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I. ROLES AND RESPONSIBILITIES:

Office of Enterprise Performance - The Program Director, Office of Enterprise Performance, ACF-1, establishes policy and provides direction and guidance to the Technical Center organizations on process improvement. Technical Center organizations implement process improvement through the Office of Enterprise Performance, in support of ARA process improvement goals.  
ACT Strategic Leadership Team (SLT).  The SLT consists of the FAA WJH Technical Center management personnel who set strategic direction and communicate policy for implementation throughout the ACT organization.

Technical Center Process Engineering Group (TEPG) – The TPEG is the “implementation arm” of the SLT with regard to Process Improvement.  The TPEG is chartered by the Office of Enterprise Performance to provide leadership, expertise and guidance for managing and implementing process improvement initiatives within ACT.  The TPEG advocates, coordinates, integrates, and supports process improvement activities across the Technical Center in support of the FAA’s process improvement performance goal.  Each office (ACF, ACH, ACX, ACK, ACB) will provide one permanent TEPG member.  All other ACT organizations engaged in a process improvement initiative will provide at least one ad-hoc member and one alternate to actively participate in working group activities. 

Process Improvement Team (PIT)  A  PIT is formed within an organization and is the team that consists of the organizations practitioners who will perform the day-to-day process improvement activities.

Measurement Working Group (MWG).  The MWG is chartered by the Office of Enterprise Performance and supports the office’s initiatives to implement process improvement for Technical Center organizations, programs and projects.  This working group supports the use of qualitative and quantitative measures to evaluate the performance of the organization, using the Balanced Scorecard.

Technical Center Process Asset Library (TCPAL).  The TCPAL provides a central online repository of process documents, references, measurements, products, reports, tools, etc., collected from Technical Center process improvement efforts and will be accessible via the internet.  The Office of Enterprise Performance, through the use of the TCPAL, will acquire, organize, archive, maintain and provide managed access to these documents.  

II. PROCESS IMPROVEMENT APPROACH

A strategic objective of the WJH Technical Center ACT organization isto validate, improve and reengineer key processes which will enable the organization to enhance it’s performance and benefit its customers and interested parties.

The organization is committed to continually improving the processes that are related to the products and services provided..   Each ACT organization will apply and implement process improvement techniques to ineffective processes and evaluate the results of this implementation.  The organizations will determine which specific processes will be included in this process improvement activity. .  
There are two fundamental ways to conduct continual process improvement, as follows: (a)  breakthrough projects which either lead to revision and improvement of existing processes or the implementation of new processes; these are usually carried out by cross-functional teams outside routine operations; (b)  small-step ongoing improvement activities conducted within existing processes by people.  Breakthrough projects usually involve significant redesign of existing processes and should include:

· Definition of the objectives and an outline of the improvement project

· Analysis of the existing process (the as-is process) and realizing opportunities for change

· Definition and planning of improvement to the process

· Implementation of the improvement

· Verification and validation of the process improvement, and

· Evaluation of the improvement achieved, including lessons learned.
Breakthrough projects should be conducted in an effective and efficient way using project management methods.  After completion of the change, a new project plan should be the basis for continuing process management.
People in the organization are the best source of ideas for small-step or ongoing process improvement and often participate as work groups.  Small-step ongoing process improvement activities should be controlled in order to understand their effect.  The people in the organization that are involved should be provided with the authority, technical support and necessary resources for the changes associated with the improvement.   

