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AGENDA 

 

• Introduction to SUCCESS.utah.gov 
• Roadmap/Tips and Tools  
• Key Concepts   
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ROADMAP  

 

For each major system in your organization: 
 

• Articulate a clear, concise and measureable goal 
• Create a visual flow of work 
• Develop system performance measures and supporting 

process measures 
• Identify the the main challenges and constraints limiting 

system performance 
• Develop and implement improvement strategies – monitor 

for results  



SUCCESS COURSES   
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Why focus on 
improving 
performance?  
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  GOAL 



MANAGING SYSTEMS 

vs. 



MANAGING SYSTEMS 

Types of Constraints 
• Capacity 
• Time 
• Quality 
• Policy 
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WORK ENVIRONMENTS 



 

Government Work Environments have similar: 
• Goals 
• Measures 
• Workflows 
• Challenges  
• Strategies  
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Goal: Complete quality, timely and thorough investigations  
Throughput: Completed Investigation  
Quality: Timeliness investigation (initial and full) 
Quality: Investigative report quality  
 

 

At the system critical activity  
 Work is assigned to investigators based on 

available capacity  
 Investigators are spending a higher percentage 

of time in the field  
 Management is available to resolve issues and 

help with key decision points  
 Supporting functions have capacity and clear 

priorities to assist investigations 
 
 
 
 

 
 
 
 

Before the system critical activity 
 Preliminary investigations are completed 

timely  
 Subject matter experts are available to assist 

investigator in determining scope and 
development of investigative plan 

 Cases are assigned and prioritized based on 
public safety and potential return on 
investment  

 
 
 

After the system critical activity 
 Investigative reports contain all the 

necessary information/documentation for a 
successful legal/administrative action 

 Investigative staff are available as needed to 
assist legal process  

 There is shared ownership between 
investigations and legal throughout the life 
of the investigation  
 
 
 
 
 

Determine scope 
and develop 

investigative plan 

Prepare report and 
required 

documentation 

Conduct Investigation 
-Data sampling 

-Record collection  
-Field work 

Preliminary 
Investigation  (45 days)  

Refer to appropriate 
entity/close case 

Transfer to Legal  

Referral  

Referral or Complaint 
Completed 
Investigation 

Regulatory System  



SYSTEM MAPPING  

Why start 
improvement efforts at 
a high level?  



SYSTEM MAPPING  

System maps are a tool to: 
• Develop or clarify the system goal and 

related measures  
• Reach consensus on how system 

“should” perform or function 
• Identify challenges and the “system 

critical activity”  
• Apply key concepts and develop 

improvement strategies  
 



SYSTEM MAPPING  

“If you can’t explain it simply, 
you don’t understand it well 
enough” 
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Mistakes with Measurements 
• Measuring too many things  
• Focusing only on activities or strategies 

(not actual results)  
• Waiting for longitudinal outcomes    
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SYSTEM MEASURES  

 Set targets out of historical variation 
 Watch trends over time  
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Have you ever… 
• Began working on something only to find 

you need additional information? 
• Waited for approval or sign off from 

management? 
• Received poor quality work you had to do 

over? 
• Had multiple, competing demands without 

a clear order of priority? 
• Come into work early or stayed late to 

complete an important project or task?  
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42.4% 

4.0% 
5.9% 
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9.6% 

2.5% 

28.0% 



MAXIMIZE CAPACITY   

interference 

interference 

interference 

interference 

interference 
interference 

interference 

interference 

interference 

interference 

interference 

interference 

interference 

Interference 
Diagram  
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➢"Work” time usually accounts for only 10% 

of total elapsed time 
➢Conversely, wait time usually accounts for 

90% of total elapsed time  
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MAXIMIZE FLOW  

“If you can’t describe 
what you are doing as a 
process, you don’t know 
what you are doing”    
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What is the cost of poor quality? 

 
● Rework 
● Increased questions, calls or complaints 
● Longer elapsed times 
● Increased quality control or inspection activities  
● Frustration  
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MANAGING IMPROVEMENT  



Management Time and Attention  

MANAGING IMPROVEMENT  



 
Management objective: 
 Only introduce changes that will 

significantly improve operations 
 
Avoid jumping to:  
• IT solutions 
• Employee training 
• Reorganizations 
• Adding additional resources  
 
 
 
 
 

MANAGING IMPROVEMENT  



MANAGING IMPROVEMENT  

Goal  

Solution  

Strategy  Strategy  

Tactic  Tactic  Tactic  Tactic  



MANAGING IMPROVEMENT  

Goal  

Solution  

Strategy  Strategy  

Tactic  Tactic  Tactic  Tactic  

Assumption
? 

Process 
Measure? Who? 

When? 



MANAGING IMPROVEMENT  
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TIPS – REVIEW  

• Complete entire roadmap 
• Articulate reasons behind effort  
• Think horizontally (flow of work) 
• Understand system throughput 
• Focus the biggest constraints or 

challenges   
• Benchmark other like systems 
• Start at a high level 
• Focus improvement on quality 

measure(s) first  

 

 

• Watch performance trends over time 
• Engage subject matter experts   
• Document basic process flow and 

gaps in work time 
• Focus on prevention and quality at 

source   
• Have process measures for key 

strategies 
• Limit the number changes  
• Learn and apply key concepts  

 
 



• Systems are simple 
• All systems can improve   
• People are good 
• Conflicts can be resolved  
 
 

PHILOSOPHY  



THANKS! 
scuthbert@utah.gov 
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