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WORKING INSIDE FOR SUCCESS OUTSIDE
July 2014

What’s the best thing that can happen to an inmate when they leave prison? To become law-abiding citizens who do not face further incarceration. In support of Governor Herbert’s goal to reduce recidivism in the State of Utah, the Department of Corrections is working to provide additional training and work opportunities for inmates through its Division of Correctional Industries (UCI).
Currently, there are just over 7,000 inmates in Utah’s prison system. On average, it costs $28,000 a year to house one inmate. When inmates leave prison, 66% return within three years. For inmates who have UCI work experience, 55% return to prison. Evidence based studies show that, on average, correctional industries programs produce a significant reduction in recidivism.

To provide work for inmates, UCI operates 16 industries including construction, furniture, print shop, and signs. 740 inmates are employed or 21% of the 3417 work-eligible inmates. “What good looks like” for UCI is to provide all eligible inmates the opportunity to work.

UCI, in cooperation with the Governor’s Office of Management and Budget and Novaces Inc., has applied operational excellence tools, a focused value stream analysis, and capacity planning to increase production capability in the furniture manufacturing process. After reviewing the flow of work, it was determined that the constraint or bottleneck in the process was furniture sanding. The capacity for that particular step in the furniture manufacturing process has been calculated at 80 units per day and work is now released into the process at no more than 80% of sanding capacity. This “choke and release of work” created a stabilized flow that resulted in:
· the ability to track the production status of each piece of furniture
· reliable completion dates are now available for the customer
· furniture production capacity has doubled
· sales for June 2014 were the highest ever at $523,248 as compared to $243,931 in June 2013 and $234,298 in June 2012
· job opportunities for inmates have increased from 54 to a future state of 75 to 80
· a production baseline has been established that can be continuously improved

Kudos go to Rollin Cook, Department of Corrections Executive Director for supporting the initiative and the UCI team of Alan James, UCI Director; Mike Gray, Doug Schut, Dave Rose, Andy Iacona, Preston Gray and the work-eligible inmates for identifying the constraints and implementing the improvements.







HOUSING INDUSTRY UP – LICENSING KEEPS PACE
May 2014

If you have ever purchased a home in Utah, you have likely worked with one of the many professionals licensed through the Department of Commerce, Real Estate Division. The division works to protect the public and promote responsible business practices through education and licensure of real estate professionals to include real estate agents as well as individuals and businesses who provide mortgage and appraisal services.

As Utah’s economy and housing industry continues to improve, the Real Estate Division is experiencing an increase in licensing applications. To meet the demand without requesting additional resources, the division has implemented several SUCCESS Framework strategies—strategies that focus on improving internal processes and increase the overall speed for issuing licenses.

This is no small feat as the division was already performing at a very high level—processing 75% of all applications within five days. By implementing a few simple strategies, the division now processes 85% of applications in five days—despite the fact that the average number of monthly applicants has increased from 195 to 258 or 32.8%. In addition, by doing more with the same resources, the Real Estate Division cost per application has decreased by approximately 25%.

A key improvement strategy has been to reduce the number of licensing applications that are submitted without being complete. Incomplete applications dramatically slow down the process as staff must contact the applicant, request the missing information, and wait for the information to be provided before approving or denying the application. Staff created a checklist cover sheet for every type of license to remind applicants not to turn in an application without including all the required information. In addition, the division now provides the checklists to real estate schools and testing providers so applicants are well aware of licensing requirements before they apply. Licensing staff also reviewed all the required documentation and have found more efficient ways to authenticate the information submitted.

Division management also reviewed how they were utilizing their most important resource—the staff. Primary and secondary backups have been trained and assigned for all critical process steps. Cross-training ensures the critical process steps are not delayed for any reason. Additionally, standard work instructions have been developed for all functions to support cross-training as well as new employee training.

In addition to these formal improvement strategies, department employees have individually embraced the challenge to improve. One great example is that employees have implemented ways to avoid “batching” work by proactively getting applications from the reception area rather than allowing them to pile up in in-boxes. This extra focus and effort has yielded great results in a short period of time. The results speak volumes for the work of the Real Estate Division and their dedication and willingness to make improvements to better serve their customers.

