Doing More

With Less -
Ildentifying

Opportunities
for Efficiency

Practical strategies. Smarter systems.
Stronger schools.

Welcome to our
Doing More with Less
Workshop

In this session, we will explore how to: ' | (—

Identifying operational inefficiencies

that consume Lime and resources

%0 streamine workflows and reduce frustrabon

Finding opportunities to improve efficency
without requesng addtional staff or resousces



The Operational Reality Facing School Districts

School districts and educational service providers are under increasing
pressure to maintain service levels while managing budget constraints,
staffing shortages, enrollment changes, and growing operational demands.

When resources are limited, inefficient processes can quietly consume
valuable time, increase costs, and place additional pressure on employees.
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Audience Poll

Where does your district experience the
most operational delays or frustration?

-
1. Approvals &
Signatures

&
. *—d .
i D
4. Waiting Between
Departments

2. Communication
& Emails

@

5. Errors &
Rework

m

il

3. Data Entry &
Reporting

Q

6. Searching for
Information
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TMAC South Texas

As a Trusted Business Advisor, we provide training and guidance to customers
and partners in the areas of:

Lean Manufacturing
& Six Sigma

Total Quality
Management

&

Supply Chain
Management

Visit our website
to find out more

Yww.utrgv.«

Basic Business Management
& Strategic Planning

>
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and many more...
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Definition of a Process

ros’es) n. — A repetitive and systematic
series of steps or activities where inputs are

modified to achieve a value-added out
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What is Process Improvement?

Definition:
Process Improvement is the systematic approach to enhance the
efficiency and effectiveness of a process by identifying, analyzing,
and improving existing workflows.

Key Objectives
Increase Efficiency: Streamlining processes to reduce waste and
optimize resources.
Enhance Quality: Improving the output quality by minimizing
errors and defects.

Maximize Stewardship of Tax Funds: Lowering operational costs
by eliminating inefficiencies.
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The Importance of Process Improvement

Build Resilient Operations: Continuously optimizing
workflows allows districts to maintain service excellence
and adapt effectively despite shifting operational
demands.

Adaptability and Innovation: Enables organizations to
quickly adapt to changes and embrace innovation.

Employee Engagement: Involving employees in process
improvement fosters a culture of continuous
improvement and ownership.
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The Importance of Process Improvement

Campus and Community Satisfaction: Efficient processes
lead to higher quality products/services, resulting in
increased an improved capacity to support the classroom.

Financial Performance: By reducing waste and optimizing
resources, school districts can extract the most value from
their funding
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Data Entry

Rework &
Corrections

Searching for
Information

Unclear
Ownership

"\ Excessive

Handoffs

: | Employee

Frustration

%) Reduced Staff

Capacity

Burmout &
Turnover Risk

Lean Thinking

The foundation for continuous process improvement is the
Lean Methodology.




Defining Lean

Lean

“A systematic approach to identifying and eliminating

waste (non-value-added activities) through continuous

improvement by flowing the product at the pull of the
customer in pursuit of perfection”

-The MEP Lean Network

™ic

The University of Texas

RioGrande Valley

Example

What word would describe the movement of the boats down stream?

The University of Texas

RioGrande Valley

™AC




Example

LEAN is about identifying the obstacles or wastes in a process and working
towards minimizing and ultimately removing them to improve any process
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Recommended Readings

» Lean Thinking by Jim Womack

» Becoming Lean by Jeffrey Liker

v

Lean for the Public Sector by Bert Teeuwen

v

A Public Sector Journey to Operational Excellence by Eli Goldratt

v

The Lean Six Sigma Pocket Toolbook by George, Rowlands, Price &

Maxey

LEAN
SIX =
SIGMA
POCKET
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Meals per Hour

Please watch the next video and take notes of:

Anything that stands out to you or that you find
interesting

What you think of the changes made

Be ready to discuss
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Meals per Hour
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Thoughts on the Video?

Discussion:

© What are your initial thoughts after seeing this video?

° What were the challenges faced by the organization?

° What were the changes made to improve the process?

s
-'-,Igni“

scussion
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Application of Lean

Lean can be applied to all processes, both in:

* Customer Facing Processes
* Internal Business Processes

v

N N N N SR NN

PEIMS Reporting,

Accounts Payable/Receivable
Payroll Processing

Student Enrollment/Registration
Federal Funds/Grant Compliance
Transportation Routing

Child Nutrition Services

IT Help Desk Operations.
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Busy vs. Productive

¥ Sorting through stacks of paperwork » Resolving requests correctly the first time
b Re-checking completed work b Getting new employees ready to

»  Re-entering the same information work on schedule

»

Responding to repeated follow-ups »  Processing accurate, on-time payments
@ » Removing the cause of recurring delays

o\‘ The goal is not to keep people busy.
I\ -/

It is to remove barriers so work creates value.

TPLAC | RoGrandevalley

Cycle Time

“One of the most noteworthy
accomplishments in keeping the price
of Ford products low is the gradual
shortening of the production cycle.
The longer an article is in the process
of manufacture and the more it is
moved about, the greater is its
ultimate cost.”

