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Foreword

When | was approached about my authority hosting the National
Process Improvement Project (NPIP) | was keen for Lewisham to get
involved. At the outset it was clear the 2007 Comprehensive Spending
Review (CSRO7) was going to be challenging and that cashable efficiency
savings would continue to be a key feature. As it turns out we now know the
figure for cashable efficiency savings is 3% per annum over the next three years and |
am convinced that the work produced by the NPIP local authority pathfinders provides an
excellent platform for local authorities.

Focusing on customers and redesigning services from their perspective is fundamental to
successful Business Process Improvement (BPI). The pathfinder authorities have produced
some compelling results and learnt many lessons, all of which will help local authorities rise to
the challenge of improving services and releasing cashable efficiencies.

This manual combines all the learning modules produced from the first phase of NPIP and
reading through the modules has reminded me that improvement is all about people. Whether
it's the staff delivering the service or the customers receiving the service, it is people that make
our services great and involving them in service redesign is the most important lesson to take
from the work of the pathfinders.

Barry Quirk, Chief Executive
London Borough of Lewisham
NPIP host authority
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This icon is used throughout the manual to signify a ‘NPIP pathfinder tip’ —
a key piece of information that the pathfinders have agreed will be helpful when
applying BPI techniques to any project.

This icon is used throughout the manual to signify a key piece of learning
that has arisen from one of the local authority pathfinder projects.






Executive Overview

What is Business Process Improvement?

Business Process Improvement (BPI) is an umbrella term for tools and techniques for redesigning and improving
the processes that make up service delivery. The techniques can be used to make significant changes in the way
an organisation operates and are particularly helpful for identifying what needs to change to benefit customers.

BPI led projects typically involve understanding how services are currently performed, particularly the operational
implications for improving customer service, performance and costs, and designing an improved process that
removes non-value adding activity and increases the overall cost effectiveness. The redesign may, in practice,
involve using technology more or differently, redesigning jobs, training people, changing contracts or the locations
where work is carried out.

Research on the scope for efficiency in the 2007 Comprehensive Spending Review (CSR07) period produced
compelling evidence for potential efficiency gains of at least 20% from BPI led projects, in addition to significant
enthusiasm from local authorities for using BPI as a technique for improvement. A survey conducted by RSe
Consulting in 2006 reported:
BPI is considered to be a vital tool in supporting service improvement

» 80% of local authority respondents think BPI is critical to the modernisation of public services.

* Almost 90% believe their BPI projects to date have been successful.

* Over 70% of projects have generated cashable efficiency gains.

Local authorities anticipate an even greater role for BPI in delivering more
ambitious change in future

* 90% of respondents expect to be doing more BPI projects in the future.

* There will be a switch from authorities using BPI to deliver incremental improvements to supporting more
extensive transformation.

Other research also emphasised scope for improvement:
* Measurement: indications of financial benefits being poorly measured, and low evidence of realisation

* Further guidance and support needed: more best practice case studies, better tools and
techniques (consistent methods and standards)

* Lack of in-house capability and capacity:
- many calls for development of internal change capabilities
- heavy reliance on expensive external consultants
- in-house teams and managers often lacking practical ‘change’ capability

The Local Government Value for Money Delivery Plan' highlights BPI as being an important tool for supporting the
delivery of cashable efficiencies needed in CSRO7.

' Delivering Value for Money in Local Government: Meeting the challenge of CSR 07, (Communities and Local Government, 2007), available at
http://www.communities.gov.uk/publications/localgovernment/deliveringvalueformoney



The NPIP suite of projects

The National Process Improvement Project (NPIP) is practical and highly participative research and development
undertaken by a group of proactive authorities to deploy industry standard business improvement methods.
In a series of pathfinder projects, they road tested the proposition that:

“The consistent adoption of BPI methodology in the local government community is a cost-
effective way of ensuring a ‘customer and community’ perspective on achieving 3% per annum
increased efficiency in the delivery of local services.”

BPI led projects were run across ten service areas, from child protection to waste management. These projects
used a variety of process analysis and costing techniques to help identify ways to deliver efficiency gains and
service improvements. The BPI phase of these projects is now drawing to a close and findings are available here
to assist the wider local authority community.

Each pathfinder documented its experience in detail and RSe Consulting has drawn this together to produce this
synthesis of findings, presented here as a series of learning modules. This complete set of documentation is aimed
to provide an invaluable source of knowledge and experience for the local government community and the wider
public sector.



Executive Overview

The pathfinder experience

The eight pathfinder projects explored the use of BPI across a broad range of service areas and types of local
authority. They found that their BPI led projects had a great deal to offer:

Chorley Borough Council developed an innovative business

C hC)rIeU architecture for all district services. They identified opportunities

C OuUnc il for improvement that are common across organisational boundaries and started
to develop a more customer focused authority.

London Borough of Lewisham undertook a broad programme of work

!tﬁ\“[ o0 % 7““\\? within housing management with the aims of developing more customer
focused services whilst delivering efficiency savings, building skills and capacity, and
supporting the establishment of a new Arms Length Management Organisation
(ALMO).

2.0 7
Lewisham

Greater Manchester e-Government Partnership (GMeP) worked on

GMeP + assessing the costs of service provision across revenues and benefits,

public protection, highways and transport, mapping out processes to

[FTSINIERY Ty — [ |

identify the potential for standardising across partners, building skills and capacity

along the way.

London Councils examined the assessment processes and systems in use for
LONDON ~u social care for older people in three authorities and assessed potential gains
COU NCILS from implementing the Single Assessment Process. They also reviewed current

processes for the assessment and delivery of home care for older people to
assess costs and identify potential efficiencies. They also undertook a project to
understand potential for improving cost and quality of child protection
services.

o . Cambridgeshire County Council supported the development of a business
m Uambrldgesnlre case for shared services by preparing generic process maps of corporate
M County Council  services to be shared with other authorities, identifying efficiency and

customer service improvements, and quantifying potential financial benefits.

Sedgefield Borough Council used BPI techniques to demonstrate the
benefits that could be achieved using Customer Relationship
ald Management (CRM) processes and technology in the provision of
 GounciL waste management services.



How BPI can help your authority

How can BPI contribute to CSR07 targets?

The pathfinders found that BPI techniques can identify ways to meet the efficiency challenge:

* Across the | | GMeP projects, the total efficiency savings identified are expected to provide in the region of
a 10:1 to 15:1 return on investment on the cost of carrying out the BPI exercise.

* London Councils identified that, through BPI, the three London Boroughs reviewed could save 5% - 17%
of staff time from removing non-value adding costs from the child protection process from assessment
to referral.

» Sedgefield Borough Council identified savings of up to 17% from moving waste management customer
services on to the web.

* Through reducing void times and improved debt collection in its social housing stock, Lewisham have
identified improvements that will over three years release £5.6m in increased rental income and
reduced debt.

How did BPI help pathfinders improve service provision?

The Local Government White Paper,” the Varney Review® and Comprehensive Area Assessment® each ask local
authorities to become more customer focused. Many of the pathfinders identified that BPI can help to provide
this customer focus and improve service provision:

* In an example of using BPI to increase customer focus, Chorley used BPI techniques to produce a
blueprint for how a customer focused district council could run, complete with
Customer Champions operating at a strategic level monitoring service provision to key client groups.

* Other pathfinders identified ways of improving service provision through BPI
such as reducing assessment process times in revenues and benefits, and improving the quality
of highways by increasing staff time spent on the cyclical inspection process through mobile working.

» Additionally, pathfinders noted that staff became more customer focused as a result
of BPl workshops, as they took time out of their day job to consider the customer’s perspective of
their service.

* Lewisham used BPI principles to build internal capacity and understanding of organisational
change in particular to focus service design around customers. This has enabled services to take
ownership of issues and implement recommended changes to improve customer focused service delivery.

2 http://www.communities.gov.uk/publications/localgovernment/strongprosperous
3 http://lwww.hmtreasury.gov.uk/pre_budget_report/prebud_pbr06/other_docs/prebud_pbr06é_varney.cfm
* http://www.idea.gov.uk/idk/core/page.do?pageld=6243436



Executive Overview

How did pathfinders use BPI to assist with shared services?

Pathfinders found that BPI was a particularly useful tool for considering how services could be provided across
organisational boundaries:

* London Councils used BPI to assess the potential for shared processes both within individual boroughs and
with other agencies across boundaries. BPI helped to identify common processes between areas
and therefore where processes could be shared.

» Cambridgeshire are in the process of using BPI to redesign corporate services (such as human
resources and finance) under a shared service banner.

* GMeP authorities used their BPI projects to progress their shared services work in public
protection and revenues and benefits.

* The Chorley district blueprint involved using BPI techniques to stand back and consider where
overlaps may suggest shared services are possible.

How did BPI led change affect staff?°

NPIP pathfinders also investigated how their BPI exercises affected their staff.
On the whole staff found the process very positive:

* Pathfinders reported that staff found the networking
opportunities presented by BPl workshops to be

very helpful. asked for our

“We’ve never been

* Pathfinder staff found that BPI interviews and workshops opinion before”
gave them useful opportunities to stand back from their
day jobs, voice concerns and come up with

. . Front-line officer in
Improvement ideas.

BPI workshop

* As many of the BPI initiatives were in potentially
sensitive areas, the pathfinders that engaged staff
as early as possible found more success in tackling
tricky subjects.

$ Additional work commissioned by the Health and Safety Executive will examine in more detail the effects of BPI on the staff involved.



BPI learning modules

The findings from the pathfinders have been pulled together into a set of modules. These modules explain the
approaches they took to using BPI and related tools such as Activity Based Costing and offer tips for how to make
the most of BPI led initiatives.

It should be noted that the modules are a synthesis of the pathfinder outputs rather than a recommendation of a
particular approach over another.

This manual is made up of the following modules:

* Module I: Using BPI to achieve your organisational aims. This module recognises that BPI is
a key tool for achieving authorities’ strategic aims, and suggests why and how it should become a high
priority for decision makers.

* Module 2: Putting BPI techniques into practice. This module takes you through how to use BPI,
and contains tips from pathfinders on how to use BPI to its full potential.

* Module 3: Comparing the cost of services. This module shows the benefits of costing your
service as part of a BPI led project, and how to do that pragmatically.

* Module 4: Resourcing BPI. This module shows what resources are required to yield benefits, and how
to build capacity within a local authority to deploy BPI effectively.

* Module 5: Making BPI led change a success. This module outlines five key success factors from
the pathfinders. Although all of the modules show what worked well for the pathfinders and what worked
less well, this module highlights the key lessons that can be learnt by other authorities using BPI.

* Module 6: Planning for benefits realisation. This module discusses how to plan for the delivery
of savings and other benefits identified through BPI led projects and how a corporate approach to benefits
realisation can support the impact of BPI.



Module |: Using BPI to achieve your organisational aims

This module recognises that BPI is a key tool for achieving authorities’ strategic aims, and suggests why and how it
should become a high priority for decision makers.

I.1 Introduction

All the pathfinders found BPI to be a significant help in achieving their strategic aims. This in itself should be
enough to make anyone who is interested in delivering improvement to take an interest in BPl. However,
understanding how and where BPI can deliver the greatest benefit to your organisation requires understanding
how the use of basic BPI techniques can fit with its strategic aims. Different stakeholders will have different
perspectives on what they need BPI to help them achieve. These perspectives are explored in this module, to
help you think through how to make the case for using BPI more.

1.2 How can I get BPI further up the agenda?

Everything that goes on in a local authority should be contributing to delivering the strategic aims of the
organisation and BPI related activities are no exception. BPI led work needs to stand on its own two feet,
justifying the investment required (both the efforts of staff delivering it and the external support required to help)
through to the benefits it will deliver. Demonstrating how BPI can support your organisation’s strategic aims will
help persuade senior managers and leaders of its value and move it up the agenda.

Strategic aims for local authorities typically include:

* Financial control and efficient operation — making sure that services are delivered as
efficiently as possible, staying within their expected budget.

+ Improvement of particular areas of service delivery — for example, delivering the best
possible service to older people and children, and delivering a clean safe environment in which to
live, whilst working effectively with local partners.

« Empowerment of staff to enable organisational development — making sure that
the organisation can improve continuously, with skilled, happy and motivated staff.

BPI interventions and the associated structured analysis of cost drivers in current and new processes will have
something to contribute to all of these aims.

Financial control and efficient operation

As local authorities strive to deliver more for the same and the same for less, BPI led projects are often expected
to deliver efficiency savings. The vast majority of the pathfinders found that BPI techniques can identify ways
to meet the efficiency challenge:

* Across the | | GMeP projects, the total efficiency savings identified are anticipated to provide in the region
of an initial 10:1 to I15:1 return on investment on the early cost of carrying out the BPI exercise
including training of in-house staff.

* London Councils identified that, through BPI, the three London Boroughs reviewed could save 5% = 17%
of staff time from removing non-value adding costs from the child protection process from assessment
to referral.



