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Foreword by Don Argus .....

“The ultimate challenge of any leader is to create
a world class organisation, one that is highly
productive and able to withstand competitive
assault.

The book statistics ring true, .... one-third of
organisational work is noise, or waste. ...[My]
organisations have tried to implement Lean,
TQM or Six Sigma with mixed success.... book
lights up the reasons .... The 'hidden in plain

MANAGING PROCESSES AN"’ sight’ interfaces preclude progress. They must

INTERFACES TO DEVELOP be identified and eliminated”
A HIGHLY PRODUCTIVE
ORGANIZATION Don Argus AC

(Retired) Chairman BHP Billiton, Group CEO
National Australia Bank, Chairman Brambles
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| was one of five people who have read the book.......

* “No organisation can deliver on better costs containment and productivity
gains unless there is a concerted effort to properly manage the many
interfaces in processes. This book is perhaps the first ever to explain how
to do that really well for amazing results.”

Joan Fitzpatrick, CEO, Australia and New Zealand Institute of
Insurance and Finance

« “Sustainably free up 10 — 15% of staff capacity without a call on precious
capital and increase customer service and employee satisfaction? Interface
mapping delivered all these in three different businesses.”

Louis Hawke, Managing Director, Product Strategy and Marketing,
ANZ Bank

« “We use it to drive increased returns and volumes whilst building the
engagement and commitment of our team. It enables us, with minimal time
commitment, to understand where staff are allocating their time so that we
are able to adjust to strategically align the work effort.”

Tom Lucey, Vice President, General Electric
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Business strategy has two components:

v Define what is needed:
" Equipment
" Trained people
" Location
" Spares and supplies
" Procedures

v" Deploy — make it work:
" Define and implement the changes needed to functional activities
= Align the interfaces/interfacing activities

Understand how processes work and gaps and weaknesses
A need for an Interface Mapping Tool?

X¢P3
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So what do we know from interface mapping 400 organizations
across 4 continents?

FIRST — the data from the last 5 years
v Data base of the last 117 organizations who interface mapped

v' 13,657 staff and managers documented everything which they routinely
do —in less than 3 weeks

v' 395,832 activities
v' 1,775,377 hours each month
v" $1.45bn annual cost

X¢P3
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Firstly — No organization rigorously maps its interfacing activities —
the activities needed to enable ‘stuff’ to be passed through
organizations

Receive
Application

Yes Verif Yes C::CU:IWG a A a a Send f
erify igible ssess . end for
Signature Withdrawal Application eSS Decision

Amount

No No

Type Reject No
Approved
R.etu.rn Receive e
application to Application
member to

get full Yes
requirements v

Change
Status and S
update Approve
screen
Send Letter s
.FI|(? Send for
application at Payment
Cs i
End
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Firstly — No organization rigorously maps its interfacing activities —
the activities needed to enable ‘stuff’ to be passed through
organizations

Receive
Application

No

v

Return
application to
member to
get full
requirements
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Firstly — No organization rigorously maps its interfacing activities —
the activities needed to enable ‘stuff’ to be passed through

organizations
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Interface activities usually not shown in job
descriptions, process maps or procedures.

0 Yes

No

\ 4

Receive
Application

Calculate
Eligible
Withdrawal
Amotint

B

Assess
Application

Register

N Usually only shown as cgnnectors in process maps

>

Send for
Decision

Type Reject
Letter

v

Change
Status and
update
screen

Yes

\ 4

No
Approved

Screen
Approve

Send Letter

7

v

List

File
application at
Cs

v

Send for
Payment

End

X¢P3

INTERFACE MAPPING




There are 16, mainly functional, activities in this business process
prepared by a dedicated team in a pensions administration
company

Receive

Check

1. Receive application

2. Check

3. Return to member to get
requirements

4. Verify signature

5. Issue 7S or member to resign

6

verty . Calculate eligible withdrawal "
Signature amount Decision

7. Assess application

v v 8. Register
Ro . 9. Send for decision ct No
“ramber to” Appicaton 10. Type reject letter
e 11. Change status and update res
12.Send letter
13. File application f Approve
14. Screen approve v
15. List
16. Send for payment List
v v
Cs Payment
End
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Interface mapping revealed that just one activity, ‘check’,
expanded to 14 — being really silly - a 1,400% increase in detail.