Utah Driver License Division – Medical Section
April 2014

The medical section within the Utah Driver License Division has made measurable and significant improvements in their performance. The medical section is responsible to ensure drivers with medical conditions are properly monitored by their physician(s). With increased numbers of incoming forms and the section’s renewal by mail/Internet responsibilities, it was extremely difficult to stay on top of their workload. Incomplete forms were often received by the section, which had to be returned to the driver or forwarded to the driver’s physician for follow up. The backlog contributed to the submission of duplicate forms. Drivers called frequently to ensure their documentation had been received. With each distraction, the medical team was pulled away from their day-to-day responsibilities.
When the team first met to discuss the SUCCESS Framework approach, there was a growing backlog of more than 8,200 medical forms. The section considered hiring additional staff to assist with the workload. In February 2014, the medical team implemented several 

SUCCESS strategies that resulted in some immediate – and impressive results.
· Of the twelve workweeks since February, only two contributed work to the backlog queue.
· Over the same time period, the team received 29,457 new medical forms and processed a total of 37,669 forms—fully eliminating the backlog of 8,212 forms!

The following illustrates how the team reduced the backlog while absorbing new work – all without hiring additional employees.
· The team identified the most critical work that employees should be performing—referred to as “blue light” activities.
· All activities that interfered with blue light were moved to “filter roles” within the team.
· Individuals rotating through the “filter roles” assumed all activities except for blue light work. The “filter” position also helped the blue light staff reduce bad multi-tasking.
· In addition to filtering out interfering activities from those performing blue light activities, the “filter roles” ensured that those in blue light roles received all of the information and documentation needed to perform their work efficiently and to avoid rework—this is referred to as providing a “full kit.”

Congratulations to this remarkable team. Management within the Utah Driver License Division is very impressed with the outcome and looks forward to implementing the SUCCESS Framework in other areas of the division.







Doing More Without More Resources – Utah’s BCI
March 2014

Utah’s Concealed Firearm permitting process is incredibly popular—both within the state as well as with the 35 other states that recognize Utah’s concealed firearm permits. In 2013, the state received over 135,000 applications.

The Department of Public Safety’s Bureau of Criminal Identification (BCI) team is responsible for issuing the concealed firearm permits and has found it extremely difficult to stay on top of the workload given the immense popularity of Utah’s permitting process. While BCI has been able to continue issuing over 99 percent of the concealed firearm permits within a 60-day timeframe, processing the fingerprint cards associated with the permits has been more of a challenge. When the team first met to discuss the SUCCESS Framework approach, there were over 80,000 fingerprint cards in a backlog status—a backlog that has continued to grow over time.

In December 2013, the BCI team began implementing SUCCESS strategies that resulted in some very impressive results. The following illustrates how the team has been able to reverse the trend of adding to the backlog while absorbing new work—all without adding new resources.

· Of the ten-work weeks now on the books since December, only two had work going into the backlog queue
· Over the same time period, the team received 17,323 fingerprint cards for processing and processed a total of 21,072 cards–reducing backlog by 5,457

In addition, there’s a background story not captured by the measures or numbers associated with the initiative. The BCI team also ran a productivity analysis on their process to determine how much work could actually be completed if the main system or process constraint was removed. Once the constraint was accurately identified and removed, the team successfully uploaded more and more fingerprint scans into the Automated Fingerprint Identification System (AFIS) than was previously imagined possible. In fact, the BCI team uploaded so many scans in such a short period of time that the AFIS system crashed—prompting a call from the California company responsible for maintaining the fingerprint database.

Congratulations to Alice Moffat and her team for such a strong and solid start in applying the SUCCESS Framework tools and processes. BCI’s willingness to engage in thoughtful and tough conversations and their willingness to explore new ways to meet increasing workload demands have proved crucial in achieving the positive outcomes they are experiencing.






Utah’s UI Program Turning Heads
February 2014

According to the U. S. Department of Labor, Utahns benefit from one of the best unemployment insurance (UI) programs in the nation. For an unprecedented third year in a row, Utah has won the “UI Triple Crown” in recognition of a program that operates faster and more effectively than any other medium-sized state in the country. The Department of Labor award recognizes excellence in three major UI functions: benefit payments, tax operations, and appeals decisions. The UI Division—part of the Department of Workforce Services (DWS)—credits the use of the SUCCESS Framework tools and processes as the means for continuing to drive this high level of performance.