» Sedgefield Borough Council identified savings of up to 17% from moving waste management customer
services onto the web.

* Through reducing void times and improved debt collection in its social housing stock, Lewisham have
identified improvements that will over three years release £5.6m in increased rental income and
reduced debt.

Shared services are being explored as a way to deliver common services at lower cost. Before shared services
can be implemented, it is essential that the current service provision approach is fully understood so that the

true costs and benefits of a new shared approach can be assessed. BPI techniques have much to offer to support
this, including process analysis, performance measurement and Activity Based Costing. By using
these techniques a robust business case for the move to a shared service can be established. They will also enable
the development of a credible plan for moving to the new service delivery approach, delivering a sustained or
improved quality of service.

Pathfinders found that BPI was a particularly useful tool for considering how services could be provided
across organisational boundaries.

* London Councils used BPI to assess the potential for shared processes both within individual
boroughs and with other agencies across boundaries. BPI helped to identify common processes
between areas and therefore where processes could be shared.

» Cambridgeshire is in the process of using BPI to redesign corporate services (such as human resources
and finance) under a shared service banner.

* GMeP authorities used their BPI projects to progress their shared services work in public
protection and revenues and benefits.

* The Chorley district blueprint involved using BPI techniques to stand back and consider where
overlaps may suggest shared services are possible.

Improvement in particular areas of service delivery

The Local Government White Paper,® Varney Review’ and Comprehensive Area Assessment® each ask local
authorities to become more customer focused. Many of the pathfinders identified that BPI good practice
techniques significantly clarified the implications for achieving customer focus and improved efficiency in service
provision.

* In a possibly ground-breaking test involving structured BPl whole systems approaches to increase customer
focus, Chorley produced a generic blueprint for how a customer focused district council could run,
complete with Customer Champions operating at a strategic level monitoring service provision to different
client groups.

¢ http://www.communities.gov.uk/publications/localgovernment/strongprosperous.
7 http://www.hmtreasury.gov.uk/pre_budget_report/prebud_pbr06/other_docs/prebud_pbr06_varney.cfm.
8 http://www.idea.gov.uk/idk/core/page.do?pageld=6243436



Module I: Using BPI to achieve your organisational aims

* Other pathfinders identified ways of improving service provision through BPI such as by reducing
assessment process times in revenues and benefits, and by improving the quality of highways by increasing
staff time spent on the cyclical inspection process through mobile working.

» Additionally, pathfinders noted that staff attitudes and motivations became much more
customer focused as a result of BPl, mapping, and activity costing workshops as they took time out
of their day job to consider the customer’s perspective of their service and challenge the cost efficiency of
their work in relation to the impact on their customers.

There were a total of 18 projects carried out by the NPIP pathfinders covering ten’ traditional service delivery
areas. At first glance it might appear that BPI is most powerful in an area of high-volume, low-complexity
transactions (such as application processing) where the nature of a single transaction tends to remain reasonably
consistent. However, the external customer-centric challenge that good practice BPI provides
proved invaluable for the pathfinders in all the services covered, whether transactional
(such as revenue collection) or highly complex (such as social care).

Nonetheless, the pathfinder experiences suggest there may be some areas where it will be particularly worthwhile
to undertake a BPI led transformation programme. If an authority has a requirement to deliver cashable efficiency
savings, the experience of the pathfinders showed that the ‘quick wins’ tended to lie in services with
large contract and non-staff costs, rather than areas where virtually all the costs are tied up in people, or
those where additional income can be generated (for example,a GMeP project looking at revenues
and benefits charging modules, and another renegotiating for a school transport contract, were the projects most
likely to deliver significant cash-releasing efficiencies).

Looking at other authorities beyond the NPIP pathfinders, it is possible to see the different approaches taken by
authorities when prioritising their BPI activity. For example, the London Borough of Hillingdon established a BPI
programme to support the establishment of a corporate contact centre and started with the most transactional,
high volume services.

St Edmundsbury Borough Council’s focus is on improving customer service, and their BPl programme started with
the most customer facing services, including waste management, benefits, planning and homelessness.

Which service areas are most likely to benefit from BPI?

A survey carried out by RSe Consulting in 2006 showed that local authorities already using BPI think that there
are some service areas which are likely to most benefit from BPI in terms of improving efficiency:

+ Corporate services — nearly 80% of responding authorities believed there is strong potential
for BPI.

» Social care — over 90% of responding county and single-tier authorities believed social care
could benefit from BPI. All the authorities undertaking previous projects in social care consider this area
is still a key area for potential benefit.

* Although revenues and benefits has been a key area for BPI in the past, most responding authorities
believed there is still substantial work to do. 45% of district and unitary authorities that have undertaken
revenues and benefits improvement projects still think this business area could benefit from BPI.

? Adults social care, child protection, housing, waste management, corporate processes, highways, transport, revenues and benefits, procurement
and public protection.



Staff empowerment and organisational development

Local authorities need to arrive at the point where everyone is always looking for ways to continuously improve
service delivery to customers. BPI projects can really help to bring about a change in the culture and attitudes of
the people involved, particularly if they themselves have some of the skills and understanding that process analysis
can bring. The pathfinders investigated'® how BPI exercises affected their staff and on the whole staff found the
process very positive.

* Pathfinders reported that staff found the networking opportunities presented by BPl workshops to be
very helpful. These opportunities may be even greater when BPl workshops are run jointly with staff from
‘benchmark’ authorities.

* Pathfinder staff found that BPI interviews and workshops gave them useful opportunities to stand back
from their day jobs, voice concerns and come up with improvement ideas.

* Many of the BPI initiatives were in potentially sensitive areas. The pathfinders that engaged staff as early
as possible in the process found more success in tackling tricky subjects.

BPI led projects have much to offer to help address the priorities of your local authority.
These general arguments will appeal in different ways to senior managers, leaders, and
service managers.

1.3 Demonstrating the benefits of BPI to senior managers and leaders

Members, Chief Executives and Directors are busy people, juggling the strategic and operational pressures that
the council faces. Perhaps the biggest risk when presenting BPI to people working at this level is to become
immersed in the technicalities of process maps, measurement and the need to resource projects, whilst missing
the opportunity to explain how BPI and the robust evidence from understanding costs and how things are done
can help address the strategic and operational issues that can often concern them.

* Firstly, like any project, you need to show how the BPI led project you are proposing will
support the strategic aims of the organisation.

* You should also show why a BPI approach to change is the right one — this is a good way of
improving existing processes and identifying savings, but is not the best way of developing a whole new
vision for the council. Be clear about what is and is not achievable.

* Depending on the type of project being considered, you can typically expect significant qualitative and
quantitative benefits from a BPI led project in most local services areas. You need to estimate the
benefits to show how investing in a BPI initiative could stack up. The Executive Overview shows the
early benefits that were achieved by each of the pathfinders from training and developing in-house capability.

* Qualitative benefits might include further embedding a culture of continuous improvement or the
propagation of a customer focused culture, alongside genuine staff engagement.

* Quantitative benefits might include cashable and non-cashable savings from sources including headcount
reductions, redeployment, training, increased productivity or new revenue.

All of this needs to be wrapped up in a clear case for investing in BPI capability which is tailored to the needs of
your particular organisation.

'® Additional work commissioned by the Health and Safety Executive will examine in more detail the effects of BPI on the staff involved.



Module I:Using BPI to achieve your organisational aims

1.4 Demonstrating the benefits of BPI to service managers

Service managers are also busy people, juggling both the longer term objectives of their service area and the day
to day operational issues which often absorb most of their effort. Often service managers can see the benefit of
using BPI techniques, or are at least prepared to try them out, but genuinely struggle to find the time necessary to
think through how they could be used to help improve their service area.

* Heads of Service need a sustainable approach to improving service delivery which can get all
their staff involved so that they own the change. BPI fits these criteria.

* Using BPI may also help protect the service from arbitrary budget reductions. It provides an
evidence-based approach for identifying efficiencies and prioritising changes rather than a more random
top-slicing of the budget.

* By reviewing how the service is delivered, it will provide an opportunity to anticipate and accommodate
future policy and other legislative changes which may affect how the service is delivered.

» A BPI capability is also a good route through which to make customer focus a reality, rather than
just a “good aim”.

* A pilot project will often provide sufficient proof of concept to demonstrate that the tools will work in
practice. One of the aims behind the London Councils’ child protection pathfinder was to explore the
usefulness of BPI techniques. Several authorities are using these findings as the basis for potential future
projects, including looking at how resourcing for prevention processes could affect the cost effective
organisation of resources for protection work.

1.5 So should we invest more in BPI?

Whether you should invest more in BPI depends on both your current BPI capability and the current
performance of your organisation.

» Capability — if there is currently no recognised BPI capability within your organisation, then the
experiences of the pathfinders strongly indicate that some investment is required to develop that capability.
Module 4: Resourcing BPI describes the approaches taken to resourcing BPI projects that were
adopted by the pathfinders. If you are starting from a position of no capability, and you need to get projects
running now, then the pathfinder experience suggests that you need to invest in dedicated project
management and to train your staff with some BPI expertise to work on those projects.

Once your internal capability starts to develop, the investment in training and direct support should
decrease as BPI practices and culture become more embedded in the organisation. See Module 4 for
more details.



* Current performance - the potential return on your investment in BPI also depends on how
much room there is for improvement in the processes you are seeking to improve. Some service areas
may already have a well embedded culture of continuous improvement, delivering services that deliver
exactly to the needs of customers every time. In these areas there might not need to be any additional
investment in BPI, because they are already everything they need to be as part of their day to day operation.
However, service areas that exhibit inconsistent and unsatisfactory performance for their customers, or
show unusually high costs, are very likely to benefit from the structured approach to improvement brought
by BPI led initiatives.

The most substantial benefits of BPI can be achieved when it is used in a coordinated way across an organisation.
This allows the service areas most in need of help to be identified and targeted, so that the investment in BPI
provides the greatest return. A corporate approach will also make it easier to replicate service improvement
activities over and over, building the insertion skills of the people involved and establishing a common language and
process for how improvement is achieved. This was a significant finding of the Lewisham pathfinder.

Lewisham?’s Customer Service Strategy was supported by the use of BPI across the organisation and

services were redesigned with the common purpose of becoming more customer-centric.

Ultimately the only way to answer the question of whether you should invest more in BPI is by developing a
clear business case for the investment. This needs to assess both the long-term benefits of achieving a culture
of continuous improvement and the more immediate benefits of delivering customer service and efficiency
improvements in particular service areas and to balance these against the investment necessary to develop the
capability to deliver them. For further discussion of realising the benefits from BPI led projects see

Module 6: Planning for benefits realisation.

1.6 Summary

* The pathfinders have demonstrated that BPI is an effective tool for helping local
authorities meet their organisational aims, including improving customer service,
establishing shared services, and improving staff satisfaction and retention.

* The efficiency savings identified by the NPIP pathfinders suggest that BPI led projects could
provide in the region of an initial 10:1 to 15:1 return on investment (e.g. in training of -
house staff).

* BPI led projects will appeal to senior managers and leaders where they can clearly support
achieving corporate priorities.

BPI led projects will appeal to service managers where they can clearly help to address their
particular pressures and concerns, leading to a viable route to improvement rather than arbitrary
top-slicing of their budget.

*  When making the case for using BPI at your authority, long term benefits of moving
to a culture of continuous improvement and more immediate benefits of service
improvements in particular services need to be balanced with the investment required to
build your authority’s capability.

* Taking a coordinated corporate approach to BPI will yield the greatest benefits
— focusing effort where improvement is most needed and embedding the approach in your
corporate culture.



Module 2: Putting Business Process Improvement techniques
into practice

This module takes you through how to use BPI, and contains tips from pathfinders on how to use BPI to its full potential.

2.1 Business Process Improvement: an overview

Value for money is an important objective in local government. Local authorities are under unrelenting
pressure to deliver the seemingly contradictory objectives of efficiency savings and higher quality services.
Reviewing and reshaping the way in which services are delivered is vital to managing this contradiction and
delivering value for money.

When done well, BPI is typically a cost effective and robust method to challenge, review and reshape services.
This module explains how the NPIP pathfinders employed BPI to improve service quality and reduce cost.

BPI is a structured approach to helping an organisation make significant changes in the way it operates. The
analysis techniques can be used to build effective business cases to drive change including reducing costs and
aligning operational processes with the strategic objectives of the organisation as a whole.

BPI is based on the assumption that processes tend for many reasons to degrade over time. Unless regularly
reviewed and managed, the processes used day to day to deliver services can have increasing amounts of activity
and associated cost that does not add value to a customer. Removing this activity from the process,

by changing procedures, introducing new technology, or changing where and when work is done can provide
significant scope to reduce costs whilst at the same time meet the needs of customers more effectively.

In summary fewer resources are expended on non-value adding activity.