Receive
Application

Receive application

9. Send for decision
10. Type reject letter
11. Change status and update
12.Send letter

13. File application

14. Screen approve

15. List

16. Send for payment

1.

2. Check

3. Return toYgember to get
requiremen

4. Verify signat

5. Issue 7S or meNyber to resign

6. Calculate eligible yithdrawal
amount

7. Assess application

8. Register

© Bevington Group. All rights reserved.

. L Hours Per Month
Conduct general withdrawal applications
How step Across 9 staff
checks
members
Open livelink to check for members signature
1 and other details 9.6
If signature and other details do not match,
query application, update comments and
2 assessment sheet 10.0
Check bank account details (bank statement
3 attached to members form) 12.7
If required email Finance division to validate
4 bank statement/account 6.6
If bank confirms that account is not valid, update
5 comments on system and assessment sheet 8.0
Check for processing fee on system if updated
6 for members application 5.3
Press F3, then F5 (Withdrawal fees Enquiry) to
7 view processing fee receipt details 5.3
If fees are not paid, then query for processing
fees, update comments on system and
8 assessment sheet 5.3
If fees are paid but not updated in the system,
9 insert receipt number 6.5
10 Press ALT F2 to attach receipt 4.1
Check if photocopied documents submitted are
11 certified true copies 7.1
Ensure that certification is by lawyer or if staff
sights original then name of staff must be
12 printed next to signature 6.9
Contact customer to discuss if any missing
13 requirements 14.5
If request is outside guidelines then reject
14 application. 8.2
XeP3
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Interface mapping revealed that just one activity, ‘check’,
expanded to 14 — being really silly - a 1,400% increase in detail.

Receive How step Conduct general withdrawal applications Hzlé:zsPse; th(;rf];h
Application checks members
1. Receive application 9.6
2. Check Our data base reveals
3. Return toYgember to get . 10.0
requiremen _
. TN that the ratio of
5. Issue 7S or meMNyber to resig 6.6
6. Calculate eligibleyithdrawa d OCU m e nted tO
amount 8.0
7. Assess application undocumented 53
8. Register - s
9. Send for decision activities was > 1 . 3 '
10. Type reject letter :
11. Change status and update 2.3
12. Send letter 2?
13. File application . -
14. Screen approve 84% Of FO Utl n e 7.1
15. List SRR
16. Send for payment activities had not been I
14.5
documented

X¢P3
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1. The data prepared by 13,657 staff and managers showed that NO
organization rigorously maps its interfacing activities.

2. Undocumented interfacing activities outnumber documented activities
by at least 3:1

If interfacing activities are important - how can you manage them if you
don’t know about them?

5%
XeP3
© Bevington Group. All rights reserved. 12
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Thirdly — Interface mapping really matters:

Core 3.3%

Uncoded 0.7%\ /

Average, 117

Interface ge,
organizations

Activity
Noise 33.6%

Discretionary 14.5%

117 organizations
13,657 staff
395,832 activities
1,775,377 hours/month
$1.45bn annual cost

Support 48.0%
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Thirdly — Interface mapping really matters:

Chase,

Correct

Com p lete Uncoded 0.7% Core 3.3%

Consequences N
Interface Average, 117
Activity organizations

Noise 33.6%

Discretionary 14.5%

117 organizations
13,657 staff

395,832 activities
1,775,377 hours/month
$1.45bn annual cost

Support 48.0%
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Thirdly — Interface mapping really matters:

Chase,

Correct

Com p lete Uncoded 0.7% Core 3.3%

Consequences N
Interface Average, 117
Activity organizations

Noise 33.6%

1% days
In every 5

Discretionary 14.5%

117 organizations
13,657 staff

395,832 activities
1,775,377 hours/month
$1.45bn annual cost

Support 48.0%
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Thirdly — Interface mapping really matters:

