12 Major Themes

What must happen in the implementation of PRISM/process improvement

1. Case for Change (Process Improvement)

· Marketing

· Create a context

· No context or understanding of purpose for process improvement

· My staff doesn’t see a link between PRISM goals and WCD’s overall mission

2. Opposition/Resistance

· Honor opposition

· Resistance to PRISM must be surfaced and honored

· Ok for people to surface concerns

· Not universally accepted

· Staff afraid to question, criticize

· Exec staff does not make me feel “safe” saying what I think about PRISM

· Listen to what they don’t want to hear

· Develop a more nurturing atmosphere instead of “accept this or leave”

· Conflict: Hearing this is the only tool to use. All or nothing

· The results from improved processes are what are important—not the notches on the PRISM belt

· High investment, low return

· Waste of time

· Won’t last

· Takes too long

· “Well, duh…” outcomes

· Offended…implies process improvement wasn’t done before PRISM

· My staff views Exec staff decision making about PRISM with skepticism

3. Modeling PRISM Leadership

· Exec staff is inconsistent in its expectations for unit managers implementing PRISM

· Get honest with managers about behaviors in their work areas that seem inconsistent with PRISM goals and plans

· Exec staff often has predetermined ideas about desired outcomes for PRISM team projects

· Hold all managers accountable for behavior that supports PRISM

· Managers should be held accountable for process improvement by documenting what tools were used along the way

· Exec staff does not promote team problem solving

· More demand (for guidance) from GRIP and accountability (for staff to follow through)

· Show genuine interest

· Listen to those who have participated

· Participate

· Be participants themselves (Mgrs.)

· Participate in a significant project—get in the trenches

· Have management and staff participating side by side

· Serve on a PRISM project—don’t just sponsor

· Support and praise all projects equally

· Be patient, but persistent (in carrying this out)

· “Walking the walk”

4. Resources/Workloads/Time/Competing Priorities

· We’d better be willing to make the choices that support units in using PRISM

· Exec not acknowledging the time it takes to do process improvement projects.

· Exec staff is not really willing to remove obstacles and provide needed resources for PRISM

· My staff views PRISM as an additional responsibility which takes away from other work tasks

· Extended timeframes for “normal” work

· No coverage

· Too time consuming

· Budget time (FTEs to accomplish PRISM projects)

· More time because of present demands

· Need to find a solution to workload and other impediments to PRISM projects

· Temporary reprieves from certain assignments

· Staff are expected to put in time to complete project and still be expected to put out the same amount of work

· The way we use it is not a good use of resources. Can we do the same or better with less?

· Takes away from other work

· Ability/acceptance to brainstorm solutions in balancing workload resources for process improvement

· Is the cost of PRISM projects worth the time? Can WCD afford this right now?

· Prioritize our resources against other department projects. Need to identify/test “unspoken” priorities

· Exec needs to consider the staff’s limited flexibility to participate in process improvement initiatives

· Commit to deciding what can wait in order to do process improvement activity

· Knowing “When to go there (process improvement).” Options for workload?

· Redeployment of resources from other areas of WCD while a unit project is occurring, etc.

· Exec/Mgr assist in workload management

· Budget time—consider daily work

· Better manage work demands for staff assigned

· All WCD management must be supportive

· All staff vs. Special Teams working full time on projects

· That doing so means we recognize that this takes a lot of time

· Units need a way to have back-up assistance for current workload

· Can we afford to do this? And are we willing to change our structure (present level of staffing) to make it affordable?

· Make this FUN—it’s too burdensome right now

· Show in some tangible way that mgmt/GRIP understands reasons for skepticism

5.
Capacity for Skills Application

· Continue to educate and involve staff in projects

· Estimated 2/3 of employees never participated in a PRISM project

· Expect, encourage, remind and find a do-able, win-able project for everyone who has gone to training

· Skills not used regularly are not as effective and can reduce or limit project’s success

6.
Documented vs. Undocumented Work Processes

· Clarify and document those things that are being done, but not recorded anywhere

· Identify and define existing process before changing

· Some processes undocumented (not ready for process improvement?)

· Many processes are not formalized or standardized—much less documented

· Have process documented before investing staff and resources in process improvement project

· Stress the need for written procedures for all processes—before suggesting PRISM project

· We need to document the process first before trying to improve it. It is not necessary to have written procedures; a flowchart is usually enough

7. Project Selection

· A clear process (checklist) for selecting projects

· Create criteria for picking projects

· Criteria for determining when a PRISM project is appropriate

· Provide guidance in selecting projects

· Clarify when to use PRISM

· Is this a “PRISM” project?

· Figure out how to make this REAL—pick projects of small scale which have absolute benefit to line staff

· Reaffirm small bites, quick successes. Be more realistic.

· Pick projects with real meaning to staff

· Inclusion of line staff when selecting projects

· Unit buy-in to individual PRISM projects

8. Project Team Member Selection

· Criteria re: who is put on projects

· For some, being chosen is an honor

· For some, being chosen is not an honor

· Use individuals who are really excited about PRISM, that believe in it and see advantages; e.g. 4 experienced and one new person

· I have little control over whether I become involved in a specific PRISM project

· Group dynamics need to be worked out before the group can “gel” and operate with minimum disruptions

· In choosing members of a team, there should be at least one experienced member or an experienced facilitator to help with the process

· My staff finds it difficult to appreciate how differences in personal styles can help solve problems

· My staff lacks confidence in the team skills of other staff

9. Team Charters

· Stumbled in with past charters, etc…

· Chartering process is seen as too cumbersome

· Learn to write charters that emphasize simplicity

10. Methodology—PRISM and Projects

· Execution of methodology needs to be improved

· Streamline

· Need to streamline the PRISM process

· Some managers expressed the opinion that the process is time consuming and cumbersome

· PRISM process needs to be flexible and more efficient

· We can’t pick and choose parts; we have to apply the entire process

· Some PRISM tools may be used on an isolated basis

· Formal vs. informal process improvement was clarified. Using some of the tools does not constitute an informal process improvement project

· The ability to “pull the plug” on potential projects

· Make sure we have tighter timeframes

11. Training/Help Needed

· Confusing

· Confusion between PRISM, team training and facilitating

· My staff is reluctant to use PRISM tools

· Availability of an experienced facilitator

· Identify coaches available to assist PRISM teams and work with them on an ongoing basis

· Training in survey design, project sponsorship, refresher training

· Mini-refreshers

· Refresher training, more training, hands on use

· Lots of tools in BOX

· “Cheat Sheet” to determine proper use of PRISM

· Flowchart documentation (?)

· Educate re: facts, more information

· I would need significant additional training before I could explain the PRISM method to someone else

· The sessions need to be longer, in concentrated bits of time

· My staff lacks confidence in the team skills of other staff

· “Practice, practice, practice”

12. Evaluation/Progress

· PRISM is 3 years old at WCD

· 85% of staff are trained in PRISM

· 6 completed projects; 3 pilots (1st year)

· Reward completed projects

· Provide more information on results of projects

· Show successful use, report outcomes

· Some failed projects

· Moving to be a little more standard—progress reports, stats, performance

· Should do post-evaluation of project to determine: Did it make a difference?

· PRISM’s effectiveness must be evaluated

· Acknowledge that it is not always cost-effective

· Must be seen as worthwhile to continue

· Assimilate PRISM into everyday duties and work

· Constant vigilance re: keeping process improvement real and reachable
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