BPI projects typically involve understanding in detail all the activities (inputs) that comprise delivery, how services
are currently performed (including the customer service, performance and cost implications) and designing an
improved process that removes non-value adding activity and increases the cost effectiveness of the process.

Key themes for BPI projects

* Understanding the needs of the customers of the process, what works well for them and what they
find unsatisfactory.

* Understanding the perspective of the people who deliver the service from day to day, as
they know where the problems lie.

* Understanding the performance of the process by measuring how well it delivers what customers
want, and seeing how work flows between different people and organisations.

* Identifying the causes of failure demand (work that is done trying to correct failures in service delivery)
and removing them.

* Using all this insight to design improvements to the process, implementing them, measuring the
improvement, and then starting the cycle again to start to improve continuously. This cycle is often
summarised as ‘Plan — Do — Study —Act’ or PDSA'' for short.

""There are quite a few variations on PDSA (originally coined by Walter Shewhart) depending on which methodology you use. However they all reflect the same
underlying principle of measuring performance and learning from experience.



There are a number of different methodologies for carrying out BPI (including Lean,'” SPRINT," Six Sigma,
and many locally developed approaches) each of which have the same end aim in mind. Business Process
Reengineering (BPR) is another term that is often used to describe efforts to improve the efficiency of processes.

The diagram below illustrates the typical approach taken by the pathfinder projects. There was some variation
between the pathfinders in the ordering of the stages and the parts of the process where the projects particularly
focused. We have used this generalised version to pull together the insights and experiences of the different
projects into an easy-to-follow sequence.

Good practice suggests involving stakeholders (including staff and customers) in every stage

I: 2: 3: 4: 5:ldentify 6: 7: 8:
Define Engage-  Map current Cost problems, Define Cost future Decide
Scope ment processes current opportuni- future processes course of

processes ties and processes action

solutions

Iterate to achieve continous improvement

The pathfinders focused most on stages | to 8 (shown in yellow), undertaking the analysis required to decide on
the best course of action. Over time their work will feed into implemented change, the benefits of which will
be measured and ready to inform the next round of improvement. The remainder of this module explores the
findings of the pathfinders as they worked through these stages.

A blueprint for a district council - BPI at Chorley /%
Amongst the pathfinders, one authority took a very different approach. Whereas the majority of /
approaches to BPI focus on individual process or services, Chorley took a more systemic approach to
improvement by focusing on areas that are common across organisational boundaries. The Business Architecture
Project has developed a generic process architecture that describes the units of work that have to be performed
by a district council. By looking at the organisation in this way, Chorley was able to easily see where duplication
exists, and can redesign services based around the customer need.

2.2 Stage |: Deciding the scope of the project

Before the detailed BPI process undertaken by the pathfinders was carried out, each authority needed to decide
the services in which BPl would be used and the objectives for doing so. For the majority of BPI projects, the
vision and scope of the BPI initiative needs to be defined by the authority’s senior management team and be in line
with the organisation’s strategic objectives. See Module I: Using BPI to achieve your organisational
aims for more information.

12 http://www.institute.nhs.uk/quality_and_value/lean_thinking/lean_thinking.html
'3 http://www.sprint.gov.uk
' http://www.sixsigmazone.com/articles



Module 2: Putting BPI technigues into practice

Cambridgeshire, in light of the shared services agenda, used BPI as a technique for reviewing and /%
reshaping services to consider the options of adopting a shared services approach with a neighbouring /
authority. Other authorities used BPI to support corporate efficiency savings and customer

service objectives.

Cambridgeshire also formalised their approach to BPI by drafting a scoping document which was agreed and
signed off by the service who were the customer of the BPI project. This was particularly beneficial for defining
the boundaries of the BPI project, agreeing the outcomes of the project, and for clarifying what is excluded from
the scope of the project. Any deviations from the initial scoping documents could then be logged and formally
agreed to ensure peoples’ expectations were managed throughout the review.

(-
Lewisham conducts a “Change Readiness Questionnaire” as part of the initial engagement \
with service managers. This identifies the appetite and potential scope for change within the /

service area. The questionnaire is also sent to staff affected by the review at the beginning of the process.
This enables the review team to be clear about possible change management issues so, if necessary, they can
be explored and managed during the review.

2.3 Stage 2 - Engagement
The next stage of the BPI project involves identifying the key stakeholders involved in the project and engaging
with them appropriately. Pathfinders found that the success of BPI led projects was increased if staff and other

stakeholders were involved, not only at the start of the project, but throughout the entire exercise.

A number of pathfinders found that an initial stakeholder review was essential to set the project off on the right
foot. In particular, pathfinders sought to identify;

* which stakeholders, including customers, have an interest in the outcomes of the project
* what that interest is likely to be

* what influence they can have on the project — good, bad or indifferent

* who are the key influencers and who could stop the project altogether

* where the potential concerns or conflicts are likely to be

* why identifying these factors early on helps ensure communications throughout the project are targeted
effectively and influences how the project is marketed to stakeholders



Plan communications carefully 9
Some pathfinders found that a communications strategy with clear and consistent messages about the

BPI project was invaluable, targeted at the different stakeholders identified. This helped overcome

perceptions such as “BPI is all about cutting jobs” or “BPI is just about fixing bad processes” and instead conveyed
the improvement and customer service objectives.

Cambridgeshire County Council identified the likely stakeholders of a BPI led project,
their interests, concerns and levels of influence.

Obtaining the support of influential stakeholders had a significant impact on the success of the pathfinder projects.
The pathfinders with greatest success conducted an engagement exercise with staff likely to be directly affected

by the BPI project. Although services will find it hard to make time for the BPI project amongst their day to day
responsibilities, this will improve if the Head of Service and Director are clear about the project, have agreed the
scope and can support staff to be actively involved. See Module 5: Making BPI led change a success for
more information.

This means the project team talking to the Director and Head of Service to make sure the project addresses the
priorities of the service and that they are able to commit the support and resources required to make the project
a success. Achieving agreement to enable service staff to participate (e.g. making time to attend workshops) will
facilitate the smooth running of the project at later stages. This could also involve identifying service experts who
will be involved in the BPI project to provide expert service knowledge to project members with more general
BPI skills. See Module 4: Resourcing BPI for more on skills.

GMeP made it a priority to engage with the established network of senior colleagues involved in the %
Association of Greater Manchester Authorities (AGMA) Collaborative Services Group. This meant it was /
possible to brief chief officers in most of the participating authorities on the BPI projects being carried out.

By outlining the linkages between the BPI projects and a number of key local and sub-regional strategic agendas,

it was possible to gain support from most of the AGMA authorities in a short space of time.

7
Sedgefield used BPI as a tool to support the implementation of CRM and the rolling in of several %
services to the corporate Contact Centre. Each BPI led project (for each service moving to the Contact
Centre) started with an engagement phase, using this as an opportunity to engage with the service involved.
The head of Sedgefield’s Business Transformation team met with the lead officer of the service, to introduce the
BPI approach and objectives, and to agree how the project would be carried out between the service and the
Business Transformation team.




Module 2: Putting BPI technigues into practice

2.4 Stage 3 - Map current (‘as is’) process

All pathfinders undertook a process mapping phase to establish how the current process worked. BPI is
sometimes perceived as just referring to the development of a set of process maps. However it was important to
the pathfinders that the process maps were a means to understanding the way in which a service is delivered and
ways in which it can be improved, not an end in themselves. The process map serves as a vital communication tool
to describe the way that something currently works, or might work in the future, particularly to those involved in
delivering the service.

To develop the map of the current process (often known as the ‘as is’ process), the pathfinders typically carried
out three distinct activities: collecting information, drafting maps of current processes
and validating maps.

Collecting information
Pathfinders initially collected information from a variety of sources to feed in to the development of a draft

process map. To find out the activities that were carried out by different members of staff and where value lies in
the current process, pathfinders collected information by:

* Holding meetings with managers to find out what the process should be.
* Asking the service to provide a step by step list of actions in the service.

* Carrying out face-to-face or telephone interviews, or holding workshops with members of teams
contributing to the process to find out:

o what activities are carried out
o how data is captured, stored and used
o where and how hand-offs to other colleagues and teams occur
o how long each activity takes
o how the day to day process varies from how the process should function
o what direct and indirect costs are incurred for each activity
* Carrying out face-to-face or telephone interviews with customers to find out:
o the points at which the authority interacts with the customer
o the points at which the customer is asked for information
o their reaction to the process — does it work well and what can be improved?
o how long each activity takes

* Reviewing statutory documentation such as government guidelines, performance measures and policy
documents to find out statutory timescales and practices that the process should comply with.

* Reviewing internal performance data to find out performance against targets.



Find the right people to gather information

To reduce conflicting information provided by services, ensure that the most appropriate people are
asked to provide information — managers may not have the detail needed to map processes.

If necessary, set up individual meetings to highlight where confusion lies and develop a clearer picture.

Capture all related information

Cambridgeshire recommends capturing any additional information the services provide, even if it
appears not to be directly relevant. It shows them that their contribution is being valued and may prove
useful when designing improved processes.

Drafting maps of current processes

A process map is a diagram that describes an actual or proposed process in terms of inputs that feed into the
process and outputs produced as a result of the process. Process maps consist of objects (the graphic shapes) and
connections (the lines connecting the graphic shapes) that represent process elements (e.g. activities, storage or
resources) and relationships (e.g. resource assignments, orders or transfer of responsibilities).

Drawing up the process map using large sheets of paper and post-it notes was often found to be an effective
and collaborative way of developing a map. Post-it notes can be moved around as understanding of the process
improves. This was also an effective method for workshops (see ‘Validating maps of current processes’ on page
19) so that participants can suggest changes to the process and immediately change the process to reflect

their input.

Each activity was written on a post-it note and placed on to the large sheet of paper in sequence to show the
order in which they happen. This provided the first draft of the process map. It is important to always start at
the beginning of a process and map to the end, continually reviewing and checking what has been discussed to
ensure accuracy.

Record all actions or steps 9
Do not take any of the actions for granted, make assumptions or be judgemental. Establish what the o
outcomes of each action are, the responsibilities and whether the actions are impacted by or impact on any
other teams, individuals or outside companies. Any other issues or data should be recorded on flipchart paper
as it will provide useful supplementary information to the actual process map.

Ask probing questions for all the actions

Who does it, who wants it, who told you to do it?

What are the customer benefits, what do you do it for, what is the trigger point, what is produced?

Why is it done?

When is it done?
Where is it done, where does it go, where does it come from?

How is it done, how long does it take, how many people does it take, how much does it cost?
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The majority of pathfinders then used Microsoft Visio as the software tool to input the process map into a visual
and electronic format. Other software packages are also available. Whatever is used should be:

* Available across the organisation — all officers from the service should be able to see the results of
the BPI led project.

+ Easy to use and understand — using a software package that is excessively complex may lead to BPI
being seen as something removed and specialist, rather than as an integral part of continuous improvement.

There were some symbols that were commonly used by the pathfinders and helped to show the different
elements of a process (see the diagram below). No matter which symbols you use, they should be consistent
across all BPI reviews so everyone within the authority is familiar with what they mean. Creating a stencil is a
good idea so you are using the same symbols.

Manual
process

Automatic
process

P
Data End point
store

The trigger for the beginning of a process should be when a customer identifies the need for a service.
The end of the process is therefore when the customer’s needs have been met.

Start point

Basic flow diagrams used ‘swim lanes’ to indicate who has responsibility for carrying out a particular action.
They should be used to demonstrate the partitions or process owners in a process.

How important is a standard approach to process mapping?

The NPIP pathfinders’ experiences suggest that there is no right or wrong way of creating a process map

— the map’s success should be judged by whether it provides an accurate representation of a process and it can be
understood by the intended audiences (which may increasingly be in other authorities, PCTs and voluntary sector
partners). Pathfinders used a number of subtly different approaches to process mapping and each found them
adequate for their needs. However, pathfinders found that developing a standard approach to process mapping
for projects is invaluable, as it helps develop a common language for BPI within the authority and helps officers to
discuss improvements across service boundaries.

Examples of real process maps are available, please visit www.bip.rcoe.gov.ul< or email
bip@communities.gsi.gov.ulc for more information.

Validating maps of current process

Bringing staff together in a workshop was a useful way of validating the draft process map, to check that it is an
accurate reflection of the process that is carried out on a day to day basis. If the process map is not right, the
improvements that are recommended in the following stages of the BPI project will be misdirected and ineffectual.
Validating the map of the current process also provides a baseline against which to assess improvements.



Arrange face to face meetings where possible 0

Using other people’s documentation is generally less productive than meeting with the service initially,
and rarely provides the full end-to-end process. A meeting will allow a broader discussion of the process,
the context in which it operates, current problems and plans for change.

Providing staff with the opportunity to validate the work completed as part of the BPI project to date is another
means of engaging with staff and helping them to feel that they are involved with the project rather than being
victims of it.

