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Process Improvement / Continuous Improvement
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First report (Blame report)

Question asked by Management: What happened?

- Report name: Blame report

- Purpose: Inflict pain

- Focus: Yesterday

- Report creator: Witness and/or interviewer
- Difficulty (1-10) report: 1-2

- Tools: List

- Assurance not repeating: LOW
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Second report (Explain report)

Question asked by Management: How did this happen?

- Report name:

- Purpose:

- Focus:

- Report creator:

- Difficulty (1-10) report:

- Tools:

- Assurance not repeating:

Explain report

Understand, knowledge
Today

+ Subject Matter Expert (SME)
4-5

RCA

MEDIUM



Third report (Process Improvement report)

Question asked by Management: What can we learn from this?

- Report name: Process Improvement report
- Purpose: Organizational Learning

- Focus: Tomorrow

- Report creator: + Quality professional

- Difficulty (1-10) report: 9-10

- Tools: Prioritization Index,

Theory of Change Logic Model,
Performance Metrics

- Assurance not repeating: HIGH



Overview

3 types of CI

- Defect Elimination

- Process Elimination

- Process Improvement

4 tools for Process Improvement (PI)
- RCA

- Prioritization Worksheet

- Theory of Change Logic Model

- Performance Measurment



The project

The

Bright Side
of Failure

Howtoturna
negative experience ...

... Into a positive
improvement

In 50 Words

Or Less

« Organizations tend ta
abandon falled projects
00 QuIcHy, thus missing
Improvement oppartu-
nitkes.

» Four famtilar tools can
help Kentify where
things went wrong and
12ad 1o procass im-

provements.

» Those ol helpad
ona organization leam
from a faled constnuc-
tian projact and put

In pisce to
ensure future sUCoass,

! CONTINUOUS IMPROVEMENT

by Tom Sheffrey

THE NATURAL REACTION to faiture is to dis-
tance yourself from it. After all, nobody wants to be associ-
ated with a project that fell short of expectations. But, as any
good quality professional knows, failed projects can provide a

mechanism for continuous improvernent.

Typically, lessons learned are captured at the end of a
praject, but little is done to learn how to improve performance
from one project to the next. By using four simple tools, it's
poasible to identify areas of improvement, prioritize action

items, devise an action plan and measure sucoess.,

Februaruy 2011 « QF 25
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Where we begin for CI/PI...

Tool 1:
RCA (Root Cause Analysis aka RCFA or the 5 Why's)

Books, papers, well-documented process



CONTINUEOUS IMPROVEMENT
PROJECT CONTROLS
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What to remember about RCA

for this exercise

- Don’t go beyond 5 W’s
- Not always the correct root

- Only an exercise to learn the process,
not to be an expert on the tool

- Try to get different discipline perspectives



The next tool...

Tool 2:
Prioritization Worksheet

Purpose: to get the low hanging fruit



Prioritization Worksheet

Are there expertise (Can this Is there a Is this
and resources to condition be ineed on the :condition
address this changed with-:slope to critical to
Antecedent Condition condition? inaquarter? change this improve
condition? performance?
1 nointegrated project schedule showing relationships yes Ves yes yes
2 waork between contractors treated as a silo yes Ves yes yes
3 project meetings by contractor instead of project as a whole yes yes yes Ves
4 ‘schedule constantly re-sequenced because of material issues no
£ iwork was switched when materials did not arrive na
6 ilate delivery of materials no
7 imaterial ordered by PSCM late no
8 trends and changes not shown in schedule yes yes yes yes
9 schedule not updated with change orders Vyes Ves yes Ves
10 change orders not kept up to date yes Ves yes yes
11 change order process not followed yes yes yes Yes
12
13
14
15
16
17
18
19
20

Becomes input to Logic Model




What to remember about Prioritization Worksheet
for this exercise

- List all antecedent conditions from RCA worksheet
- Decide column headings that are important to company

- Get a no in any columns for line item means stop and go
to next antecedent condition.



Continue with tools...

Tool 3:
Theory of Change Logic Model

Start with Input, then define Activities.
This will lead to Outputs which then produce Outcomes.




SITUATION: ULSD Project did not perform as thought. One of the key findings pointed to Project

Controls and a need to make changes
PRIORITIES: Follow Project Control Processes

Theory of Change Logic Model
Input Activities QOutputs QOutcomes
Short-Term Medium -Term Im pact
(1) Integrated project Maintain one One integrated
Schedule * project schedule #|schedule for the
project

(2) work between Have joint team
contractors is silo —— |meetings with better Better Increased Better Controlled

contractors com municati on communication |wEffectiveness of [—»Projects
(3) project meetings | between members between team Project

not with everybody

members

Change orders

(8) trends and changes

Ensure change

not in schedule

* process is followed _——

\ /

discussed each
weekly meeting

(9) schedule not
updated with changes

/"

(10) change orders not
kept up to date

(11} change order
process not followed

Assumptions:
1 It is permissible to have an
integrated schedule and share it
with multiple contractors
2 There is a Change Order
Process and that it was not used

External Factors

1 The Project Control person
must be more involved in the

project

2 There needs to be field
verification of progress




THE LAST TOOL..

.. Is to develop a performance metric that is
designed to change behavior.