- Henry Ford, 1926
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Cycle Time

The total time it takes for a process
to move from start to finish.
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When cycle time is reduced, districts can respond faster
and operate more efficiently,

Lean is Market Driven

How does this
translate to your
organization?

ﬂ Services are determined by the Students, Campus, and Community

Grants/Taxes/Etc. — Cost = # of Served or Assisted
' :“ Expand <:¢:0<«;< morove

,,,’ Reduce waste. rework,
and unnecessary steps. service, and increase impacL

Our goal: Deliver greater value with the resources we have.
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Minutes Saved Becomes Annual Capacity

Saving just 5 minutes per workday for each employee across a
100-person administrative staff creates more than 2,000 hours of
additional organizational capacity each year — roughly the
equivalent of one full-time employee.
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Lean is Market Driven

Every morning in Africa, a gazelle wakes up. It knows it must
run faster than the fastest cheetah or it will be killed. Every
morning a cheetah wakes up. It knows it must outrun the
slowest gazelle or it will starve to death.

It doesn’t matter whether you are a cheetah or a gazelle,
when the sun comes up, you had better be running.
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Value Added vs. Non-Value Added

A Simnple way Lo evaluate where Lime craales value — and where it does not
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Activities that directly contribute %o the
intended service or aulcome and meet
the needs of students, staff, departments,
or the commuruty.

Examples ‘ Examples

Activities that consume tene o resources
without smproving the outcome or
meetng a legitimate requirement

* Resolving 2 technology issue Cuplcate data entry

*  Processing an accurale payment ®  Unnecessary apprownls

* Completing employee osboarding ®  Rework and cotrections

*  Providing student or nstructionyl suppon ®  Wailisg and repiated follow-ups

@ Ask: Does this activity create value or simply consume resources?

| The University of Texas
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Value Added

and meet the needs of students,
staff, departments, or the community.

/\/' Activities that directly contribute
YaZ I to the intended service or outcome

VA activities should: .
Q Transform the service, information, or process in a meaningful way
0 Be done correctly the first time

Q Advance 3 critical school function or student outcome

@ Focus on work that creates value.

. | - | The University of Texas
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Non-Value-Added

NON-VALUE Necessary NVA do not add
ADDED value but are required:

g7 Stakeholder Requirements
N Required by our students,
- statl, or community.

Reguired 1o met Laws,
polices, and compliance
NECESSARY WASTE PURE WASTE
Frvpared ba et chicgatarm Wik wpared and s O Grant Requirements
o Vb et i e Required o seceive
@ ® and maintan funding
MINIMIZE ELIMINATE
G ¥ e ofhCuntly an posabie ) Remwve & comglenoly

@ OUR GOAL: Minimize Necessary Waste. Eliminate Pure Waste,

' I - | The University of Texas
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The foundation of Continuous or Process Improvement is
the identification of wastes in your process and working
towards eliminating them.

4

THE 9 WASTES OF LEAN




9 Wastes of LEAN

¢ Defects

¢ Overproduction

* Waiting

¢ Non-Value Added

¢ Transportation

¢ Inventory

* Motion

» Employee Utilization

¢ Environment and Energy

' | = The Umversny of Texas
pa RioGrande Valley

Lean = Eliminating Waste

TYPICALLY 95%’/

OF TOTAL LEAD TIME IS NON-VALUE ADLC
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Defects

0000000 &

A defect or error is when a task, process,
or deliverable does not meet expectations
or requirements and typically requires
additional time, resowurces, and/or effort
to fix it.

Process Varabiey

Inconsistent practices mad o dfeoert cutcomes.

Lack of Standards

Unchedr snpectationn realt i SConseent sork

Poor Quality Controls
P a0t dertifed ot Jftwr compietion.

Peor Documentation

Masrg o v oegbete whwestor Cames evron
Inadequate Trainng

St lach e knowiedge or shalis %0 wcceed

Poor Mairtenance
Tooks yyvieet el L b e red wet irdared

Cuntomer Needs Not Undersicod
W don t Ay undentand student, itaf
o favwly reeds
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Overproduction

000000

Overproduction is the creation
of materials, reports, forms, or
information before they are needed,
in greater quantity than needed, or
for a process that is not ready to
use them,

0 Causes of overproduction in school Jystams

Uscloar erderstanding of et stegs
Jst-0-case thsking

Urever scheduing

Urdalanced woriicads

Sedundant nspections of reviews

Procustom form or smpor! processing

Produce only what is needed,
when it is needed, and in the
amount needed.

Duplicate documnnt coation
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Waiting

Waiting occurs whanever work
s1ops because the next step,
decision, person, of resource is
not ready.

Common causes of waiting
school systems

3

Unbalanced workloads
Approvals of sigratures
bnsutficient statfing
Incomplete information
Delays between departments
Systam of equipment issors

Wasting on resgonses of Solow-wp

00CO00e

‘ Fastar service . Less frustration . e
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Non-Value-Added Processing Waste

-

? Performing more work, steps, or reviews than is required
@

to complete it or meet compliance/regulatory standards.