2.5 Stage 4 - Cost current processes

All but one of the pathfinders included a costing element in their BPI project. The pathfinders needed to
understand the cost of carrying out the current process to help identify how the current process could be
improved and the value of doing so.

Costing the process involved allocating staff time (and sometimes other overheads) to activities within the process
or to the process as a whole. Cambridgeshire and Sedgefield staff used a time recording system to enter the time
spent on each activity in the process, so calculating the total cost for the process as a whole.

Looking at the relative proportion of costs enabled pathfinders to ask whether the costs currently borne make
sense in relation to the objectives of the service or process.

Some pathfinders broke costs down into three categories:

a) Value-adding — those which directly create value for
the client or consumer — for example, giving support London Councils found that o
and advice to a family — that typically utilise the using BPI across several L
professional skills of the staff member. authorities means you can:

b) Sustaining — activities which do not necessarily go for the median position for target costs

contribute to making judgements, but are necessary

to sustain the organisation — e.g. writing up notes
following a visit.

establish informal networks

bring people together on a sub-regional
LENS

¢) Non-value adding — activities which do not create
value for the customer or sustain the organisation
— e.g. re-keying information.

This helped pathfinders identify what potential cost improvements could be brought about by removing non-
value adding activities. Categorising costs and activities in this way was particularly helpful when identifying
opportunities for improvement and efficiency later in the BPI project.
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By building up a picture of the cost of performing the process, it was then possible for pathfinders to:

* benchmark the relative efficiency of the process in comparison to other departments internally or to
other authorities

* identify where process improvements could be made

* estimate the potential impact of improvements by developing a business case on what the potential benefits
of any process improvements were likely to be, and a baseline for measurement of improvements

The London Councils’ child protection pathfinder used the interviews from the initial %
stages of the project as an opportunity to ask staff how long each step of the process takes and /
what direct and indirect costs are attributable to the activity, in order to build a baseline cost for the

process using this data. The project team followed up phone interviews and a data collection exercise

with a workshop for each borough. They asked staff at the workshop to categorise each activity within
the process as value-adding, sustaining or non-value adding, which was an important input for identifying
inefficiencies and areas for improvement.

Costing a process is explained in detail in Module 3: Comparing the cost of services.

2.6 Stage 5 - Identify problems, opportunities and solutions

Pathfinders used a number of approaches to identify problems and potential solutions, including staff
workshops, best-practice reviews and customer focus groups.

How to identify potential areas for improvement
Cambridgeshire asks the following questions to help identify areas for improvement:

Do we have unnecessary sign-offs?

Can we establish or improve central files?

Are we asking for data, responses and reports that we know we don’t need?
Where are the major delays and bottlenecks in the current process?

What actions are being done sequentially that could be done in parallel?

Can we simplify our communication with customers?

What is the core purpose of this process and how else could it be accomplished?

What could be done earlier in the process that would enable us to eliminate this action?

Which actions add value by directly contributing to meeting the customer’s requirements?

Which actions add no value for the customer or the business?
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Staff workshops

The London Councils’ child protection pathfinder used the map of the current process and the cost data, together
with a workshop and individual discussions with officers, to identify opportunities to reduce non-value adding
activity and improve the efficiency of the process. Sedgefield and Lewisham used a workshop with service staff to
generate ideas for improvement.

Best practice reviews

Cambridgeshire found out how other authorities delivered the same service, and used best practice examples to
stimulate new ways of thinking about their own services. On their BPI project for the voids process, Lewisham
contacted other authorities, Arms Length Management Organisations (ALMOs) and housing associations to
gather information on best practice. They found two high-performing authorities which provided ideas for
improving their own voids process.

Customer focus groups
Asking customers for their ideas and suggestions was also found to be a valuable activity and can provide a
different perspective to internal staff. London Councils’ homecare pathfinder held standing groups with customers

across the borough to obtain views on potential improvements.

At the end of this stage, pathfinders made the decision on which changes to build process maps for and cost.

How do we maintain a strong customer focus?
There are several ways of keeping the focus on your customers as you work through the BPI review process:

* Involve customers directly. Whilst frontline staff often have a good understanding of what customers
want, the only people who really understand this are customers themselves. Organise some sessions where
real customers talk to staff about how things work (or fail) under the current processes. The use of process
maps may facilitate this discussion. The new insights gained can radically alter your understanding of service
delivery.

* Measure what matters to customers. Often performance measurement focuses on financial or
productivity targets, which tell you very little about how customers feel about the service they receive.
Identify what the most important measure of performance is from the customer’s perspective (eg how
long it takes you to fix a housing repair to the customer’s satisfaction) and focus on this as your measure of
performance.

* Think broadly about the customer experience. It is easy to focus on just trying to improve the
performance of one service area at a time, but in reality a customer’s perspective on the performance
of their local authority is based on all the services you provide and the performance of your partners. Seek
to understand their experience from end to end and target improvement on the areas with the greatest
need. They may be the harder areas to fix but that is where the greatest customer benefit lies.
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2.7 Stage 6 - Define future (‘to be’) processes

When the improvements have been identified (these can include changes to the IT channels used, better
information sharing, better technological opportunities, changes to job design, new skills, changes in the location
for work), a representation of the improved process can be developed. This definition of the future process is
often known as the ‘to be’ process, and is useful for communicating to stakeholders how the process has been
changed and where non-value adding activity has been reduced. This involved drawing a process map of the
‘to be’ processes and validating this with key stakeholders. This was carried out by Lewisham, Sedgefield

and Cambridgeshire.

Drawing the map of the future process

The ‘to be’ process map was drawn up in the same way as the ‘as is’ process map, and it often works well to have a
workshop which generates improvement ideas and then draws up a process map incorporating these ideas.

Validating the future process
When the new process map has been developed, a period of consultation with stakeholders can be useful. This

is an opportunity to check that the new process is feasible and will have the desired outcomes, communicates the
results of the project to stakeholders, and identifies any barriers to implementation.

Sedgefield says process mapping will only be useful if there is a willingness and commitment to: %

/

* make real improvements in your service
» describe services honestly - warts and all

* share conclusions with everyone involved in delivering that service
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What does an “ideal” process look like?

An ideal process:
* achieves the required outputs consistently
* contains only activities which individually add value
* limits risk of duplication
* shares common knowledge, skills and information
e is user friendly

¢ is cost effective

* can be managed effectively

* s subject to continuous improvement

In this workshop, it is recommended that participants consider measures for determining the effectiveness of the
new process. For example, if the objective is to improve customer service, measures might include:

* time to process an application
* time taken to respond to customer enquiries

* improvement in customer satisfaction

2.8 Stage 7 - Cost future processes

To identify whether the improvements suggested in the earlier stages of the project are worth pursuing, it is
important to understand the impact that these changes will have on the cost of delivering the service. If the
objective of the BPI project is to improve customer service rather than making efficiency savings, but the overall
cost of the process will increase, this may not be an investment that the authority is willing to commit to.

To calculate the potential cost of the ‘to be’ process, the same method is used to identify the cost of the existing
process, but inputs such as staff time are adjusted to reflect the requirements of the new improved process.

The difference between the cost of the ‘as is’ and the ‘to be’ process provides the level of efficiency saving (or the
increase in cost if the new process is more expensive).

Sedgefield’s ‘to be’ process involved an increase in usage of web-based services. Different costs of

delivering the ‘to be’ process were calculated to reflect different levels of potential take-up of the
web-based services.
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Consider merging workshops 0
A number of the stages in the BPI projects run by pathfinders involved running workshops to gather

or validate information. Some pathfinders chose carrying out more than one activity in these workshops

to help shorten both the elapsed time of the BPI project and lessen the impact on staff. However, there

may be a risk in this approach that some shortcuts would have to be taken. It may be better, for example,

to gather data on an ‘as-is’ process, go away to map the process, and then come back to another workshop
to validate.

2.9 Stage 8 — Decide course of action

Now that a full picture is available of the potential impact of the improvements to the process, the BPI team
is in a position to recommend to the Head of Service and other stakeholders (such as a corporate business
transformation board or corporate management team if appropriate) the changes that should be implemented.

Pathfinders required that this decision took into account:
* the cost of implementing the changes
* the potential benefits to be delivered
* the risks related to implementing the changes
* the risk of not making the improvements

* the time to implement the changes — are they quick wins or longer-term improvements?

2.10 Moving into the implementation phase

BPI is typically carried out using discrete projects and pathfinder BPI projects tended to stop at the point of
planning implementation of the new process (with responsibility for implementation being passed to
service teams).

Planning for the implementation of the ‘to be’ process is most effective when carried out jointly by the BPI team
and the implementation team. This will ensure that the plan for implementation is pragmatic whilst addressing all
the issues identified in the BPI project. This is also a useful means of transferring knowledge and ownership from
the BPI team to the implementation team.

Implementation planning typically involves:
* developing a detailed business case
* developing a project plan for implementing the changes
» agreeing who will be responsible for each element of implementation
* agreeing how the effectiveness of the new process will be measured

* how risks will be mitigated against
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See Module 6: Planning for benefits realisation for further discussion of how to make
improvements provide lasting benefit.

2.11 Further resources

Other approaches to BPI include:
* Lean http://wwwi.institute.nhs.uk/quality_and_value/lean_thinking/lean_thinking.html
* Six Sigma http://www.sixsigmazone.com/articles
* SPRINT http://www.sprint.gov.uk

For support in running BPI in Social Care see the Care Services Efficiency Delivery (CSED)"”
programme who use an approach based on elements on Lean and Six Sigma.

2.12 Summary

* Business Process Improvement (BPI) techniques can be picked up and used by everyone at a
local authority to drive service improvement.

* The pathfinders’ approaches to BPI led projects includled common stages which you can
follow to help shape your approach to BPI.

* BPI led projects should not be something that is ‘done to’ the stakeholders in service delivery
— rather it should be ‘done with’ them, engaging customers, staff and partners to
understand problems and contribute ideas from all perspectives.

* Strong leadership plays a central role in successful BPI, both to set the direction of travel
and to empower staff to contribute fully in the improvement effort.

» BPI led projects should lead to the development of a culture of continuous improvement
amongst everyone who gets involved, ultimately embedding a new approach to understanding
service performance and learning through the process of managed change.

'* http://www.csed.csip.org.uk/



Module 3: Comparing the costs of service delivery

This module shows the benefits of costing your service as part of a BPI led project, and how to do that pragmatically.

3.1 How will Activity Based Costing help your authority?

Identifying the cost of service delivery is a key component of many local authority BPI led projects. Cost
information is essential to be able to:

I. Baseline - to measure current performance in order to identify where improvements are required.

2. Compare - to identify where costs may be higher (or lower) than comparable organisations.

3. Measure improvements - to plan and track the impact of changes on overall performance.
There are a number of techniques available to authorities to help cost service provision. The method gaining
popularity with local authorities, which has been employed by NPIP pathfinders, is rough=-cut Activity Based
Costing. However, as the pathfinder projects demonstrated, there are also a number of variations within this
approach.
Costing is not without its challenges. Many authorities struggle to cost their service provision due to confusion
over how to apportion overheads and what elements to include in their unit costs. However, drawing on the

experience of pathfinders, this module provides guidance on how costing can be performed, and the lessons learnt
by pathfinders as they worked through the process.

3.2 What is Activity Based Costing?

What is Activity Based Costing?

Activity Based Costing (ABC) is a method of allocating costs to products and services. Traditionally used in
manufacturing, it helps organisations work out the true cost of production to enable appropriate pricing of
products and accurate profitability calculations. In manufacturing firms overheads are assigned to activities or
products based on relevant ‘cost drivers’ rather than simply allocating corporate overheads to departments based
on staff numbers.

While it was developed for manufacturing firms, ABC is now increasingly being applied to the service sector.
It has been adapted by a number of local authorities to focus on calculating the value of staff time devoted to
particular activities.

In manufacturing, ABC is primarily focused on the process for apportioning overheads. In local authorities the
focus tends to be around quantifying staff time. However, the term is sometimes used to refer to a variety of

interrelated activities, including:

I. Quantifying staff time — At the most basic level, ABC is used to assess how much staff time is involved
in carrying out particular activities.
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2. Apportioning other overheads — In local authorities this means assigning central support costs
including departmental or corporate management costs, IT support and HR as overheads to front-line
processes. This is sometimes known as adding the ‘back-pack’ of costs.

3. Costing value-adding and non-value adding processes — This involves looking at each element
of work that staff carry out in a process and categorising them as value-adding, sustaining, or non value-
adding, in order to help quantify the potential benefits of removing non-value adding activity.

What is ‘rough-cut’ costing?

‘Rough-cut’ Activity Based Costing has been derived from ABC for use by local authorities. Compared to
conventional ABC the approach is quicker to implement since it utilises more basic methods of data collection and
analysis. Each of the pathfinders used this approach. While its simplicity means the results can be less accurate,
each of the pathfinders found that it still provided significant value.