Uncoded 0.7%

The Interfacing activities
Interface contain most of the
AN A impact of process failure —
Interfacing activity noise:
- Customer Service,
- Employee satisfaction,

117 organizations U = P rOd u Ct|V|ty

13,657 staff
395,832 activities
1,775,377 hours/month

$1.45bn annual cost
X¢P3
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Interface activity noise is found in all businesses — and costs about
$25,000 per employee per annum

Nbr Staff Noise Cost against Organization Size

900
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600
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400

"noise Cost'

—Linear ("noise Cost')

300

200

100 - T —

Cost of Interfacing

$0 $5,000,000
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$10,000,000
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$15,000,000

s20000,000 Activity Noise pa
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1. NO organization rigorously maps its interfacing activities.

2. Undocumented interfacing activities outnumber documented activities
3:1

3. Interfacing activity noise on average absorbs 1% days per week per
employee — equating to $25,000 per person employed per annum -
huge potential

X¢P3
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Fourthly, Noise created in one team infects the rest of the
organization if not managed.

$1,400,000
$1,200,000
$1,000,000
$800,000
$600,000
$400,000
$200,000
$0

Re-entry Reconcile Errors Support

Eps_
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And the good news is -

Eliminate the duplicate
entry of data in this call
centre operator in order to
eradicate the
reconciliation, correction
and support incurred
elsewhere

Eliminate the work of 3

staff to save 20

& eliminate customer .

Irritation, staff frustration

and management

distraction | Errors

© Bevington Group. All rights reserved. 20 INTERFACE MAPPING



1. NO organization rigorously maps its interfacing activities.

2. Undocumented interfacing activities outhumber documented activities
3:1

3. Interfacing activity noise on average absorbs 1% days per week per
employee — equating to $25,000 per person employed per annum -
huge potential

4. Eliminate the main drivers of interface activity noise at source - invest a
little and get a lot back......

" thetrick is pinpointing the top 10 drivers out of at least a hundred
®  And thus focusing on the high payback items

X¢P3
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5 of the management principles found in the world’s
best practice organizations — probably self evident

Principle Description Evidence of non compliance
Out front The organization strives to lead the pack in all industry
standards and practices: safety, customer service,
product and process design, environmental ?

management etc

Integration of effort The organization is focused on value creation and
process management, not functional needs and
hierarchies

Discipline The organization invests in policies, procedures and
standards and applies a strong system perspective in
everything it does

Customer Value All employees understand the set of order winners &
actively strive to enhance customer value creation ?

Time based Time is developed as a critical organizational value.
Business practices the principles of time based
competition

X¢P3
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So why do businesses ignore interfacing activity?.......

X¢P3

INTERFACE MAPPING
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..... Because most interfacing activities seem small and
irrelevant..... Until accumulated by cause (driver).

No of

occurrences
450

Public sector organization

400 I l

350 +

300 -

250 -

oo Sample size — 13,382 activities [
absorbing 1,268,652 hours/year [
150 - S
100 -
50 ~
o , . .
0 5 10 15 20 25
Hours/month/team
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...and the tools have not been available to allow the staff doing
the work to document what they really do — analogy — maps and
GPS cartography

Receive
Application

No

v

Return
application to
member to
get full
requirements

© Bevington Group. All rights reserved.

Verify
Signature

0 Yes

No

\ 2

Receive
Application

Calculate
Eligible 9 Assess 9 . a Send for
Withdrawal Application s Decision
Amount
=
Type Reject No
Letter Approved
‘l’ Yes
Change
Status and Screen
update Approve
screen
Send Letter List
.Fllé Send for
application at Payment
Cs V
End
25
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Interface mapping does not take forever....

Deliverables

Interface map the business

Build each key process from
data and analyse

Plan & conduct workshops with
involved employees to develop
solutions priorities

Monitor progress against
measures to lock in the changes

© Bevington Group. All rights reserved.