It is suggested, however, that the ACT organization implement the “small-step” approach for its initial process improvement activities. 
Continual improvement by either of the methods identified should involve the following:

a. reason for improvement:  a process problem should be identified and an area for improvement selected, noting the reason for working on it.
b. Current situation:  the effectiveness and efficiency of the existing process should be evaluated.  Data to discover what types of problems occur most often should be collected and analyzed.  A specific problem should be selected and an objective for improvement should be set. 
c. Analysis:  the root causes of the problem should be identified and verified.

d. Identification of possible solutions:  alternative solutions should be explored.  The best solution should be selected and implemented; i.e., the one that will eliminate the root causes of the problem and prevent the problem from recurring.

e. Evaluation of effects:  it should then be confirmed that the problem and its root causes have been eliminated or their effects decreased, that the solution has worked, and the objective for improvement has been met.

f. Implementation and standardization of the new solution:  the old process should be replaced with the improved process, thereby preventing the problem and its roots causes from recurring.
g. The process for improvement should be repeated on remaining problems, developing objectives and solutions for further process improvement.
Once determination is made of the processes to be improved and this information communicated to the Office of Enterprise Performance, organizations will proceed with and document the following: 

· Examine Organizational Needs and Benefits – Prior to embarking on a process improvement initiative, the Office of Innovations & Solutions, ACB; Office of Operations, Technology and Acquisitions, ACX; Office of Knowledge Management, ACK; Office of Human Capital Strategies, ACH; and the Office Enterprise Performance, ACF, will review its strategy to determine which processes need to be improved to better achieve strategic objectives. Recommended processes include but are not limited to, Customer-related processes (sets of interrelated or interacting activities that are related to the customer and transforms inputs into outputs), Requirements, Project Management, Measurements and Analysis, Quality Assurance and Improvement).  Establishing the organization’s needs and benefits provides focus for the process improvement implementation effort and garners the support necessary to sustain such an effort.  If there is not support that starts with leadership and flows throughout the organization, the effort will be a failure.  Therefore, a primary objective of establishing the needs and benefits is to generate the support needed to sustain the PI effort.

An exercise that has proven to be very valuable in establishing needs and benefits is “the push-pull exercise.” This exercise consists of identifying the forces pushing and pulling the organization toward process improvement. “What is pushing the organization to implement process improvement? Or, in other words, what will happen to the organization if we don’t implement process improvement? And, “What is pulling the organization toward implementing process improvement, or “what will implementation of process improvement do for the business?

There are three primary end-products of this exercise: (1) a management team that can see what is in it for the organization, for their functions and for them to pursue process improvement; (2) a management team that is consequently motivated to support the PI effort; (3) a set of goals to assist in planning the PI effort for use in measuring the success of the organization.
· Identify Resource Needs - For the ACT organization to succeed in process improvement, each implementing Office and Division must provide adequate resources to accomplish all related tasks of the principal process teams and working groups. As a rule of thumb, no more than 5% of an organizations resources (total FTE’s) should be committed to process improvement initiatives.

The Technical Center Director must ensure that sufficient  resources (people, money, and time) are available to meet the commitments  of implementing organizational process improvements.  This includes sufficient resources to develop process improvement Action Plans, perform the associated tasks, and perform any required internal reviews.  

The Office of Human Capital Strategies and the Managing Directors of Innovation & Solutions and Operations, Technology and Administration will ensure that adequate training is made available to all employees in domain knowledge which will enhance their ability to contribute to process improvement actions.

· Schedule - Major tasks in the process improvement effort must be scheduled, planned and tracked.  The following tasks are important to an organization’s process improvement effort: 

(1) goal-setting; (2) process improvement action plan preparation, (3) training  (4) goal-reporting; (5) internal audit support.

· Initiate Process Improvement - When the organization decides on the process improvement performance target, it should begin by assembling a Process Improvement Team (PIT), and developing a process improvement action plan.  This plan should include the ARA/ACT process improvement goal, the organizations performance targets, and a preliminary identification of the improvement scope.

Since this plan is used to monitor progress, it is important to ensure that key roles are identified, adequate resources are allocated, appropriate milestones and review points are established, and potential risks are identified.  The plan is a multi-year plan and should be used as a guiding document for tracking and monitoring the organization’s performance targets.  The plan will be updated to reflect current process improvement conditions and progress made.