As a measure of quality, workers filing for benefits based on Utah wages must register for work with a local employment center—even if they have moved out of state. Many workers formerly employed in Utah were not registering for work and were notified that they must provide proof of work registration within 10 business days or UI benefits would be denied. As a result of this and other efforts, the quality and efficiency of UI benefit payments increased by over 16% since FY2012.

Utah’s UI contributions (tax) section increased throughput by matching a database of delinquent UI customer debts against federal government payments being made to the same customers. The payments were intercepted and offset by all or part of the Utah debt, resulting in the collection of $6.9 million in overpayments and penalties. This, and other efforts, resulted in a 6.6% improvement in throughput (capacity) since FY2012.

Utah’s UI appeals section decreased the number of cancelled hearings due to appellants failing to participate. Before applying the SUCCESS Framework tools, 17% of appellants requested a new hearing that resulted in a duplication of work and costly inconveniences for the respondents. Developing a Throughput Operating Strategy (TOS) and interference diagram helped the appeals section focus improvement efforts and, as a result, reopening requests have decreased to just over 13% since FY 2013.

These accomplishments are attributable to UI Director Bill Starks, his leadership team, and the amazing work performed by the UI front line staff. By focusing efforts on the QT/OE improvements of the SUCCESS Framework, Utah’s UI program—which was already one of the best in the country—continues to find operational efficiencies. These efforts protect the investment of employers contributing to the UI fund, ensure the integrity of UI benefits awarded to unemployed workers, and help maintain Utah’s overall economy by sustaining the purchasing power of unemployed workers.








State Health Lab Producing Faster Test Results
January 2014


As the only entity of its kind in the state, the Utah Public Health Laboratory performs tests that eventually reach every Utah citizen. For example, the laboratory provides tests to determine if infants suffer from a debilitating disease, if the water we drink is safe, and help law enforcement determine if someone was intoxicated during a traffic incident.

By applying the tools associated with the SUCCESS Framework, the laboratory is achieving significant performance improvements. For example, the metals testing section for Chemical and Environmental Services had a backlog of 506 samples and was averaging 35 completed samples per week prior to adoption of the SUCCESS Framework. After analyzing “blue light” (the time staff spend on the most critical work activities), lab employees found increased capacity by implementing a team work schedule based on business need. No additional costs were incurred by these adjustments.

In the first four weeks after increasing blue light activity, the average test completion rate soared to 135 samples per week. During the same time period, backlog was reduced to 193. By December, the average completed tests per week were 105 which is a 197% improvement over a three month period.

Other positive results include increased instrument run-time without additional employee time and a reduction in rush sample preliminary reports from at least 72 hours to a range of 24-48 hours.

The SUCCESS Framework tools are being applied to other areas of the laboratory to improve operations and performance. For example, the Forensic Toxicology team members are veterans at using Lean / Six Sigma to improve performance. However, by applying the QT/OE measure, they have been able to capture the broader story of their performance–with the three most recent calculations showing a 17% gain in QT/OE.

These accomplishments are a tribute to Dr. Robyn Atkinson-Dunn and her leadership team. Utah’s State Public Health Laboratory believes these experiences will lead to even greater things to come.











Utah National Guard
December 2013


One of the ways the State of Utah supports our service men and women is through the National Guard’s tuition assistance program. With approximately 560 soldiers participating, it’s important to effectively manage the program without detracting from the Guard’s critical day-to-day operations. In addition, a well-run tuition assistance program is a key recruitment incentive for Utah’s National Guard soldiers and airmen. In fact, the Guard’s tuition assistance program is a key factor for Utah’s first place national recruitment ranking.

By applying the concepts and tools of the SUCCESS Framework, the average time a recruiter spent on each tuition assistance application fell from 15-23 minutes to 5 minutes representing a 66-79% improvement. The related cost per hour of service fell from $39.82 to $15.24. In addition, system improvements now mean that the availability of funds is updated in near real-time, resulting in less guess work about the availability of funds and fewer program interruptions and delays due to a lack of funding.

Beginning in January 2014, an additional aspect of the Guard’s tuition assistance improvement strategy will allow military personnel to access information without the existing time intensive data entry process. Once in place, the time spent on the application process should further decrease to 1-2 minutes which will translate to a 94-96% improvement and a cost per hour of service of approximately $5. These improvements will result in a program that is much more timely and responsive for participants.