3

2

ongoing
From
week
5

ongoing

26

Categorized functional and
interfacing activity data base.
Noise levels.

Staff ‘connect’ the activities they
do to achieving the organizations
priorities and goals

Pareto list of drivers.
Agreed priorities

Implement:

No cost
Low cost
Investment

BCI measures,
compliance audits,
procedures

X¢P3
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In Summary

1. Case for mapping/measuring interfacing activity:

" |nterfacing activity noise absorbs 1% days out of every 5 days worked
(525,000 per person per annum)

" Too many causes to rely on opinion

® Reveals major causes of impaired customer service, employee dissatisfaction
and productivity reductions

2. Addressing major causes will deliver world best practice. So you can use
the data to:

® Focus on the 5 —10% of causes that matter
" Avoid 100s of insignificant causes

3. Expect:
" 15% productivity gains
" Optimise expenditure on each targetted cause
" Lift customer service and employee satisfaction

X¢P3
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Case Study

Mail Processing Facility

Bulk Mail Process

Eps_

© Bevington Group. All rights reserved. 28 INTEREACE MAPPING




Mail processing facility overview

v" One of the largest mail
processing centres in the world

v" Over 40,000 square metres

v 24x6 operation

v' Employs approximately 1500
people in a full and part time capacity

v Processes 6 — 7 million mail articles a day, 20% of the national and 65% of
Victoria’s mail volumes

v Processing bulk mail (the business reviewed) engaged 119 full time staff

X¢P3
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We developed high level business process maps
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But where are the issues affecting service performance and cost overrun@
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We needed to improve our productivity and, critically,
improve retail delivery performance

Strategy Strategy

(a dream)
business
Operations
Operations
(being busy)

X¢P3

© Bevington Group. All rights reserved. 31 INTEREACE MAPPING




What we did

v’ Interface mapped the current bulk mail process using XeP3
tool to cover a full 24 hour period — including the largely
undocumented interfacing activities — elapsed 2 weeks — 119
staff and team leaders

v" |dentified the resource cost of process inefficiencies in the
Bulk Mail process

v Determined the opportunity to reduce the inefficiencies and
minimize cost to the business

X¢P3
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Why the people working in the process need to develop
the process data

I Typical Management Progression

High

AUTHORITY
TO CHANGE
PROCESS

&
POLICIES

o /

Low I
Low High

DETAILED KNOWLEDGE OF PROCESS

© Bevington Group. All rights reserved. 33

KEY

SIS

New Entrant
Experienced Officer
First Level Supervisor
Department Manager
Departmental Head
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Each Team, or Activity Unit, first documented all of the major tasks done

®P3 Tasks and Activities ‘MFZ‘

Status: AU2 - Bulk Acceptance
Completed by:
Team Member Check: [
Quantified Tasks Quantified Services
Load empty ULDS / supplies on truck for
customers

Unload 23 trucks per day
Weigh ULDs (average 150)
Check mail

Check mail presentation and contact
customer regarding discrepancies

Release mail / ULDs to dock
Record stats and complete register

Process paperwork through the RAF system
Check data entry and despatch invoices
File mailing statements

Follow up on customer queries

X¢P3

INTERFACE MAPPING
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They then documented how they achieved those tasks paying
attention to capturing all of the formerly undocumented
interfacing activities

Main and Sub-Activities

®P3 Tasks an

Status:
Completed by:
Team Member Check: [
Quantified Tasks

Load empty ULDS / supplies on truck for
customers

Unload 23 trucks per day \
Weigh ULDs (average 150)

Check mail

Check mail presentation and contact
customer regarding discrepancies

Release mail / ULDs to dock
Record stats and complete register

Process paperwork through the RAF system

Check data entry and despatch invoices

File mailing statements

Follow up on customer queries

XéP3
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The third step was to allocate their time:
The first major deliverable — exactly what everyone
was routinely doing