3.3 How the pathfinders carried out Activity Based Costing

As explained in Module 2: Putting BPI techniques into practice, each pathfinder ABC exercise fitted
into a wider BPI led project. Although the pathfinders adopted different approaches to ABC, there are a number
of common stages undertaken by each, as well as important differences which will be explained in the following
sections.

The diagram below shows the broad steps in the ABC exercises carried out by pathfinders. The grey boxes
indicate stages that not all pathfinders carried out and the numbers in circles indicate the number of pathfinders
using this stage (Chorley did not use ABC in their project).

Benchmark
Activities not carried out by all pathfinders performance
o o 6 o o 06 o9
B: Apportion improvements
N D: Allocate h : f
A: Define directistatf C: Add other corporate and E: Split cost into F: Calculate G: Use
Scope time to the direct costs d | CEE-EHI Unit Cost findings
epartmenta and non-value

PIOEESS overheads adding

Measure
impact

Baseline
performance

Note that the exact order of these activities varied slightly between pathfinders. The minimum process that could
be carried out would include A, B and G. However, stages C, D, E and F were used by pathfinders to enhance the
value of the exercise.
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Module 3: Comparing the cost of services

Who did pathfinders use to carry out Activity Based Costing?

Many of the pathfinders utilised consultants to carry out the initial ABC exercise. However, some pathfinders
trained internal teams staffed with a number of roles. In addition to the BPI project manager, an important role
for the ABC exercise was a finance representative (see pathfinder tip below). The exercises typically involved
running workshops and interviews with staff members involved in the process under examination. See Module 4:
Resourcing BPI for more details.

Get the right finance person involved 9
GMeP (Greater Manchester e-Government Partnership) provide precise guidance on the finance -
people required on the ABC project:

“They need to be well acquainted with the financial structures and regulations of the authority and
to be skilled in financial analysis. Against this, they need to know the day to day practice of the
authority — so having too senior a representative may not be beneficial. Most authorities found that
the best balance was generally around the policy accountant level.”

3.4 The stages of Activity Based Costing

This section outlines the steps within the ABC process as outlined and how the pathfinders carried out these
steps.

Stage A - Define scope

There were generally two critical elements to the scoping stage, defining the objectives of ABC and agreeing the
process to be costed.

Defining the objectives of ABC: Pathfinders agreed it was important to be very clear on what the purpose
of the ABC was. Based on how the findings are being used, different stages and levels of detail are required. Stages
C to F in the ABC diagram on page 28 may not be required, depending on resources available and the purpose of
the exercise. The decision on what stages of the process to complete was driven by:

* available resources

* data quality

* required accuracy

* the need to benchmark the costs

* the need to identify areas for improvement
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The optional stage of work would be carried out under the following conditions:

* Adding direct costs (Stage C) - done to increase accuracy of total costs and identify areas for improvement.

* Allocating corporate and departmental overheads y
(Stage D) — done to increase accuracy, but not done if [ EV/H  E 1y BRTEE VA C] g )o) (7=l S0y )2 %
data quality was poor, or overheads were allocated in el Eeiid= /eI vol o IS Te13 TS o [T /
very different ways between benchmark organisations. [R5 EVER EETE IR E TR L] RS iile T Hen e

effective to complete this work after the ‘as is’

* Splitting into value-adding and non-value adding workshop (when volumetric data is collected) so
(Stage E) — done to help identify areas for that it can be used to inform the design of the
improvement. ‘to be’ process.

* Calculating unit costs (Stage F) — done to help
benchmark.

Agreeing the process (or processes) to be costed: since the ABC activity usually forms part of a wider
BPI project, processes have typically been mapped out already. This stage usually involved:

* Clarifying the start and end of the process being costed.

* |dentifying the different organisations involved in the process where applicable - for example the different
partners involved in the Older People’s Assessment Process.

* ldentifying all the staff involved in the process.

The process to be analysed was typically scoped as an end-to-end activity (such as the referral to assessment
process for child protection) or a broader process with sub-processes (such as the school transport process,
which included sub-processes such as dealing with service requests, maintenance, driving and so on).

Build buy-in to the process before starting

Some managers may be sceptical about ABC approaches and not buy-in to the process. If possible,

show them examples of how ABC has helped other service areas. Agree the best data sources and deal
with any objections before embarking on a time consuming data collection exercise. Alternatively, run the
ABC process and then train the sceptics afterwards on the model and its implications.

Be pragmatic about the process you review
In order to maximise the benefit of ABC activities, pathfinders recommend:

* Grouping related processes - and adding timings for the group rather than each process individually

* Ensuring data availability — before planning how you will cost your processes, identify what data is
available and how much effort is required to plug any data gaps.
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Stage B - Apportion direct staff time

This was the critical stage in the ABC process. This involved gathering staff salary data and assessing what
percentage of their time was spent on each part of the process under investigation.

There were two distinct approaches that pathfinders used to gather this data:

I. Asking staff to estimate the amount of time they spend on each part of the process. This was either
gathered through interviews or by asking staff to complete timesheets which were categorised using the
relevant process titles.

2. Quantifying how much staff time was involved in the whole process and then estimating what percentage of
this time was done by different staff.

Once this exercise was complete, the percentage of staff time was multiplied by the staff salary (including national
insurance, bonus and any other direct staff costs) and the number of staff who perform the role in order to get a
financial value of the staff costs for the process. These were then totalled across all roles to get the overall cost of
direct staff time involved in the process.

Where staff spent time on activities other than a front-line process (e.g. training, management, etc.) this time may

be classed as an overhead and allocated in stage D.

Try to gather as much data as possible up front w
Lewisham found that collecting as much data as possible as early as possible in the review simplified =

work later on. For example, whilst running workshops to understand the ‘as is’ process, collect
measurements around the process as well (e.g. by asking staff to make assumptions about time spent on
each activity).

Stage C - Add other direct costs

This stage was not completed by all pathfinders. It involved adding in all non-staff costs that are directly incurred
by completing the process (i.e. the more times you do the process the more it costs). Examples of these costs
could include petrol costs for the school transport process, or printing costs for forms used in an assessment
process. These costs should not be classed as overheads as they are directly incurred by running the process and
are therefore already tied to one activity.'®

Sometimes direct costs were not allocated at this stage because information was not held in this way. For
example, one pathfinder allocated all printing costs as an overhead rather than as a direct cost because the
printing costs were not held in a way that could be linked to specific activities.

'® Note that costs that are classed as overheads for one process may be a direct cost for another. For example, the cost of advertising job
vacancies would be an overhead for the school transport process, but a direct cost for the recruitment process.
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Improve the accuracy of cost calculations 0
Pathfinders had a number of suggestions for improving the accuracy of cost calculations: ur

Ensure costs, revenues, cost driver information and volumes relate to the same period.

When data is gathered from multiple sources (e.g. more than one interviewee), cross-reference the data to

get better estimates for the amount of time taken on different activities.

Use your process maps to help identify additional direct costs and overheads (e.g. paper files, filing cabinets,
computer systems).

Agree what you will and will not include in costing work so there is consistency across reviews.

Stage D - Allocate departmental and corporate overheads

Again, some pathfinders found that in order to benchmark or baseline performance, the allocation of overheads
greatly confused the issue. The pathfinders that did add corporate overheads used a variety of methods to do so,
for example:

|. GMeP authorities simply downloaded all corporate recharge overheads from the general ledger and
apportioned these to the overall cost of the process. These costs included printing costs, training, and other
corporate recharge costs as classified on the general ledger.

2. Cambridgeshire apportioned the above overheads, but also apportioned the proportion of departmental
management costs that were not directly linked to particular processes. For example, if a £50,000 manager
spends 60% of their time on front-line processes, and 40% of their time on general management, 60% of
£50,000 (i.e. £30,000) of their salary would be apportioned as overheads to the front-line processes.

Of course, in an ideal world, all overheads would be accurately apportioned to ensure that benchmark costs
always compared like for like. However, in practice, some pathfinders found that the large differences in how cost
information was held in different organisations made the process overly time consuming and not advantageous to
the overall outcome of the project.

The critical thing here is to ensure that whatever approach is taken it is consistent to allow fair comparisons to be
made - for internal benchmarking or baselining and measuring progress, and potentially for external benchmarking.

Stage E - Split into value-adding and non-value adding activities

Three of the pathfinder projects broke the costs of the process down into three categories in order to facilitate
further analysis:

a) Value-adding activities - those which directly create value for the client or consumer and typically

utilise the professional skills of the staff member. For example, in child protection this could include giving
support and advice to a family.
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b) Sustaining activities - those which do not directly create value, but do sustain the organisation.
For example, in child protection this could involve the auditing of cases.

c) Non-value adding activities - those which do not create value or sustain the organisation.
For example, in child protection this could be retyping a form which has already been handwritten.

Typically the consultants involved in the project made the distinction of which sub-process fell into which category
with the help of staff, but staff themselves may be encouraged to make this distinction by assigning all steps in the
process into one of the three categories above.

Stage F - Calculate unit cost

Again, this was not a step carried out by all pathfinders, but it was essential for the pathfinders that included
benchmarking as part of their ABC activity. A benchmark cost is no use unless it is mapped to a quality or volume
indicator.

This stage involves dividing the cost of a process by a measure of the output of the process, to give a measure of
how much the process costs each time it is completed. This allows comparisons to be drawn where volumes of
work done are different. For example, the main cost driver for the overall school transport process was assessed
to be the number of passenger journeys. The total cost for the process was divided by this value to give the unit
cost per passenger journey.'” Other unit costs might be the cost per customer request resolved, or the cost per
form processed.

How accurate does your costing need to be?

There was overwhelming consensus from the pathfinder projects that it is not vital to get 100% precise costs

to get lots of value from ABC. Cambridgeshire’s experience is that, “It’s better to be vaguely accurate than
precisely wrong”. A simplified approach can be a great way of providing useful insight with minimum resource
requirements. You can use the 20% rule to check if the margin for error could be problematic - if the changes
don’t save more than 20% of the activity cost, the hassle of making the change and the risk of error, means it may
not be worth making the change.

Don’t waste effort getting perfect accuracy 9
A number of pathfinders emphasised that 80% of the benefit of ABC can be generated with limited -

effort — pushing for the extra 20% of precision can be extremely resource intensive and draining,
without producing any new insight beyond that already developed.

Stage G - Use findings

Each of the pathfinders then used the costs they had calculated to carry out one or more of the following:
* to benchmark performance internally or externally
* to identify where process improvements should be made
* to measure the potential impact of improvements

* to baseline costs and measure progress

'"This ‘unit’ or ‘cost driver’ was chosen in preference to kilometres travelled since it more accurately captures the end to end process being assessed.
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Top level ABC may not be sufficient to answer your questions 9
When considering how to use ABC to identify where processes can be improved, note that you may o
often need to drill further down than looking at the top-level process. This may involve costing different
elements of the unit cost (e.g. what percentage of the cost comes from agency staff) to help with benchmarking
or costing different types of process. For example, GMeP analysed costs for in-borough and out-of-borough

transport to understand the overall costs of school transport.

3.5 How were Activity Based Costing findings used by the pathfinders?

Using ABC to compare costs with other authorities

Four pathfinders used their cost analysis to benchmark

performance. The three London Councils’ projects each | Ensure consistency of costing to enable
used three boroughs (or areas in the case of partnership | internal and external comparisons.
processes) to identify better performing authorities.
For ABC to be a truly effective tool, some degree
Authorities that appeared to have lower unit costs were | of consistency is vital. However, NPIP Pathfinders
investigated in more detail to identify why their processes| agreed that it is problematic enough ensuring

appear to be more efficient. consistency within an organisation, let alone with
other organisations. Their advice therefore is to
One GMeP project involved benchmarking internally — ensure consistency at home first — standardise how
the unit costs for school transport and adult transport on costs are allocated for example — to ensure that
were compared to see if one service could benefit from | any comparisons over time are comparing like with
using the other’s approach. like. This means rigorously documenting how costs

are calculated (what systems were used to obtain data,
Clearly, local factors need to be taken into account when | what time period, what was included, who came up

benchmarking — there may be reasons outside of an with the assumptions) to allow a comparable repeat of

authority’s control that push costs up. However using the exercise.

benchmarking with ABC provides an excellent place to

identify where to scrutinise further. There is work going on nationally to improve the
comparability of costs between organisations.

Using ABC to identify where process GMeP are doing some work with IPF to standardise

improvements could be made cost architecture, while the South East Centre of
Excellence is identifying ways of standardising cost

Where ABC involved splitting a process down into information in Adult Social Care.

sub-processes (as was the case for all of the pathfinder
projects) it is possible to identify where in a process
improvement efforts should be made. For example, if it appears that a large percentage of staff time is being spent
on re-keying forms or other non-value adding activities, it is a clear trigger to investigate ways of reducing this.