Thanks to Colonel Chrisine Burckle and members of her team for their work to improve the National Guard’s tuition reimbursement system. By offering an effective and efficient tuition assistance program in support of the educational goals of our soldiers and airmen, the State of Utah is able to pay-it-forward to those who so valiantly serve our state and nation.
















Department of Commerce
October 2013


Adopting the SUCCESS Framework, the Department of Commerce has implemented performance measures and improvement tools in five divisions and, within a short period of time, is already making great strides—for example, a 16 percent improvement in one division. These improvements are in addition to the progress the department has made over the past few years and demonstrate that continual process improvement is possible in any environment. Outlined below are just a few examples of the agency’s great work.

By processing applications faster, the Division of Securities has increased capacity to meet demand. In addition, by establishing reliability standards for investment advisory applications, individual agent licensing applications, and corporate financial filings the division’s quality throughput ratio is trending upward. Specifically, the cumulative improvement for all three areas is approximately 16 percent over the baseline period. While these preliminary results need to be sustained over time, the division is well on its way to achieving the Governor’s 25 percent improvement target by increasing quality throughput without increasing operating expenses. Equally important are the positive benefits of increased speed on any system—improving reliability and customer service builds capacity for workload variation and supports a positive business environment.

The Division of Occupational and Professional Licensing (DOPL) has also shown great improvement by reducing a three-month backlog in pharmacy applications to two weeks while also decreasing call wait times. While the backlog was caused by several factors, division management quickly identified several issues that were interfering with the timely processing of licenses. As a result of quick actions to reduce or eliminate interferences, the accumulation of work has been significantly reduced.

The importance of quickly identifying potential backlogs and reducing or eliminating them right away cannot be overstated. Once a backlog occurs, staff time and focus often shifts from producing quality throughput to addressing an environment full of interruptions and bad multi-tasking. The DOPL team is now working to track throughput using cumulative flow diagrams—helping to ensure licenses are processed within targeted timeframes.

The Department of Commerce exemplifies how focus and strategy can assist organizations in reaching even greater heights. Executive Director Francine Giani and her staff are to be congratulated for their great work and constant dedication to providing better and more reliable service to the public.







Utah Office for Victims of Crime SUCCESS Implementation at CCJJ
July 2013

Early in the process of implementing the SUCCESS program, the Office for Victims of Crime realized that the eligibility decision on an application is a significant control point and the reparations officers (the employees who decide whether applications are approved or denied) need to spend more time making decisions that only they can make. Based on these realizations, the office adjusted its focus so that other employees are working to provide a full kit of information to reparations officers. This allows the reparations officers to spend more time making eligibility decisions (blue light). The office also took steps to eliminate a backlog of applications. Since making these adjustments, the office has eliminated its backlog of applications, reduced the average time for eligibility decisions from the FY12 average of 33 days to just over 17 days (for June 2013) and increased the number of eligibility decisions from 344 per month to 530 in June. The concepts of full kit and blue light have been critical to these improvements.
	
Understanding the new focus in the office, Gary Scheller, Director of the Office for Victims of Crime, redirected resources and restructured parts of the office—emphasizing the control point. Employees other than the reparations officers now spend more time preparing the full kit (tasks that were previously performed by the reparations officers) allowing the reparations officers to focus on eligibility decisions. Gary also restructured the role of victim advocates in the office. Each of two advocates is now assigned to work in teams with three reparations officers. Whereas the advocates previously had a quasi-adversarial relationship with the reparations officers, they now view their work as preparing the full kit to assist the reparations officers. The morale of the office has improved significantly as has throughput.

Gary also realized that if the reparations officers were always working on old applications, they would not have time for new applications and processing times would not improve. Customer service and quality would also suffer. On May 1, Gary Scheller instructed the reparation officers that by July 1st, all applications with a full kit that had been in the office for more than 30 days were required to be processed. He also implemented a policy and process of terminating applications after 60 days of receipt if the required information was not received. However, those applications could be terminated only after verification that four requests for the information had been made at two-week intervals and that applicants had been engaged in attempts to obtain the information. Saturday work schedules and accrual of modest amounts of comp time were authorized during the month of June. However, the increase in throughput far exceeded the rate of additional time authorized.

Quality of decision-making has remained strong with all of these changes. The denial rate has remained consistent, confirming that reparations officers are not denying cases to eliminate the backlog. Additionally, no denials in June have resulted in appeals. The entire staff has worked very hard and have worked together to implement the SUCCESS Framework concepts.
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