XeP3

Staff Time Allocation

MF3

Status: AU2 - Bulk Acceptance
Completed by
Team Member Check: []
: Paud Annwsl Cos
Ad.No Activity Cat | Tom | Jill | Fred | Sam Oversme | FPUrs |Haurs%| per Acsuty
(3000s)
1 Load Empty ULDs / Supplies on Trucks
1.1 | Colect foridt fom charge area N 02 09 02 00% 00
12| lfro Bridits a\alble (non-rechaged), C J {
contact Lngsten N 04 00 04 01% 00
1.3 | Check cusmer supplyTtequest sheet S 02 a7 00 05 02% 00
4 msumbesfomwewtwmmhe s 20 107 09 127 26% 00
1.5 | Swre supples n releantares ready e at . ,
sk ) 10 s 09 45 0% 00
1.8 | Cortact ranspon ifno yudk arrives at ;
tire N 0.1 Q7 00 08 02% 00
1.7 | Load truck with approprate supples s 13 27 02 240 50% o0
1.8 | Record vuck departure on supply request D Q7 +]:] 07 01% 00
Sub Totals 00 52 0.0 330 00 442 9.1% 00
2 Undoad Trucks per day
21| Colectcusiomer dadly buk register fom e i {
i bolk o%ce S o2 00 00% o0
22| Colect forkiit fom charge area s 00 00 0% 00
23 g:‘:'mulofmmnpawwkfom s o1 10 05 1.08 02% 20
24 Chm:kmbswxwmubsm s 02 13 o0 40 0s% 20
h | i
2.5 | Unbad ULDs with bridift S 05 229 00 234 45% 00
28| Place ULDs 0 appropriae area ready br - .
N a0d S 04 as o2 9.94 21% 00

© Bevington Group. All rights reserved.

Time: 2 Weeks to complete
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This included them classifying their activities:

Classification

Core

Support

Discretionary

Noise

Strategy contribution

Activities that reduce
cost and / or improve
bottom line

Required activity in
current process

Risk management
activity. Level of activity
based on management
assessment

Process inefficiency,
rework

© Bevington Group. All rights reserved.

Re-engineering Strategy

Increase

Do more of what you are
doing

Do additional activities which
you are currently not doing

Optimise

Restructure process to
remove

Utilise IT tools to streamline

Decide on appropriate
amount

Usually reduce

Re-align policies and training
to reduce

Eliminate as much as
possible

Measure to ensure it goes
away

37

Examples

Prioritise induction of mail

Feed mail into Barcode Sorter

Take stats every 30 minutes
and fill in report

Constantly clear jams

X¢P3
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The XeP3 tool was then used to make it easy to transpose the
data into business processes in order to define the process

opportunity
EP 3 Key Business Process Report
Actty Unts et Grngme \
" REFREEEFEREFEFFEFRE | = | ™

el

Lo »
L [T | 1|
Shift > |
Total Hours: 11503 48 .

W W0N 2N U i e

2+ Bulk Mall Process - Night |
Shift
Total Hours: 6908 37

TN BN 0N r - ——

© Devngton & Pactoors Py LM

Time: One Week to Develop EP:;
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To examine the activity drivers by process

"~ Process Chart Report
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Rapox OF W AU R mpa ier A1
A

npeirg i

o e ard regodae Inerme (N

T Wk A7 (AT e O o

~opaEe eakee prodeed

- i i
: [ B
NEGEanny

VFerosp e S Bt Srsit it B b
ey

TZE | W bam: o oubae 3 ppal
mgUTrene

I | Feais ndvale clomak bn @k

0 | W0 ey STOS R B | IS

EAd

§96498d4d44d3

mackrorce
PACEY B AN A0 31 DAL iy g
whon cetads DR ae o

YU Renad rrdabaimrd b ie mae &
el JAn- B

"E O | Tebmire Fr rnbes ciweed eeaed

bt rdont o Fe ket

waun Pxrss & - Fow o d B - inenoy e ageeert ey

X¢P3

INTERFACE MAPPING

© Bevington Group. All rights reserved. 39



The overall process showed significant opportunity to refocus
noise to core — 29.3% Interface Activity Noise

