primary school
placements have different
challenges. Insecondary, the
IOEfrainin apbout 19 subjects.
Some are quite big, for example
English which has approximately
120 students, or have complex
needs such as specialisms for
languages, meaning thatthe
requirement for placements is
huge. The biggestimpacton
secondary placements iswhen
the schools make decisions on
how many peoplethey can
releaseto support students.
That’s out ofthe IOE control.

Inprimary there is a slightly
smaller number of placements,
butschools are also smaller, so
ifaschool withdraws fromthe

scheme, the whole school and
associated placements are gone
andthis can happen very quickly.
Inaddition, finding part-time
placementsis areal challenge.

“We proughtin Processfix because
the feam were experiencing a

lot of frustration, angst and sfress.

I was aware we had some
inefficiencies inthe system, but
there was nothing that we were
immediately able toidentify. We
needed help and our Registry
recommended Processfix for

their systematic, process driven
approach. Through the workshop
we were able to draw fogether
the differentteams: administrative,
academic, registry, computing
andidentify the real challenges.”

“Our main goal wastotry and
find a process that worked for
both primary and secondary
placements, faking info account
the requirement for each of
them individually. We hopedto
be able to develop an aligned
process, without forgetting the
individual areaneeds.”Raksha
continued “up untilthis cycle, we
had been collecting information
from schools and students on
paper, theninputting if. It was
taking hours and hours with
thousands of forms from students
and hundreds from schools.”

We asked Raksha how things
had improved: “For secondary,

really well, especially interms
ofgathering information from

the schools. Those atthe IOE

with overall responsibility for
placements have been keento
supportthis move; the buy in from
allsides has helped andthis has
made a huge differencetothe
team’s workload. Inputting data
usedtotake us weeks and weeks;
now it's alldone afthe point of
source so we are confidentthatthe
datais accurate and not prone to
humaninputting error atour end.”

“Primary has moved forwards
ataslower pace due fo staff
changes andthe approach
being asignificant change for
some schools, but we have a
clear plan and have identified
infernal Champions which
willmake a big difference in
helping us move forward.”

One crucial step fo success
was getting the computing
department and internal
stakeholders involved right
fromthe start. “There was a lof
of background work that went
on, especially inthe computing
department. We had to work
very closely withthemto getan

“Inputting data used to take us
weeks and weeks; now it’s all
done at the point of source so
we are confident that the data

is accurate”

online form which would feed
directly info the dafabase and
were supported by a Systems
Analyst and Project Manager
fo help us dothat. Having them
involved atthe outsetinthe
Processfix workshop meant
thatthere was clarity of what
wasneeded and whatthe
key requirements were.”

“sometimes
the things
that we focus
on may not
be whatis
causing the
problem”

“Our next step will be how to
getthe studentinformation
efficiently and to look af other
areas of our work such as
School Directinformation.
We've all learnt a huge
amount. We had so many
spreadsheets; we've cutthose
down significantly. The biggest
lesson isthat sometimes the
things that we focus on may not
be whatis causing the problem,
so we have started to look at our
processes much more closely.”

If you would like to talk

fo Raksha aboutthe |IOE
approach please contact
heron r.bhalsod@ijoe.ac.uk

...continued from page1

had a partto play and the
whole team were involved in
coming up with the solutions.
Of course, we discovered
more issues as we wenton,
but what was useful was the
Processfix approach: we have
anissue, we know we need to
getroundit, so let’s be creative
and come up with a solution.”

The team piloted the new
process just before confirmation,
spending 2 days going

through and seeing whatissues
emerged and what worked
well. Roseannatold us that it was
challenging and afthe end ofthe
first day there was a lot of anxiety
with people being worried about
the risks of making the change

SO quickly and moving forward.
Butthenthey regrouped and

brainstormed how to get around
the various issues and came up
with a plan as to how to move
forward. “As aresult we have
reduced turnaroundtime by 5
days forhome applicants and by
3 days for overseas applicants.”
“It’s made us more efficient

and we are now meeting our
turnaround targets which is
fantastic. We also did a survey
to see what our team felf now

andthey couldntimagine
going backto paper.
What's been really good is
the change of culture we've
experienced. A problemis
no longerimmediately seen
as negative; there willbe a
creative solution found by
groups working together. The
team deserves a lot of credit
asthisis one ofthe quickest
implementations ever seen!”



In the spotlight:

Dave Jones, Processfix
facilitator, “Ninja Warrior”
and cycle enthusiast

Dave Jones is an experienced facilitator who
has worked with Processfix since the inaugural
workshop backin 2005. He started his process
improvement journey when he answered an
advertisement for a “Ninja Warrior” at Marconi
infthe late 1990’s. In this quarter’s spotlight,
Dave gives his insight into the key components
of effective facilitation and how you can use
process improvement fechniques across all
facets of your life, just as he did for the Etape

Pennines challenge.

Did you know what you
were applying for when
you saw the “Ninja
Warrior” advertisement?