· Prepare and Conduct Process Analysis - Organizations engaging in process improvement shall establish a baseline for improvement activities.  The existing process should be assessed using an appropriate method.  The Office of Enterprise Performance offers two types of analyses designed to help organizations achieve their performance targets.  They are: (1) document-intensive review to check the completeness and quality of supporting documentation and objective evidence (artifacts) and (2)  internal quality audits, to identify commendable practices (strengths), nonconformances (weaknesses), and potential nonconformances (potential weaknesses)
· Analyze results and derive action plan - Once an analysis of the process strengths and weaknesses has been completed, and a plan of action has been determined, the process improvement action plan shall be updated.  
Analyzing the process provides the momentum for change and the involvement of different personnel.  This momentum should be used to determine the remedial actions required to correct any identified weaknesses.  The updated process improvement action plan, which identifies the planned improvements, will provide a maximum payback for the organization relative to its business goals.

· Implement Improvements – The process improvement action plan must be implemented to improve the process.  

· Monitor process performance - The performance of the organization’s process should be monitored as it evolves over time.  Monitoring and measuring of process performance serves a three-pronged purpose: (1) to meet customer requirements; 

(2) to ensure that each process is (and remains) capable of satisfying its intended purpose; and (3) to provide a basis for process improvement.  Organizations will consider these purposes when deciding what to measure and what are suitable methods.

· Confirm the improvement (Internal Audits) – The organization needs to confirm that improvement activities have met the intended goal.  In addition, organizations need to confirm that planned goals and targets have been achieved and expected benefits realized.  To accomplish this, organizations will perform their own internal audits of processes.  

The Office of Enterprise Performance will perform an objective quality assurance (QA) review (internal audit) also.  After each audit is completed, the findings, including any nonconformities, will be reported to the responsible manager and must be acted upon.  Two distinct types of actions must be taken.  The first is the short-term, corrective action (remedial action) to fix the problem or nonconformity.  However, after that, the second requires that the cause be investigated and longer-term corrective action taken to ensure that the nonconformity does not reoccur.

· Sustain improvement gains – The organizations are responsible for sustaining and deploying improvement gains across all applicable parts of the organization and its projects.  After improvement has been confirmed, the process needs to be sustained at the new level of performance.

To sustain improvement gains, a project must have continuous quality assurance audits, plus external audits or review of the QA activities.  These QA audits will be performed internally within the organization and externally audits will be performance by the Office of Enterprise Performance.

· Measurements –  Organization managers shall ensure effective and efficient measurement, collection  and validation of data to ensure the organization ‘s performance and the satisfaction of interested parties (stakeholders, customers, etc).  Some characteristics of approaches to measuring organization performance are concepts such as:
· Fewer is better:  concentrate on measuring the vital few key variables rather than the trivial many
· Measures shall be linked to the factors needed for success: key business drivers
· Measures shall be a mix of past, present, and future to ensure that the organization is concerned with all three perspectives
· Measures shall be based around the needs of customers and other key stakeholders
· Measures shall start at the top and flow down to all levels of employees in the organization
· Measures  should be changed or at least adjusted as the environment and your strategy changes
· Measures need to have targets or goals established that are based on research rather than arbitrary numbers
· Management Review -   The Managing Directors shall review the organization’s process improvement activities, at planned intervals, to ensure its adequacy and effectiveness.  Input to this review shall include information on results of audits, customer feedback, process performance and product conformity, status of preventive and corrective actions, follow-up actions, and any additional recommendations for improvement.  Output from this review shall include any decisions and actions related to improvement of the effectiveness of its processes, improvement of products or services to better meet customer requirements related to customer requirements.  
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APPENDIX

References:

· ASQ ISO 9000:2000 Handbook

· ARA Comprehensive Management Plan for Continuous Process Improvement, Version 1.0, dtd March 2002

· Keeping Score – Using the Right Metrics to Drive World Class Performance (Mark G. Brown)

· ANSI/ISO/ASQ Q9004-2000 Quality Management Systems – Guidelines for Performance Improvements Annex B – Process for Continual Improvement
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