Bulk Mail Process - Overall

Core _ Core Discretionary

* Induct work in a) 1% - Print stats report and
priority of mail b) Discretionary attach to report
availability of mail / 18% « Check labels to match

capacity of TMs or staff contents
where the work is
going to
Support
Support 5% Noise
« Collect customer daily  Record details of any
bulk register from file in queries

Noise ¢ Count the number of
29% trays pushed in the
area for hand sorting
* If truck is not on time
ring transport company
to find out why

bulk office
» Check manifest against
number of units on truck
* Unload truck with forklift
» Start Barcode Sorter and
run mail through

FTE: 35 our of 119 staff (29.4%) engaged in interface noise activities,
costing approx $1.8m pa

XJP3
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% of the interfacing activity noise was caused by just 10 drivers, the top one
was customer driven interface noise

4.3 Chech lsbal o tht il corseponds o label | O [
14.12]  Dolerriee wefer ticmes o s=ficest E] ]
"EouiY MEnIm BTG

141 F sorderdine thackosan, Bal on machins ] 08 | 12- Calling rmd it MLOCH thet
‘probisrma b

412  Fioo Fuck, pleos coewct inbel on ey N o7 | 12 _uqur.lli“.ﬂ_ﬂ'}ﬂ ]
‘probisrmabc

10 Chwch by qendity | suitsbelity for balt 1] arl

ta b4 e trwy on belt longtedinelly E] [T

1 Chwach For ey qusliy 1] [T

N 054 | 7 - Label dows nob mwick coshesin
lmciing i eeinbailing ard chuching
lnaciing i eeinbaling ard checking
Totals | ssoas FEn | Tea | = | e | P o | . | ma | = | LEa. | aam | = | [ | s | T . | aa | az | = |
[ o D W CEON
% Hoerx: 2% 2.7 L% px B 100.0%
l_:: s L i 1ana 3T 69004
=a Ceat any 1.0y 423 Tmn 2023
Top 10 Aceiry (Moksa) Drhess far this Frocess
3 | Preceniabon 5506 an mall Such a5 poor andressng L3
18 | Hand=son rejacted mal E.E . .
= 17 | Vike0 coding mall dus I ion Feadtis 2ddress 55 Customer Driven Noise: 77%
32 | Mall not streamad balore it comes 10 Specirum / FEM properly 47
12 | Mechanical prablemns with machines 17
([ 7 | Lebel does nat match comants ieading in reisbeling and chacking 16 .
16 | Machine jmming 13 Internal Interface Noise: 23%
32 | Mssorted mall - incormect sorl plan 1.1
41 | Bejected mal from MLOCR reprocessad on AEG DE
40 | Poor preseniabion - poor guallty bercode- MLOCH Da
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In summary we found ...

« Total resource - 119.4 FTEs which cost approx $6m pa
» Interface activity noise - 29.3% (35 FTES) costing approx $1.8m pa

 We had been looking for the keys under the street lamp, not where we
had dropped them! Focusing internally could at best deliver only a
guarter of the potential:
« Interfacing activity noise ratio 3.5:1 external to internal ($1.34m pa)
» Customer Presentation issues 77%
* Internal Process Noise 23%

X¢P3
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Solutions were developed to address the major interface
noise drivers and implement change at the source

Key Actions

Re-deployed staff to work
closely with large bulk mail
customers and provide training
to reduce mail presentation
iIssues

Re-defined contracts to include
presentation requirements and
rewards for doing so

© Bevington Group. All rights reserved.

»
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Key Outcomes

Community Service Obligation
met

Over 4.5% improvement in on-
time mail delivery

Approx 20% reduction in
operating costs

Increased customer satisfaction

Improved employee satisfaction

X¢P3
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MANAGING PROCESSES AND
INTERFACES TO DEVELOP
A HIGHLY PRODUCTIVE
ORGANIZATION

© Bevington Group. All rights reserved.

Bevington Group
WWW.bevingtongroup.com

E: australia@bevingtongroup.com

M: +61 (3) 9663 5522
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