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Plan for the session

 What is Lean and why is it useful?
* Tools to go through the review process
* Examples of Alma changes we’ve made as a result at Salford



What is Lean?

e A structured approach to reviewing processes and finding ways to
improve them developed for the manufacturing industry

* Lean can be quite involved and you can even gain different levels of
qualifications.

* |'ve adapted to make it a fairly “light touch” approach

* |'ve used for system related processes but could work for any
processes



| We want users to be able to book laptops to pick up
| whenever they want

Ok you can do bookings in Alma - we can try that out

— I'll get that set up in Sandbox.

Here you go all set up and ready to test




p
We’ve had a look and it kind of works but what if people
\don’t bring them back in time for when they’re booked?

~

J

—

\be sitting there unused?

\

And if they’re booked can people borrow them or will they |

J

: | don’t think we want people to book them.

No worries, do you mean request rather than book?

[Oh maybe. Try that and we’ll give it a go.

Ok — I’ll redo the set up in Sandbox so you can test

I’'ve just remembered, people aren’t returning laptops.
Can you look at blocking them or fining as well?

|

Yes ok —do you know which one you want?

And how’s that going to work with requesting? ...




What can Lean help with?

Shared understanding of what needs changing

Understand why not just what — there might be a better solution than the change
requested

Make sure whole process works with any changes

Identify any other problems and address those at the same time

Avoid jumping straight to making system changes

Helps planning work load and system changes



How to use Lean
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Who should be involved in a Lean process
review?

* Review Leader — useful if they’re not too close to the process so can provide an
objective view

* Service owner — able to provide wider view and make decisions about changes

* People who ‘do’ the process

* Technical advice —if it involves systems, involve the people who know how they
system can be configured. Whilst you can aim for developing the ideal process if it
involves e.g. Alma then you will be constrained by how the system works



Tools for carrying out a Lean review

Recommended steps

High level Map current Identify Idgntlfy
Scope Requirements To be process
processes process problems

Voice of

Implement
process

. Measures
Failures

spreadsheet

and data
collection

Customer or
Business

Optional extras for more complex processes



Scope

What?

A template to outline what you’re planning to do.

Why?

Helps define what you are, and as importantly, what you aren’t going to review
Ensures all team agreed on what they’re doing

Can review and update as go through project

Tip

Focus on stating the problem/ goals and not the solution. It’s a common mistake to
jump straight to trying to solve the problem before setting out the scope.



Problem Statement: Extended loan laptops are currently available
for loan for 4 weeks to all students and no booking or reservations
are possible.

Extended loan laptops are only available on a first come first served
basis which can cause frustration and results in an unfair process.

Users don’t know when they’ll be able to borrow one and it makes
it an unequal service for users who aren’t able to check back in
regularly.

As there’s no fines or charges until the laptop is declared lost there
is no incentive to return them.

It is time consuming process to loan out the laptops taking around
10 mins each time

Goal:To provide a system so that all students have a chance to
borrow and extended loan laptop, that’s efficient to administer and
uses an easy to follow process.

In scope: Extended loan laptops

Out of scope: 24 hour and 7 day laptops

Customer Benefit:

Better access to extended loan laptops
Quicker to borrow

Fair service available to all students

Business Benefit

Less time consuming

Less chance for mistakes — currently manual process

Less rechecking needed e.g. daily checking of waiver forms
Better stock management

Increased customer satisfaction

Employee Benefit

Clear processes

Easier to train new staff

Less chance for mistakes

Easier to manage user expectations

Job satisfaction — able to offer better service to users

Efficiencies
Less time-consuming process
Easier to train new staff on the process

Better stock management of high value items — less likely to need

replacements or time taken to track down ‘lost’ laptops




High level processes

What?

The SIPOC, in official Lean talk, maps out
the high level processes involved.

Why?

Helps clarify what the process covers; helps
identify who and what will be impacted by
changes

How?

Work with all members to map out a high
level version of the process. To make it high
level you may need multiple diagrams —
you’re aiming for 4 or 5 steps in the
process.

1.Process 2. Outputs

Outline key parts of the
process — aim for 4/5 steps

What comes out of the
process? E.g. information,
data, physical thing

4. Inputs

3. Customers What inputs are there —

could be information, data,
physical things

Who receives the outputs?

5. Suppliers
Who provides input? e.g.

information, data, physical
thing




High level processes example

This is one of the SIPOC diagrams from laptop requesting.
We had 3 altogether, this one plus:
e Returning laptops

* Completing waiver forms



SIPOC — borrowing 4 week laptop
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Detailed ‘as is” process
What?

Documenting the current process in as much detail as possible
Why?

Clarifies all the steps/ people/ decisions involved and will help you identify where
there are potential improvements

How?

Work with the whole review team. You could also invite others who ‘do’ the process,
especially if there’s different people doing different bits to map out the process.

An extra step could be doing a walk through with someone as they carry out the
process for real (called Gemba in Lean).

This makes sure what’s being documented is actually what happens rather than
what people think is happening!



Wy




As is process - example

User

Library Services staff

Current process for
issuing.