Splitting costs into value-adding and non-value adding greatly assists this process. Additionally, benchmarking unit
costs can help to validate assumptions on exactly where process improvements may be possible.
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Using ABC to measure the potential impact of improvements

ABC enabled a number of pathfinders to put a business case together on what the potential benefits of any
process improvements were likely to be. For example,a GMeP project reviewing the highways process for a
borough council was able to break down the inspection process into sub-processes and identified that there was a
£29,000 activity cost from staff time in dealing with reactive repairs.

Using ABC to baseline costs and measure progress

While none of the pathfinders have yet reached a point of being able to measure the changes that have occurred
since their initial costing, ABC has enabled them to baseline current costs, and also set up a mechanism for
assessing the change in costs as a result of process improvements made. Clearly, maintaining the same approach
to costing is necessary to make sure these comparisons are valid, so rigorous documentation of how costs were
originally calculated is vital.

Where will we find cost savings?

The following questions are examples of the sort used to help identify areas in a process where cost savings
might exist:

* Do we have unnecessary sign-offs?

*  Where are the major delays and bottlenecks in the current process?

*  What actions are being done sequentially that could be done in parallel?

*  What could be done earlier in the process that would enable us to eliminate this action?

See Module 2: Putting BPI techniques into practice for more information.
In which service areas is ABC most useful?

There were a total of |18 projects carried out by the NPIP pathfinders covering a total of ten'® distinct service
areas. Virtually all of these projects included an element of Activity Based Costing, so what can pathfinder
experiences tell us about which service areas ABC is most useful in?

At first glance it would appear that ABC is most powerful in an area of high-volume, low-complexity transactions
(such as application processing) where the nature of a single transaction tends to remain reasonably consistent.
However, many pathfinders used ABC in complex areas such as social care and found the technique to be very
useful. In fact, across each of the service areas, pathfinders found that the service area was not the determining
factor of whether ABC was a success or not. The following considerations were important when assessing the
value of ABC in specific service areas:

'® Adults social care, child protection, housing, waste management, corporate processes, highways, transport, procurement and public protection.
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* Be careful when costing complex areas. In more complex areas involving different partners and
a large variation in transaction types (for example social care assessments), rough-cut costs will give you
enough information for indicative benchmarking and to enable the identification of improvement ideas.
However, the complexity means costs will be subject to a larger margin of error. If the purpose of your
exercise is simply to identify improvement ideas and estimate their potential impact, it is possible that
quicker approaches may yield the same results (for example simply interviewing front-line staff).

+ Consider reducing the size of the process being costed. Some pathfinders found that ABC
would work better when looking at a smaller process than that covered by their BPI project. At Lewisham,
analysing a particular element of the housing management process would have been more powerful than
considering ABC as part of a wider ALMO restructure. Sedgefield also felt a smaller process would be
easier to tackle.

* Look for services where data already exists. Service areas where time recording is already taking
place will make data collection easier and therefore quicker results can be obtained. This is particularly true
if automated time recording and workflow systems are in place.

+ Consider how familiar ABC will feel to staff in the service area. Working in different service
areas brings different challenges. For example, London Councils found that the since ABC was a very
new way for social care staff to look at their roles, it may be even more necessary than in other service
areas to persuade staff of the benefits.

For further information

There are a number of sources of additional information to assist authorities rolling out ABC:

* The South East Centre of Excellence is working on ways to ensure that the costs of social care
services are comparable between organisations, by examining data in PSSEx| returns in detail, and splitting
costs into corporate management, departmental management and direct cost of service. There are plans to
roll this approach out nationwide. Further information is available at
http://www.sece.gov.uk/page.asp?PageRef=152.

* The Chartered Institute of Public Finance and Accountancy (CIPFA) —To assist with
benchmarking activities, CIPFA provide a number of tools that can help identify high-level unit costs.
Further information is available at www.cipfa.org.uk.

* GMeP and NWEGG are also working with local authorities and NPIP to identify ways of agreeing a
standard approach to costing - a cost architecture framework. This is expected to be used where
more sophisticated and precise costs including capital and organisational ‘on-costs’ are necessary (e.g. for
advanced business cases, and more robust bench-marking opportunities) than that typically possible from a
‘rough-cut’ approach. The framework should be available at the end of 2007. Further information is
available at http://www.nwegg.org.uk/project.php?id=55.

* The Best Value Accounting Code of Practice (BVACOP) provides a detailed breakdown of which
costs should be assigned to different services (however, this is typically at a higher level than that used for
ABC in the pathfinder projects). The Code of Practice can be downloaded at
http://www.cipfa.org.uk/pt/pt_details_l.cfm?news_id=4223.
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* ESD Toolkit is running a Customer Profiling Project that will provide more assistance on baselining
the cost of local authority services. Further information is available at
http://www.esd.org.uk/esdtoolkit/.

* The Cambridgeshire and Sedgefield pathfinders have produced guidance on their approach to ABC.
For more information visit www.bip.rcoe.gov.uk.

Tools to help cost your service

The Sedgefield pathfinder has a service cost calculator used to allocate staff time to different processes. Value
Adding provide an online time recording tool to capture staff time spent on the processes.

3.6 Summary

* NPIP pathfinders utilised rough-cut Activity Based Costing (ABC) to assist with baselining costs,
benchmarking and measuring the benefits of proposed changes.

» The ABC exercises typically centred around apportioning staff time to particular processes, then
identifying ways of reducing non-value adding activities.

* The key success factors for the ABC exercise included getting buy-in to the approach up front and using
team members with finance skills.

* Interestingly, pathfinders agreed that ABC was still very powerful, even when costs were not
completely accurate (for example where it was difficult to fully apportion overheads) as it still provides
a useful way of exploring and prioritising opportunities for improvement.
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Module 4: Resourcing BPI

This module shows what resources are required to yield benefits, and how to build capacity within a local authority to deploy
BPI effectively.

4.1 Introduction

Business Process Improvement (BPI) and Activity Based Costing (ABC) have the potential to help deliver
significant benefits for local authorities. However, exercises of this kind will involve a sizeable resource
commitment. The eight NPIP pathfinder organisations used a variety of resourcing models in order to deliver
their BPI led initiatives, and each identified some innovative ways of getting the most out of their resources.

This module builds on the experiences of the pathfinders to identify:

* the approaches pathfinders used in delivering their BPI projects, and the time and cost involved in BPI led
initiatives

* the main options available for local authorities in rolling-out further BPI led initiatives

* the skills and tools that local authorities require to run successful BPI projects

* tips from the pathfinders on how to build capacity and make consultancy resources go further

What skills are required within a BPlI programme?

The pathfinders used a range of staff and consultancies in their work. As a result they are well placed to suggest
the range of skills and attributes that are more useful on BPI projects. The skills and disciplines the pathfinders
think are important in a BPI project team include:

I. The ability to think logically about a process. Service staff often find it hard to break down their
day job, so analytical skills to help identify constituent steps are important when mapping existing processes.

In complex process areas, use teamwork 0
Teamwork is more effective when mapping large areas with complex processes in order to s

cross-reference different views and fully articulate the way a process currently works. Note that this
may require the availability of central business process analysts or additional consultant time.

2. Being willing to challenge and probe the information you are being given. BPI analysts must
always be asking “who, what, where, when, why and how?”

3. Good interpersonal skills and the ability to build relationships with staff. Front-line staff
involved in the BPI project may feel threatened. BPI analysts must listen and absorb information, whilst being
confident and unflustered. They must be able to engender confidence in front-line staff to encourage them to
contribute in an interview or workshop environment.
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Consider accreditation 0
There are a number of options available for accreditation if authorities choose to build a central o

BPI team. Cambridgeshire found that this helped build credibility with the service areas and lessened
the perceived need for external consultants.

4. A ‘real world’ understanding. Itis important that BPI analysts have at least some understanding of
the process being reviewed, in order to apply common sense in their suggestions. It is also important that they
understand and appreciate the change process. In practice, these skills may be distributed amongst different
members of the BPI team.

Skills that were not particularly important for the pathfinders included:

* Visual process mapping skills — the key skill here is analytical not artistic. Drawing a process map usually
involves following standard BPI guidance, and can therefore be learnt quickly.

* Enormous creativity - ideas for improvement often come from best practice information, from front-line
staff immersed in the process and from simply working through the BPI process.

Draw upon experience 9

Whether using external consultants, permanent or temporary staff, most pathfinders agreed that it was
important to have someone with significant BPI experience leading the project.

4.3 What resources do we need to make BPIl work?

Local authority pathfinders used a number of models for resourcing their project. The table on page 42
summarises the main approaches. Projects typically took approximately three to six months to complete, from
project setup to deciding and approving a course of action.

The resourcing of BPI projects involved two main elements:

* employing a core BPI team

» using the time of other officers and managers affected by the outcomes of the BPI project
The core BPI team

Depending on the process being reviewed, GMeP identified that the following roles are likely to be important to
include in a typical BPI team:

* project manager
* finance representative — for gathering and analysis of financial data

* audit representative — to ensure that heavily regulated processes are changed within statutory constraints
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* process experts — to bring deep knowledge of the process, activities, customers, outputs, etc.

* acritical friend — someone to ask ‘dumb questions’ without fear of embarrassment to ensure messages are
communicated in simple terms

The core team was typically staffed by internal project managers and business analysts and in some instances
external consultants.

What investment in resourcing is required to yield significant benefits?

Firstly you need to decide on your preferred approach to resourcing. Take into account considerations such as
whether capacity building or rapid deployment of the BPI projects is most important to you. Use this to develop
a more detailed plan of who would do what on your particular project — only then can you fully understand the
necessary resource commitment. The table on the page 42 should help this decision thinking process.

Too many cooks can spoil the broth 9
While using a BPI team to run the BPI project can help split responsibilities and generate ideas, s

GMeP identified that the law of diminishing returns came into play when the team increased beyond
about eight staff.

There were three distinct resourcing models used by pathfinders for this core team, each suited to particular
scenarios. The table on page 42 summarises the approaches used, the apparent advantages and disadvantages of
each and the scenarios where each approach may be most suitable.
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Module 4: Resourcing BPI

Other staff time requirements

In addition to the direct staff and consultancy costs on the projects, most pathfinder projects also involved front-
line staff and managers in workshops and interviews. The numbers involved varied depending on the size of the
service area being reviewed, and the complexity of the process. For example:

Project

Interview and

workshop time
commitments

Other time
commitments

Child Protection

the 3 benchmark
authorities in hour
long interviews and
a one day workshop.

per authority
approximately

Chorley * 20 half-day service n/a 98 staff days The large staff
District Blueprint workshops each approximately involvement reflects
with 4 front-line staff breadth of the
initiative undertaken
* 2 further manager by Chorley.”
and consolidation
workshops over a
total of 4 days with
approximately 12
managers.
London Councils |« 4 staff from each of | h/a 64 staff hours The larger number

of staff hours reflects
the increased
complexity of the
process.

Oldham
Public Protection

n/a

54 staff filled in the

online questionnaire.

30 staff hours
approximately

Online tools used to
reduce the project
team time.

Rochdale
Social Transport

*|0 front-line
officers and
managers in a one
hour interview

* 4 officers in a half
day workshop.

n/a

26 staff hours
approximately

Salford
Social Transport

* 10 front-line officers
and managers in a
one hour interview.

* 3 officers in a half
day workshop.

| staff member
collecting data for a
half day.

26 staff hours
approximately

Get the right front-line staff involved 9
Identifying the most appropriate person in each team to help you map business processes can save s

a lot of time. Don’t necessarily use the person who is easiest to talk to, as you may end up needing to
fill in parts of the jigsaw from other staff interviews.

'” Note that other authorities running a similar exercise to Chorley would need far less resource in the service workshops as much of this work can be taken

from Chorley outputs.
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4.4 How much could a BPI project cost in total?

The costs of BPI projects vary considerably depending on their scale and approach to resourcing, but as an
example by using a capacity building approach the GMeP made the most of a £65,000 budget to run || BPI
projects in different authorities.

A typical GMeP BPI project involved:

» Approximately £5,000 training and consultancy support for planning, data gathering, workshops, analysis and
evaluation.

* Approximately 100 -150 staff days from the core internal BPI team.
* An additional 30 working hours from staff involved in workshops and interviews.

This approach helped deliver efficiency savings of in excess of £100,000 pa in some service areas, and also
provided the authority with capacity to deliver similar initiatives in the future.

One pathfinder did not use front-line staff in the ‘as-is’ mapping stage, and found that it was then hard
to get sign-off on the changes proposed. There is strong consensus from the pathfinders that those
who involved staff in the process as early as possible had fewer obstacles later on.

Make sure front-line staff and managers are involved early o

4.5 How can we build BPI capacity?

In order to make the most of their resources, many of the pathfinders identified ways of building capacity in their
organisation to support continuous improvement in their authority. Cambridgeshire, Lewisham, Sedgefield and
GMeP each used training to build internal capability, often through partnerships:

* Cambridgeshire used external consultants to run training for |12 staff over two days at a cost of £9,000.