Causes of Non-Value-Added Processing Waste:
Duplicate data entry

Mo wrdereg e Lave sdis mafes o valiyde serlerra
Excessive approval hierarchies
L0 Frny progle wwemterd I spproveyg wepse (ks

Print-sign-scan loops

Unnecemary prnting, g, and scanmrg of Soosments

Poge communications
Lack of dlarity caunny sework and oxtrs Sollow - opn

Show Approval peocess

Detaps 234 1o vahue 30 Uow G 1he srtas Jrocmi.

Extra coplen/nformation

Crentirg or colecting more than shat 'y seeded

Excessive reporting

Feports that are 200 Deguent, 100 detaled. o unused

B £xTRA STEPS

7ER0 VAL

Out Goal: Elarendte exira sbeps 30 our time and energy £0 Loward what truly matiorn
srving students, s1all. and ouwr Communty.
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Transportation Waste

o Transportation waste is the unnecessary

f“{F—}; 2 movement of paperwork, files, supplies,

‘Jﬂ:“g‘,' or materials betwoen people, departments,
or locations without adding value.

Common causes in school systems:

Q Poor office or workspace kyout

@ Muktiple handoffs for appeovals or reviews

o Poorly sequenced workfiows

O Scattered fles, supplies, o materials

Unnecessary movement Between departments

Reliance on paper-based routing

Our Goal: Reduce unnecessary movement by improving layout,
simplifying handoffs, and routing information more efficiently.

TPLAC | RoGrandevalley

Inventory Waste

Any supply, record, or file in excess of Sansh
what is required to maintain a smooth, A onhand »
single-item operational workflow. { azimbeon

Causes and examples of excess inventory

@
@
©
Q
@
o

Obsolete assets in storage
Digital bottienecks and backlogs
Software over-licensing
Document hoarding

Stockpied supplies

Uneven administrative workioads

Keep only what is needed, reduce backlog,
and improve flow across the system.
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Motion Waste

L) Any physical or digital movement
ﬁ'@ done by the staff that does not add value

to service or workflow.

Causes of Motion Waste

Deeply nested digital folders

Hard 50 fed miorrion. Lerme sandlind sesrChing

Fragmented office workstations

Tads ar) WAOVA0n SO AP 0A4 Kl aluirv

Lack of fle standardization
Deerenvt Formamy and sarveng Crowde enlis legn

Inconsistent work rowtines

NO Cir frocews Wkt 30 ealls Sawetrert 20l rewort

Repetitive physical document handling

Pristing. raming. and reshwiving add o vabuse

Administrative friction
Urnneceisany choky, logins, approwal, and hangoffy
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Employee Utilization Waste

©

The waste of not using people's abilities

(mental, creative, physical, etc.)

Causes of Employee Utilization Waste

Poor commuanication

WOTRLoN Qaps wed 30 confuson, delapt, and atrenon

Failure to involve employees
Groa wiess arsd aghils g0 westes)

Poor hiring practices
Mashgred 1l lsed o wnderporformance

Poor management

Lach of Sentnon, feodbach, arvd supoont

Low or no investment in training
Shlx stagrate and potental it never reslaed

Lack of team traiming

Toamt GOt Budd sz, Sigrmant, o \hred Purjuinie
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Environment & Energy Waste

Anything that can't be reused, recycled, or resold.

Causes of Environment & Energy Waste

Quality Rejects/Scrap

Rowork or Sacarded materialy dus %0 eovory or dedects

Poor Packaging Design
Excans packaging or non-recyclable manerials

Poor Product Design
Dok 20T bt for Gurabality, repaw, Of reuse

Loaks (air, water, otc.)

Urncontpled alks waste nesounces and incresss costs

Using Too Much
Excentive e of mutenals, water, and energy

Making Too Much

Producing o purchasng mone than needed

é
-

[ 4 " hw“ v~

o Frinting documents that sren't uned

+ Oapoing of ssable desroom wophes

o Lobving i, compufiors, of Drogdlons om when ol » e
o Extessiwe une of papec wirley, s single-use e

o Ordesng mare supphes than seoded o before verfiory i used
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Key Takeaways

» There are 9 common types of waste (Defects, Overproduction, Waiting, Non-
Utilized Talent, Transportation, Inventory, Motion, Overprocessing —
DOWNTIME).

» Waste is any activity that does not add value to the end result.

» Being able to see waste is the first step to eliminating it and improving
efficiency.

» Small improvements in reducing waste can lead to significant gains in time,
cost, and quality.

» ldentifying waste is a team effort—engage different perspectives to uncover
hidden inefficiencies.
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Recogrire Wanle Iprrve e Procews Create Capacey Lrgege the Team
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‘Do You Have Waste? ®
0 Q) oo A &
O g overosuction A

0 O wm : L

>> ﬁ Remember: What we don’t see, we can’t improve. ((

2\

Questions? (-

A
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THANK YOU Jesus Cano

jesus cano@utrgv.edu
I . A O www.ulrgv.edu/tmac
- " N 9s6) 665-701
i s Ri Il
at The University of Texas Rio Grande Valley O tmac@utrgv.edu
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