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Target and Vision 

“Our target is to improve 
government operations and services 
by at least 25% by January 2017.” 
- Governor Herbert 
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The SUCCESS Framework    

 Set measurable goals and targets 
 Use thinking and analysis tools 
 Create your strategies   
 Create your organization 
 Engage employees and customers 
 Synchronize your policy and projects 
 Stay focused   

 



What SUCCESS is not    

• Employee training 
• Reorganization 
• Budget Requests 
• IT/Automation ?  
 



SUCCESS in action    
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Integrated tools        



CONTRIBUTING FIELDS to 

OPERATIONAL EXCELLENCE 
 

Theory of Constraints        
Every system has at least one constraint 

(or weak link) that  limits the 
performance of the entire system  

If you increase capacity at the 
constraint, system performance will 
improve 

 
FOCUSING STEPS:  
1. Identify the constraint 
2. Maximize the constraint 
3. Subordinate to the constraint 
4. Elevate the constraint  
5. Start over  

 



CONTRIBUTING FIELDS to 

OPERATIONAL EXCELLENCE 
 

Constraints vs Local Optimization         



CONTRIBUTING FIELDS to 

OPERATIONAL EXCELLENCE 
 

Management Philosophy        

Systems are inherently simple  
Every system has at the capacity for 

improvement  
Every conflict can be resolved  
People are good  
Never say “I know”  



Quality (how well 

we do our work)  

Operating Expense (how much it 

costs)  

Throughput (focus of 

our work)   

“The improvement ratio”  

Performance Measures     



Statewide Results  



Portfolio of Improvement    
• Medicaid claims processing  
• Fleet operations 
• Data security  
• Business registration and licensing 
• Child protective services 
• Crime lab 
• Unemployment Insurance 
• National Guard education assistance 
• Crime victim reparations  
• IT procurement  
• Fraud investigations  
• Adjudication/Fair Hearings  
• Adult Probation and Parole 
• Eligibility determination  
• IT development  

 
 

 
 



SUCCESS ROADMAP   

1. Identify, classify and prioritize major systems  
2. Map the system 
 - articulate system goal 
 - develop work flow 
 - identify constraint(s)   
 - apply TOC focusing steps and other tools 
3. Develop performance measures (QT/OE) 
4. Identify improvement strategies (sprints)  
5. Manage ongoing improvement and build 

internal capacity  
 
 





Case Study:  Adult Probation and 
Parole  

Department:  Corrections 
Total Budget:  $269,442,000 
 
Systems: 
• Adult Probation and Parole – 27.9% 
• DIO (institutional prison) – 51.3% 
• Programming – 8.2% 
• Medical Services – 11.1% 
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GOAL:  Protect the public and reduce recidivism  

through evidence based practices 

 

Throughput = Supervised offenders that are discharged 

from AP&P 

 

Quality = Percentage of offenders discharged as low risk 

or with a 15% or greater reduction in their risk 

assessment score  

 

 

Referral  
(prison, court, PSI, 

Interstate Compact) 

Prison/Jail System Exit 

Control Point: 

*Agents are spending a higher percentage of 

time properly implementing evidence based 

practices 

*Necessary condition: Agent, public and 

offender safety  

 

P
ro

g
re

s
s
 o

r 
 

V
io

la
ti
o
n

 R
e

p
o

rt
s
 

 

Following the Control Point: 
*Timely updates of legal status and location occur 

*Courts and BOPP provide immediate/appropriate sanctions and 

responses  

*Revokes/Restarts are updated in case set up 

*Courts apply standards consistently 

*Offenders have post supervision plans and are accessing 

supportive resources when needed 

*AP&P staff is providing offenders with positive reinforcement  

 

 

 

Feeding the Control Point: 
*Agents have a completed and fully accessible case file 

*Offender databases are complete and updated 

*Case Action Plans are effectively transitioned between institution 

and community supervision 

*Restitution is determined prior to supervision 

*Supervision of offenders is prioritized according to EBP 

*Data entry required by agents is minimized 

*Case appropriate risk assessments are available and utilized 
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In   Gap 



In   Strategies  

 
• Case action plans are updated/complete prior to AP&P 

referral (also available in the field)  
• Risk scores are prioritized and updated regularly for 

agents (dashboard)  
• Develop consistent sanctions/incentive matrix 
• Utilize probationary staff to give agents more time in 

the field 
• Fill vacancies faster by over-hiring positions 
• Review/offload non-critical tasks  

 



In   Results  



Case Study: Eligibility Determination   

System Goal:  Provide timely and accurate benefits  
 
Throughput:  eligibility determination (SNAP, 
Medicaid) 
Quality:  reliability standard (speed)  
Necessary condition:  maintain accuracy level 
 
Target:  Increase the percentage of decisions made 
within 14 days to 75% (baseline 60%)  
 



Reliability Standards 

74.5% 
(21 days) 
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Why speed matters  
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Cumulative Flow Diagram   



#9    Think systematically    





Strategies      

• Increase the number of applications that are 
fully completed (increase usability)  

• Increase applications that are completed on 
the first touch (decrease pending rate)  

• Align verification and accuracy expectations 
(don’t over verify and increase collateral 
contacts)  

 
 
 
 



Results  
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Case Study:  IT Development  



Strategies   

• Develop consistent business case requirements 
• Require business process review prior to 

automation (discretionary projects)  
• Pipeline or “choke and release” projects 
• Full kit of requirements/project planning  
• Single task developers/reduce multi-tasking  
• Break out expert from day to day work to help 

roadblocks  
 
 

 
 
 



Lessons Learned  

We have limited management time and 
attention- the trick is to ensure every change: 
 
 Delivers big results for the ENTIRE system 
 Is a win for customers, employees, taxpayers 
 Is low risk and cost vs potential benefits  
 Makes work simpler not more complex 
 Has indicators to deliver fast feedback 
 Is separated in “what can we do today” vs 

longer term changes  
 
 

 
 
 



What can you do today? 

• Identify and prioritize your major systems  
• Introduce the concepts – read The Goal 
• Develop common measures around cost, 

quality and throughput  
• Challenge staff to reduce multi-tasking  
• Start applying change criteria  
• Identify team (consultants, data analysts, 

project managers)  
• Conduct R&D (rob and duplicate)  
• Just start – real learning comes from 

application  
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Questions?  

 
 
 
 
 
 
Contact Steve Cuthbert 
scuthbert@utah.gov 
801-538-1028  
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