KPIHame: | Joint IE'rEIjEDt Meetings Held [ Measurement Type (Hard/Soft): [Hard

Summary: | Improving communicaticns through joint meetings

Measurement Area: | Communications |  improvement Direction: [Higher % indicates better performance

Collection Unit: | Project Controk [ Measurement Frequency: |Monthiy

KPI DESCRIPTION

KP1 FUNCTION: Meassurement Cefinition
This KFI is designed striclly to evaluate the joint- project-team-meetings that
are held for each project. By "joint”, all team members should be present 3 -VERY GOOD

100 % sttendance for the month

including a representative from each contracior. The mesting agenda ~
should enswe that an updated s chedule & reviewed and agresd upon and E
that approved and unapproved changes arereviewsd. E 1 - BATIZFACTORY
g between S0% and 35%
T
E 1 -UNZATIZFLCTORY
This i5 & "slesping alligator” measwement in that it s a potential warning Z |iess than 20%

that a project may be in jeopardy if joint meetings are not held and attended
by all the parties of the team.

SLUM.

PERFORMANCE MEL SUREMENT:
This KFI is to atiempt to ensure that proper communications between BP and its contactors are being made and that
change orders are being communicated.

VALUE OF KPI

DATA COLLECTION

WVALLUE TO BUSINE 55:
This KPPl addresses an attempt o develop better communications in a projead.

VIHAT MUST BE ACHEVED:
Freguent mestings with all the stskeholders are nesded to betier communicate changes on the project.

PROCF OF WA LLE:
Thereshould be less confusion and greater productivity

COLLECTHIN METHOD:
The data comes from the project team meeting roster which would indicate the different stakeholders that attended the
meeting.

COLLECTHIN 20 URCE: COLLECTHI N TIME:

The project control person {typically a scheduler) would Ciata can be collected and reported monthhy
collected the information at each mesting. A samplercster &

on the next page.




Project Mame

Project Lead

Meeting Date
513/2009
5/20/2009
527/2009

632009

6102009
&17 2009
6242009

TM2009
TIe2009
752009
Tr22009
72802009

hMeeting Roster Attendance

Engineer Contracios A Contractor B
| |

Attendance
HSE Percentage
3 100
v &0
v &0
Total for May 260
Average for May o7

Total for June
Average for June

Total for July
Average for Juby



PROCESS IMPROVEMENT
PROJECT

Involving incidents around cutting the wrong pipe
by Ninja Hogenbirk



Overview

- Impact

- Tools used

- Further research

- 7 Tenets of Process Improvement
- Change Management

- Knowledge Management

- Solution



Impact

- 33 reported incidents in 18 months
- No loss of life, but loss of time and money



Tools used...

Tool 1:
Fishbone diagram

Purpose: Find cause and effect

Measurement

Raa mawins \ Matwcal orocoaure
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Environment




Output previous tool becomes input for...

Tool 2:
Pareto Chart

Purpose: Analyzing data and
deciding on which root cause to focus

100% -

80% -

60% -

40% -

20% -

0% -




Last tool so far...

Tool 3:
Correlation Analysis

Purpose: Find out whether correlation exists.

Examples: Company, contractor, weather conditions,
geographic area, season, inside/outside, pipe labeled...



Further research

- Desk research: processes and procedures,
other industries

- Interviews: contractors and other companies



/ Tenets of Process Improvement

- Strategic alignment

- Governance

- Process models

- Change management

- Performance and maturity
- Process improvement

- Tools and technology

BUSINESS
PERFORMANCE RESULTS

Strategic Alignment

Governance
Process Model
Process Performance
Process Improvement

Change Management
- Tools & Technology

PROCESS MANAGEMENT



Change Management

-Hard Side

-Soft Side



Knowledge Management

- Self-Leaning

- Lesson Learned

- Best Practice

- Community of Practice



Solution

Cutting the wrong pipe

- rmmwaamammmvﬁm
January 2011, muﬂubdmswmdmhﬁlm&md
atect analysis {3k cated a Fishbone Analysis) o find the cause of
#ach inddent and then o make a decision an which type of Gaise
woldd be the best problem 1o fix. The analysia showed that the
mmmmwmupm

I\ decision was made 3o work an the cause that had the -
Jareatest number of any incidents. We also created a =
[Parein Chart 10 venfy that we were working on tha -
[significant few” instead of the “insignificant many”. ..

mmmmmmnmmmmn ———x —

MMQMNNMMM
? mmmmm

he fisure siate is lhuu mpombihybrmuhg mnwmswnmmm

1. Write new SOP for idantitying and marking a pipe
Incorporate the change It the work pamit

3. Natify of the change in p

. Broadcast SOP to glabal operations:

Sofl Side.
[Don't believe there will be resistance 1o this change,

: wwmammwbmw:mMSMuwﬂuw
particularty f a catastrophic incidant cccumed which cause loss of §fe and loss of a facility due o
ing an errrgized pipa and having ¥ ke

e gosl of Managemant i 0 18K 1307 INGMSHon S Makd 1| Bxpce. TS pamcuar |
ident doas not make use of *in the flow” andior “above the flow” documentasion.

swumhg S0P, change 0 work perme
3 Lesson Learned - Notify conlactons

October 2012
Praparad by Ninja Hogenbirk, Process Improvement Coach,
Q Consultants 907.947.9063




QUESTIONS

& ANSWERS