When all were predicting
chaos from the Millennium Bug,
orY2K, lwas seconded from
my job as a sales manager

fo project manage anew IT
system. Thisis when I was first
exposedto managing change
and the inferaction of process
and people, elements of the
work which I really enjoyed.

I was intrigued enough by a
picture of a “Ninja Warrior”in
aMarconi advertisement to
apply forajob as a Change
Agent. Of course, it turned
outthatthey were referring
to Six Sigma, a set of fools
and techniques for process
improvement and people
trained initto reachthe level
of “Master Black Belt”, hence
the Ninja Warrior picture.

It was the firsttime | had
personally come across d
structured process improvement
methodology, but | gotthe job
and thentrained up in both Six
Sigma and Lean. Over the fifteen
years, I've worked across
numerous industry sectors
covering both fransactional and
manufacturing environments.

How do you put this training
to use for Processfix?

The improvementtools and
techniques are important,

but anyone can learn them,
whether they originate from
Toyota, Lean or Six Sigma.
What’s more important is
facilitation: knowing how to
engage peopleinthe process,
asking the ‘why’ questions and
when to be flexible, ready

to adaptdepending onthe
answers fo the question.

Intheory, our Processfix Rapid
Improvement Workshops,
could be similar each time; but
inreality, they're all completely
different because they involve
different people and a different
process. The skill of the facilitator
isto selectthe appropriate
improvement techniques and
engage allthe attendeesin

the process ofimprovement,
afterallitis their process!

The attendees needthe chance
fo confribute: they know what
they do, they know the problems
and asthey are creative humans,
nof machines, will always come
up with solutions. The facilitator
must draw out and focus onthose
contributions which have real
value, versus those which are
abit more of a diversion, whilst
keeping everyone on board.

“The facilitator
must draw

out and focus
onthose
contributions
which have
real value”

Sointheory, anyone could
be an effective facilitator?

Withtime, practice and
confidence, yes, asit’snotf so
much about your specific work
experience asyour people
experience; you will never
know fthe attendee’s process
aswellasthey do. They are

the expertsintheir process, you
needto bethe expertinthe
improvement process. Infact, not
knowing the processin question

helps, asyou can legitimately
ask the ‘stupid’ questions as
to why isitdone that way!

Interpersonal skills are crucial;
you need to get everybody
engaged in a workshop, to
geteverybody contributing.
Someone in the workshop will
have probably been responsible
for some or all of the existing
processthatwe are frying fo
improve. By nature some people
willbe more forthcoming, more
vocalthan others. That’'s why day
one of the Processfix workshop

is soimportant: it helps fo build
individuals info ateam and
understand the improvement
process we willgo through.

Preparationis also key. before
any workshop, we have a
scoping meeting to agree what
the processis, where we need

tfo start, where we needto end,
who needsto be involved

and whatisitwe aretrying

fo achieve; in essence, why

are we having the workshop?
This enables me to identify the
improvementtools required and
the agenda for the workshop.
We also identify any existing
datathatis available and getfthat
ready to presentin the workshop
so we can focus on whatis
really going on, ratherthan

rely on perceptions of reality.

Time managementis another
important element of facilitation.
The facilitator is the timekeeper,
driving each session so that
everyone understands the
objectives, completes the task
in hand and pulls the outputs
together so we can move onto
the next session. We only have
asettime and we haveto end
withthe agreed outputs, plus,

as | often point out, | probably
have the longestjourney home
so | like to finish ontime...

And for your recent
challenge, the Etape
Pennines road sportive,
how did you train for that?

I cycled up lots of hills! It’s not a
particularly long challenge at
62 miles, but withinthatthere are
7,400 feet of climbing. You're
either going uphill or downhill,
there’s very little on the flat.

“you needto
get everybody
engagedina
workshop, to
get everybody
contributing.”

From a process point of view,

I drew onthe seven wastes
technique. One of the wastes
isunnecessary fransport and
this was as frue of my training
programme. I'm lucky enough
to live near the Peak District,
butIsoon realised that l was
wasting a huge amount of
effortin getting to this fraining
ground and changed my
programme to drive rather
than cycle the additional 50
miles roundtrip to the hills.

I’'m pleased to say that my
process improvement worked.
My objective was simple: to
complete the course. And on
the day, | finished in 5 hours and
27 minutes and came 495th out
of afield of 900. Job done!



About us

And Finally...

Organisations rely on processes fo get fhings done. Offen these
simply evolve over time and become inefficient ways of working.
Processfix boring powerful, proven and behaviour—changing
techniques to bearin 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.

University of Southampton hosfthe
eighth annual Processfix operational
excellence network meeting.
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Read all aboutitin our next newsletter
andfo register your interestin future
events confact
jenny.hocking@processfix.com.

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

Processfix Limited
Exchange House
Midsummer Boulevard
Milton Keynes

MK9 2EA

WWW.processfix.com
info@processfix.com
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T +44(0)1908 255993
F +44(0)1908 255700
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www.processﬁx.com

Next masterclass
26th February 2015
Price £495 per person
Book on—line at
www.processfix.com
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