* GMeP ran a series of training sessions through external consultants to train 100 staff in | | authorities.
Two days training for 12 staff plus an additional five days support cost £5,000 per authority.

» Sedgefield received training in partnership with seven other authorities in the County Durham area.

* Lewisham trained 3| members of staff from across directorates. Staff were given a range of BPI, PinPoint
Facilitation and ABC training. They then used these skills to carry out the BPI reviews. They are now
working on building this capacity further by introducing coaching and shadowing schemes so people can
learn and embed their skills. They are also planning workshop sessions to embed the BPI culture and
understanding across the organisation. Once people were trained, small project teams were assembled to
work on the BPI reviews and were responsible for all elements from scoping to supporting implementation.
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Module 4: Resourcing BPI

How can we develop the capacity of the organisation to deliver efficiencies?

* If you decide to train internal staff to use BPI techniques, you'll get the best people involved if you make a
genuine commitment to investing in the development of their BPI skills.

* Show you value BPI related skills by developing career structures for people who want to specialise in
BPI led projects.

* Avoid training staff unless they have a BPI led project to work on. Apart from avoiding wasted resources
this also means the training will be put to better use and motivation kept high.

* Provide training on the broad principles of BPI for wider groups of staff, followed by more in-depth training
for specialist roles.

* Involve staff in the BPI projects so that they learn ‘on the job’.

* |f using external consultants, make sure that they have a brief to train up internal staff through the project.

Think creatively about internal staff resources w
Consider the benefits of secondments and mentoring employees to build the pool of available .

resources. Investing time now will pay dividends in the future, and can save money on the need to
employ temporary staff or extra consultants.

Some of the pathfinder organisations have training materials that may assist other organisations looking to
build capacity for example:

* Cambridgeshire - How We Do Rough-Cut Activity Based Costing

* Cambridgeshire - How We Do Business Process Analysis

* Sedgefield — Business Process Mapping Training Guide
* GMeP - Consultant training materials

For more information on these training materials, visit www.bip.rcoe.gov.uk or email
bip@communities.gsi.gov.uk

45



4.6 Extra support for building BPI capacity

Outside of NPIP there are a number of other initiatives that may assist with local authorities looking to build BPI
capacity. For example, the North East Centre of Excellence? is running an applied NVQ programme in Business
Improvement Techniques which trains staff and supports them to roll out BPI projects. This is free for local
authority staff and about to be rolled out across the country. Additionally a two-year day release Foundation
Degree in Operational Excellence is being developed which will help build local authority capability still further.

Don’t underestimate the resources involved 0
Make sure sufficient resources are allocated up front to complete the project. It is vital that the s

project does not stall half way through when BPI analyst time is pulled on to other projects, leaving services
with “yet another false dawn”. Asking other authorities who have run BPI projects in similar areas can help plan
how much resource is required and identify potential shortcuts.

4.7 Getting the most out of external consultants

Most of the NPIP pathfinders used external consultants at some stage in their projects. Based on their experience
of working with these consultants they recommend the following:

v" Specify a capacity building approach in the Invitation to
Tender and emphasise up front how the consultants How can | make consultancy
are going to leave your council staff in a strong position to | resources go further?
roll out BPl in the future without the need for

consultant support. * Get good people who are keen to work

with the consultant.
v’ Make it clear that the BPI exercise is not being

‘done to’ the council, but carried out ‘with’ the council * Work shadowing — be clear about how you'll

— ensure that the consultants are involving staff in measure the effectiveness of the skills transfer.
proactive ways throughout the project.

* Use consultancy for the hard bits —
v" Be clear about the required deliverables and outcomes facilitation, measurement criteria, methodology.
at the outset of the project.

* Don’t use consultancy for drawing process

v' Work closely with the consultants — do not expect maps or gathering baseline data.
them to go away, redesign the process and come back
to you at the end. If possible, use skilled internal staff to * Only get consultants in when you're ready
work alongside the consultants as much as possible. to start and make sure you give them a very
clear brief.

Many of the pathfinders now feel that they are
in a position to roll out BPl without the need
for external consultants.

2 www.nece.gov.uk.
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Module 4: Resourcing BPI

4.8 Using specialist tools to support your BPI initiative

There are a number of tools available to a local authority running BPI and ABC that can help make the most of
limited resources. Many of these tools involve a licence fee (although many may already exist in the authority).
The tools the pathfinders used included:

a) For process mapping (in increasing order of sophistication):
* PowerPoint
*  Excel
* Visio (the most popular tool used).

Each of these tools provided the standard shapes and arrows required to convey local authority processes with
supporting information.

b) For Activity Based Costing:

*  GMeP used a proprietary online time recording tool to collect time sheet data from staff with limited BPI
officer involvement.

* Activity Based Costing Model — An Excel based tool to help calculate the unit costs of each
constituent element of a process. This was based on the Enterprise Workflow National Project’s ROI
Model.”

* Many other pathfinders built their own spreadsheet tools to perform activity based costing.

Don’t waste money on expensive process mapping software 9
Given the role of a typical process map is to convey information and as a discussion piece, it is not f

vital to utilise specialist process mapping tools on a typical BPI project. More complex tools are
available, often designed to be the starting point for technology implementation — only use these if you are
confident you need all the complicated functionality. Otherwise, keep it simple.

4.9 Links to other information
* Business Improvement Package — for more information visit www.bip.rcoe.gov.uk.

* North East Centre of Excellence — for information on the NVQ in Business Improvement
Techniques visit www.nece.gov.uk.

* West Midlands Centre of Excellence — for information on their shortlist of lean and systems
thinking suppliers visit www.wmcoe.gov.uk.

¢ South West Centre of Excellence - for information on their Transformation Framework for local
government visit www.swce.gov.uk.

2 http://www.workflownp.org.uk/
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5.0 Summary

* NPIP pathfinders resourced their BPI exercises in three main ways: by using consultants to deliver
projects, by using consultants to build capacity in service areas, or through building an
in-house team (or transformation unit).

* Through working on projects, many of the pathfinders are now confident they could deliver
BPI led projects without the use of external consultants.

* A capacity building approach worked well to make resources stretch a long way.

* BPI teams required a range of hard and soft skills, including analytical ability and the ability to build
relationships with service staff.

* The keys to successful BPI resourcing included not underestimating the staff time involved, and getting
the right service area staff involved early.
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Module 5: Making BPI led change a success

This module outlines five key success factors from the pathfinders. Although all of the modules show what worked well for
the pathfinders and what worked less well, this module highlights the key lessons that can be learnt by other authorities
using BPI.

5.1 Introduction

This module is an overview of the key success factors and lessons learnt by the pathfinders. Further tips and
lessons learnt specific to the different elements of a BPI led project are contained within the relevant modules.
There is also more information about lessons learnt within the outputs produced by the pathfinders themselves.

This experience is valuable for other authorities implementing similar projects. Many of these success factors and
lessons are consistent with advice for the success of other improvement techniques — not just BPIl. Each of these
are explained in detail below, along with some tips that the pathfinders identified for dealing with them. These
materials are available on the Business Improvement Package website at www.bip.rcoe.gov.ulc

5.2 Success factor I: Ensure you engage with front-line staff and service heads early and

frequently

A lack of buy-in from services can lead to insufficient resource being available to carry out the BPI project and
implement the changes. There is also a risk that the potential benefits of the BPI project will not be realised as
services may resist the implementation of the changes.

Typical challenge Pathfinder solutions and suggestions
Difficulty in getting service area staff If BPI is being used to achieve a corporate aim (e.g. a specific savings
buy-in to the proposed change. target or the creation of shared services), this can make it easier to get

the buy-in of services so that BPI isn’t seen as change for change’s sake.

It is often effective if the BPI project manager approaches the relevant
Director or Head of Service to explain in person the BPI project and
the potential benefits to their service. This will usually take the form
of a |:] meeting between the BPI project manager and the Director or
Head of Service. Once they are on board, their teams will follow.
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5.3 Success factor 2: Establish robust project governance mechanisms to facilitate

benefits realisation

Without a clear and effective governance process, there is a risk that the potential benefits of the BPI project will

not be realised.

Typical challenge

Pathfinder solutions and suggestions

Difficulty taking decisions and signing
off changes.

Experience has shown that spending time in the very early stages of a
project to clarify and formalise the governance will greatly increase the
likelihood of a successful outcome. Pathfinder authorities in which there
were clear project reporting lines made quicker progress and had fewer
issues in securing resources and commitment, etc. Many authorities
establish a project board to oversee the implementation of change
projects and the realisation of benefits.

Ownership of and responsibility for the
project is unclear.

An appropriate Senior Responsible Officer (SRO) should be nominated
for each BPI project, with responsibility for ensuring that the project is
successful when judged against the success criteria contained within the
Project Initiation Document (PID). The SRO should be senior enough
to clear blockages and identify resources, and be visibly responsible for
the outcomes of the project. GMeP found that the projects which made
quick progress were those which had a clear involvement from the top
of the organisation (e.g. Chief Executive, Director of Finance, etc).

Lack of strong project management.

Each project should have a clearly appointed project manager who

is given the time and support necessary to coordinate the planning
and delivery of the BPI project. The most successful projects were
those led by committed project managers who either had or made the
time to chase deliverables, organise meetings, make phone calls and
communicate progress.
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Module 5 Making BPI led change a success

5.4 Success factor 3: Do not underestimate the investment in time and effort needed

to make BPI a success

BPI projects can use a lot of staff resources, and this can affect the quality of service delivery and the quality of the
BPI outputs if not carefully planned. If sufficient resources such as time and skills are not available, the BPI project
will take longer to deliver, momentum will be lost, and the quality of the outcomes will be affected.

Typical challenge Pathfinder solutions and suggestions

It takes a long time to do BPI well — Do not underestimate the dedication, time and resources you need.
time required to carry out the project | Make sure you dedicate enough time to planning the project in detail.
is under-estimated. Ensure that the project manager is allocated sufficient time to develop

key project documents such as the Project Brief, the Project Initiation
Document and the Project Plan.

Before the project begins, agree the staff resources required with the
relevant Head of Service.

Use the right tools, e.g. some pathfinders found that Visio was sufficient
to develop simple process maps, whereas other pathfinders found using
purpose built Business Process Mapping software with simulation inbuilt
helpful to calculate costs. Whatever you choose, make sure that tools
are no more complicated than need be — paper, pens and post-its can get
you a long way!

BPI team lack service expertise so new | Involve an officer from the relevant service(s) in the BPI project, ideally

processes developed are not fit for throughout the whole project, to provide service-area expertise. This

purpose and do not meet the needs of | will help make sure the new processes are credible to other officers

staff, stakeholders and customers. and partners. Regular project meetings with the service management
team will allow ideas to be tested and refined so recommendations are
appropriate.

Similarly, to make sure you are getting the full potential for ICT systems
in your new process, involve an ICT expert in the project so that they
can feed in ideas for using ICT more effectively.
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When a service expert is seconded
to the BPI team, service colleagues
can resent them for not taking part in
‘business as usual’ activities.

Little BPl knowledge in the authority
or limited resources to deliver the BPI
project.

Try to involve the team in the BPI project, not just the service expert.
For example, hold workshops that the rest of the team can use as
opportunities to feed ideas into the project. Avoid removing the service
expert for long periods of time and try to ensure they can spend regular
time with their team (e.g. a day a week).

Get HR involved at the beginning of the project, to help identify people
across the organisation who are capable of and willing to take part in
the BPI project. HR will also have an important role to play where
staffing changes are necessary.

It can be worth investing in a BPl expert who can train additional
officers to support and deliver the BPI project.

Alternatively, investing in BPI consultancy support can be a way of
delivering a BPI project when internal skills or capacity are lacking. Try
to ensure that you build in a “skills transfer” element to the consultancy
support so that internal staff are learning from the consultants and can
lead the next BPI project without needing to pay consultants.

Consider setting up a network with other authorities so that skills can
be shared between authorities. Authorities with in-house BPI skills
may be able to provide advice and training to authorities with less BPI
knowledge.
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Module 5: Making BPI led change a success

5.5 Success factor 4: Have a clear vision of what you want out of the project

BPI projects can be seen as ‘change for change’s sake’ if it is not clear what their purpose is and how they
contribute to the authority’s strategic goals.

Typical challenge Pathfinder solutions and suggestions

The BPI project is seen as being ‘change | The pathfinder projects which were most successful had a clear vision of
for change’s sake’. what they wanted to achieve (e.g. the establishment of a shared service,
the creation of more customer focused services or the achievement of
5% efficiency gains). This vision was then communicated effectively to the
people involved in the project. Without this clarity of vision, projects will
often struggle to achieve buy-in and commitment and risk losing focus as
they proceed.