Go into laptop
room and Tell student
laptop at CW 1 ' visually check if [ty & that no laptops
desk any dwk laptops are available
are available

Requests 4 wk

Also had separate
diagrams for return,
waivers and lost chck fany
laptops

laptops in room

Take laptop
back to desk

Get printed
waiver form and
summarise for
user

Read and sign
waiver form

Yes

Provides ID card

Request ID from
student — must

have ID card to
borrow

! Yes 1 +



|[dentify problems

What?

Identify points where the process is
inefficient or not working.

Why?

This identifies areas for potential

improvement

How?

Review the process diagram with the

team.

Lean calls problems ‘wastes’” and
suggests 8 different types. The type isn’t
so important but does help you think
about the kinds of things you want to

look for.

DEFECTS OVERPRODUCTION
Waste from a product or Waste from making
service failure to meet more product than
customer expectations customers demand

=
[ F
=l
[ =]
TRANSPORTATION INVENTORY
Wasted time, resources, Wastes resulting from
and costs when excess products and
unnecessarily moving materials that aren't
products and materials processed

WAITING

Waste from time spent
waiting for the next
process step to occur

MOTION

Wasted time and effort
related to unnecessary
movements by people

UNUSED TALENT

Wastes due to
underutilization of
people's talents, skills,
and knowledge

EXTRA-PROCESSING

Wastes related to more
work or higher quality
than is required



As is process - example

User doesn't
actually read
and just signs

Print form so
takes time to

complete — may

need to print
off

Provides ID card g

Regquests 4 wk

Go into [aptop
room and Tell student

laptop at CW
desk

User does not know if a
laptop will be available
before travelling to library

If not available needs to

check repeatedly

Read and sign

L visually check if that no laptops
any 4wk laptops are available

Physical check — takes time .
are available

and may be a problem with
laptops that are in the
room.
Poor user experience whilst

left waiting Check if any

issues with
laptops in room

Take laptop
back to desk

Very detailed form — takes
time to read
Lack of understanding from

Get printed
waiver form and

waiver form

surnmarise for .
user what they're signing

Duplication of info which is
on Alma e g. name,

Yes

username,
Mot accessible

Request ID from

student — must

Library Services staff




Requirements (Kano Analysis)
What?

Document what the Waiver should be made  Email with instructions

process has to do, what it
would be good to do and
what would be nice to have

Why?

This clarifies what the new
process has to include and
what is not essential

How?

Work with the team to
identify what needs to go
in each category

Agreement on terms
(waiver)

Place laptop requests
(any laptop can fulfil
request)

Only get email to collect
when actually available

Require ID card to
borrow

To encourage returns,
introduce fines, blocks,
when overdue

digital to avoid paper
print/ users should be

able to complete waiver

or parts beforehand

Provide equality of
access

Joined up process

Not need to double
check waivers

Laptop should be ready
to go when user comes
to collect it

etc before pick up.
(Either when request is
placed or when ready
for pick up)



To be process
What?

Use the information gathered so far to develop a new process.
Why?

Mapping it out ensures everyone’s got the same understanding and let’s you go back
and review and identify any further changes needed. It helps you think through the
new process before implementing so you’re clear on system changes needed and how
to communicate the changes to staff and users.

How?

Develop a process diagram similar to the one in ‘As is process’.



Block put on user Owerdus
account (2 weeks notification sent to
after return date) user

Uszer makes request

Laptop made lost

via Library Search after 7 days

Returned laptop

Laptop Laptop scanned imto past
available? Retumed? loan work order
department

Block removed after
x days

Add note to alma
Motification and item record to show |5 laptop n
) Laptop placed on .
waiver form sent to N minar damage and & Q] loanable
reservation shelf . . X
user include in waihmer condition

form

User completes Scan laptop into
Laptop not issued -
wialver form? prog repairs dept Repair laptop

JoeEs |aptoy
need to go to
Waiver form saved DIT

to Teams folder

Laptop sent to DIT £

User has D card

Repair price added
to user charges

User logs in laptop & me

Motification of
repair cost sent to
user

epair paymen
made?

wverything OK
(log im &tc)

Laptop issued for 4
weeks



Execute and review

Salford Uni Library ¢

ol \
J

4/ W Exciting Update ¥
& You can now easily request our extended laptop service through our
Library App or website.
=. No more worries, you'll have one guaranteed before stepping onto

campus
EXEC U te Click the link in our bio to make your request today! +}i h

Once the new process is agreed this needs to be
put in place so general considerations around

change management and communication is “‘\,»4 / EXTENDED LAPTOP LOANS
needed. 1 St bl e

Review

Before concluding the process review ideally you
should agree when it should be reviewed. You can
revisit the measures identified during planning
and gather any further feedback on the process.
Which may lead to you needing to start the
process again!




Added extras

* Voice of Business / Customer — surveys etc

* Failures spreadsheet — pulls together issues and summarises themes
* Drill into why the failure is happening

e Data collection plan — how to measure success of changes



Other process reviews

* Purchase requests/ ILL

* Moved from emails to single form in Primo VE for ILL and requests to
purchase items

e User details captured
* Reduced re-entry of data — automatically created in Alma

* Library staff can identify best way to supply — convert to purchase request if
needed

e Reading Lists and digitisation
* Integration with DCS

* Digitisation identified by library not lecturers
 Details in DCS/ Alma no spreadsheets!



Questions?

* Jenny McNally
e i.mcnally@salford.ac.uk



mailto:j.mcnally@salford.ac.uk
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