The vision is agreed by the board but is | Ensure that the vision is communicated to the project manager

not known to the rest of the authority. | — they will often be the ‘public face’ of the project and they need to
be able to describe it in a clear and compelling manner. Spend time
planning communications so that clear messages about the project are
communicated to the right stakeholders at the right times.

5.6 Success factor 5: Strong, visible leadership will help drive through changes and

overcome barriers

Without strong leadership, it can be difficult to overcome staff and stakeholder resistance to change.

Typical challenge Pathfinder solutions and suggestions

Lack of leadership from senior Senior management leadership and commitment to the project is
management can make it difficult to see | imperative if change is to be delivered. Sponsorship from this level of
changes through. management will help to mitigate service level resistance. To ensure

leadership is in place before any improvement work begins, initial scoping
meetings should include a discussion about the role of management
during the project. This will enable managers to consider what this will
mean for the service (in terms of impact on day to day service delivery,
staff morale, etc.) and ensure clear leadership is established at the start
of the project.

53



5.8 Summary

The key success factors identified by the pathfinders are:

I. Effective staff engagement — getting staff buy-in helps ensure changes are effective and
sustainable, and facilitates the implementation of the new process.

2. Robust project governance — without a clear and effective governance process, there is a
high risk that the potential benefits of the BPI project will not be realised.

3. Appropriate resources dedicated - it is easy to underestimate the time and effort needed
to make BPIl work. Appropriate resources will maximise your chances of success.

4. A clear vision — without a clear vision of what you want out of the project, BPI can be seen as
leading to ‘change for change’s sake’.

5. Strong senior leadership — changing how services are delivered is difficult and can be
uncomfortable for staff. Strong leadership is critical to help see the changes through.
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Module 6: Planning for benefits realisation

This module discusses how to plan for the delivery of savings and other benefits identified through BPI led projects and how
a corporate approach to benefits realisation can support the impact of BPI.

6.1 Developing a benefits realisation strategy

In order to make sure benefits are delivered from BPI led projects, your organisation needs to think through and
put in place a benefits realisation strategy. This strategy will explain:

*+ How costs and benefits will be assessed including a clear understanding of the difference between
cashable and non-cashable benefits, and how to assess non-financial measures of improvement ranging from

hard performance measures to softer benefits, such as improved staff satisfaction.

* The governance process that will monitor benefits delivery — putting some structure in place to keep
projects on track and hold them accountable for delivery.

* The approach to embedding change into the service planning cycle — so that the ‘golden thread’
of performance management runs all the way through from successful project delivery to the incentives of
the staff involved.

Assessing costs and benefits

The business case for a BPI project sits at the core of turning predicted benefits into reality. It will lay out:

* The impact of the changes that are proposed by
the project, in terms of improved service Chorley achieved the following %
performance, cashable and non-cashable customer focused benefits: /
efficiency improvements, and softer, more
difficult to measure benefits such as staff Better understanding of customers’ needs.

satisfaction or the level of engagement with customers.
Better engagement with customers.
* The anticipated costs of making the changes

necessary to enable the improvements. Improved customer satisfaction.
* The timescales over which the costs and benefits are More understanding of the links between
expected to accrue. customer needs, council services and the

services of other agencies.

* The risks to the success of the project, and how these
will be mitigated.

The decision as to whether to proceed with a proposed change rests on an assessment of the business case in the
context of the objectives of the organisation. If the proposed change does not support the vision and strategic
aims, then it shouldn’t proceed.
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As discussed in Module 2: Putting BPI techniques into practice, BP| provides many useful techniques to
feed into a credible and robust business case:

* Activity Based Costing can help draw out the likely scale of cost improvements.

* Reviewing processes to identify value-adding, sustaining and waste elements provides a
systematic way of identifying what can be stripped out to make the process more efficient.

* Analysing process performance, measured by how well processes meet the needs of their
customers, provides the basis for assessing the improvement that can be expected.

* lIdentifying and eliminating sources of failure demand, so that extra work isn’t generated by failing
processes.

But perhaps most importantly, BPI led projects rely on engaging the people who do the work in the
process of improving it, so a business case produced in this way should be credible and robust. There is no point
in creating a business case that no one believes is realistic and then setting off on a project to try to deliver it.
The project will be doomed to fail from the outset.

A business case from a BPI led project should be supported by thorough, fact-based
analysis so that the people responsible for delivering the improvement will believe that it
can be delivered and work confidently towards that goal.

Putting governance in place
The next piece in the benefits realisation jigsaw is effective project and programme governance. Often centred
around a ‘business improvement board’, with representatives from senior management with a stake in seeing that

the programme is a success, the governance structure will:

* Provide the mechanism for prioritising and deciding which projects proceed on the strength of
the business case they have put forward.

* Be able to reassign resources and help out when projects start to drift away from the expected path.

* Identify and mitigate risks and resolve issues that are beyond the control of individual projects to
manage.

* Hold projects and service areas accountable for the expected outcomes from their projects.

There is a risk, particularly in smaller authorities, that governance structures for projects and programmes
generate lots of new meetings and paperwork which overload managers with bureaucracy. This does not mean
that project and programme governance structures should be abandoned. It means that the approach chosen
needs to reuse existing structures wherever possible, and meetings and reports need to focus on their core
purpose so that they can be delivered as efficiently as possible.
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Module 6: Planning for benefits realisation

Embedding improvements into service planning

Where new governance structures are put in place to keep BPI led projects on track, it is important that they
integrate with the existing service planning processes that exist to support the local authority’s annual financial
planning cycle. Service plans provide the link between your authority’s vision, strategic objectives, plans for change,
and the objectives of individual members of staff — often described as the ‘golden thread’.”

Including the projected improvements to service delivery in service plans ensures that making the improvements
happen is tightly tied into the personal objectives of service staff and allows predicted savings to be
factored into budget projections. This ensures that plans for changes to staffing, including recruitment or
removal of posts, can be planned to coincide with process changes falling into place.

How can small staff time savings be realised?

Often BPI led projects identify savings in staff time that have a small impact on a lot of people. These savings are
difficult to turn into cost savings as they do not correspond with whole posts that could be redeployed
or removed.

When these kinds of savings have turned into a tangible improvement, they should materialize as more work being
done by the same number of staff. Taking on additional work at the same time as the improvements are made will
make sure that the productivity improvement is not lost as work expands to fill the time available. This is the sort
of change that needs to be embedded into service plans to make sure it happens.

The London Borough of Barking and Dagenham (LBBD) recognised that whilst meeting efficiency targets and
delivering service improvements council wide, the significant investment in new systems, processes and skills was
not resulting in a release of resources for new service development. The Efficiencies Board sought to put in place
a framework to support greater visibility and efficiency in productive time use across the council by identifying the
dependencies to release the time savings, and developing a SMART (Specific, Measurable, Achievable, Realistic and
Timely) action plan to realise the time savings.

The Chorley pathfinder has illustrated on page 58 where benefits realisation management fits into their
approach. Underpinning everything are the vision and objectives for the council. Achieving these requires that
enablers such as new skills and new technology are put in place on the one hand, and the business changes
as a result of these enablers being put in place on the other. This happens in the context of external drivers
(such as relationships with partners, suppliers and the impact of changes to government policy), cultural
factors (such as a particular service area’s willingness to try new ways of doing things) and the influence of all
the stakeholders (including customers, elected members and staff) which need to be factored into planning
change. The benefits realisation management processes sit at the centre of all this to ensure that the benefits
are finally delivered.

22 See for example ‘Performance Management — The People Dimension’ from the IDeA: http://www.idea.gov.uk/idk/core/page.do?pageld=5445054.
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External Drivers Stakeholders Cultural Factors

-F

Benefits

Objectives

Vision

Building confidence through quick win successes

Whatever strategies and processes are put in place, the ultimate justification for using BPI techniques is seeing
benefits starting to materialise. ‘Quick wins’ —i.e. projects that can rapidly deliver benefits so that people start
to believe in the potential for improvement — can play an important part in building everyone’s confidence. They
can also provide a great way of testing a local authority’s capacity to deliver change, and provide an
opportunity for learning what works and what does not. In a similar way, the NPIP pathfinder projects have a role
to play in providing a wealth of learning that should put local authorities that are new to BPI a step ahead of

the game.

The pathfinder experiences suggest if an authority has a requirement to deliver cashable efficiency savings, the
‘quick wins’ tend to lie in services with large contract and non-staff costs, rather than areas where virtually all the
costs are tied up in staffing, or those where additional income can be generated. For example,a GMeP project
looking at revenues and benefits charging modules and another renegotiating for a school transport contract were
the projects most likely to deliver significant cashable efficiencies.

Realising the benefits from the NPIP pathfinders

The pathfinders have identified a range of significant benefits that they expect to be delivered through the
implementation of their proposed improvements, which has been outlined in the Executive Overview.

Over the coming months the NPIP team will be working with the pathfinders to discover where the expected

benefits turn into reality. The results of these initiatives will be reported to the NPIP community as they develop.
Visit www.bip.rcoe.gov.uk for further information.
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Module 6: Planning for benefits realisation

6.2 Summary

In order to ensure benefits are delivered from BPI led projects, you need to think through and put in place a
benefits realisation strategy, which will explain:

* How costs and benefits will be assessed.
* The governance process that will monitor their delivery.
* The approach to embedding change into the service planning cycle.

As the changes from BPI start to come to fruition, quick wins can help to build momentum and
confidence in more ambitious changes, and test out your growing capability in delivering improvement.
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BPI: The key lessons

Ambition. Without a vision of what can be achieved to make local service delivery better, the use of BPI

tools can be seen as a technical process that delivers process maps and costings but does not deliver change.
Always remember, BPI is the diagnostic that uses evidence in order to determine what needs to change, be it the
technology, location, contract, procedures, jobs and / or people.

Strong senior leadership. Like any change project, using BPI tools can feel uncomfortable for staff, so
leadership is critical to help realise the benefits from a BPI led intervention.

Good staff engagement. Using frontline staff in the BPI process is particularly helpful to the ultimate
implementation and ‘buy in’ to the emerging changes.

Robust project governance. Without a clear and effective governance process, there is a high risk that the
potential benefits from changing a process will not be realised.

Dedicate appropriate resources. Building capacity and assigning appropriate resources will maximise the
chances of success.

What next?

A second phase of NPIP is being planned to disseminate the learning from the pathfinders and this will include
summary case studies. Further practical projects will also be run, for example looking at customer involvement in
service design, and using BPI techniques for cross boundary service delivery.

These outputs will all be published on the Business Improvement Package website at www.bip.rcoe.gov.uk. as they
become available. For further information or specific queries please email bip@communities.gsi.gov.ulk.

A BPl community

There is also an NPIP local government BPI practitioner advisory group that meets to exchange
experience of using BPI to support change. Please contact bip@communities.gsi.gov.uk if you
would like to know more about this group.
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Glossary of BPI terminology

Activity

ABC

BPA

BPR

Lean

Process

Service design

Six Sigma

SPRINT

Workflow

Actions taken or work performed through which inputs are transformed to produce specific
outputs.

Activity Based Costing — ABC is defined as “an approach to the costing and monitoring of
activities which involves tracing resource consumption and costing final outputs. Resources are
assigned to activities and activities to cost objects based on consumption estimates. The latter
utilise cost drivers to attach activity costs to outputs.”*

Business Process Architecture developed by a group of authorities in the North West which
provided generic process maps for all functions carried out by local government, and is particularly
helpful in identifying processes and relationships, plus scope for collaborative delivery.*

Business Process Re-engineering - the approach laid out in the early 1990s by Hammer and
Champy for radically improving your organisation through a focus on processes rather than

on organisational structures, making significant use of technology and talking up the possibility
of radical sweeping changes:*“... 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.””

Lean is an approach to improving service delivery derived from manufacturing techniques
pioneered in the Japanese automotive industry. It provides a systematic approach to improving
service by focusing on delivering exactly what the customer needs, and eliminating sources of
waste.

A process is a set of interrelated or interacting activities that transform inputs into outputs.”

Designing a service so that its core purpose for meeting the needs of a customer is the starting
point for change.

Six Sigma is a set of practices originally developed by Motorola to systematically improve
processes by eliminating defects. It asserts that continuous efforts to reduce variation in process
outputs are key to business success.

SPRINT is a change and innovation method developed specifically for the public sector.
It promotes breadth of vision, depth of vision, radicalism, rigorous assessment, flexibility, and open
endedness as critical to successful BPI.

The label typically applied to a set of technology products that support the automation or partial
automation of business processes. Workflow tools are generally made up of a forms component,
plus a messaging component that allows forms to be routed between users controlled by a set of
business rules.”

2 CIMA Official Terminology 2005

2 http://www.rcoe.gov.uk/rce/core/page.do?pageld=20201

% Hammer, Michael and Champy, James (1993), Reengineering the Corporation: A Manifesto for Business Revolution
% SO 9001:2000, clause 3.4.1

2 http://www.wfmc.org/index.html
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