Efficient Business Processes

An Introduction to Process Mapping

6" International Microinsurance Conference
Manila, Philippines
O -11 November 2010

&

r\

(

“2) JUIFAD I~ "1 Micro
poor rural people

INSURANCE
l--l CENTRE

Enabling



=
Operational Excellence

,Operational Excellence is when each and
every employee can see the flow of value to
the customer, and fix that flow when it breaks

down.” (Kevin Duggan, institute for operational excellence)

Internal transparency & traceabllity

High levels of customer satisfaction
Minimal costs
Quick response times


Presenter
Presentation Notes
Wikipedia: Operational Excellence is a philosophy of leadership, teamwork and problem solving resulting in continuous improvement throughout the organization by focusing on the needs of the customer, empowering employees, and optimizing existing activities in the process.
Operational Excellence stresses the need to continually improve by promoting a stronger teamwork atmosphere. Safety and quality improvements for employees and customers lead towards becoming a better enterprise.

Toyota has been one of the forerunners of this concept -> manufacturing industry!

From internal perspective: first bullet point
From external: second bullet point


Rationale for Operational Excellence

Direct impact on the bottom line
Reduced operational costs
Higher client retention rate

Dynamic effects

Expansion of potential market
Economies of scale

Low-income market very price sensitive

Decisive for project success
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Goals:

High levels of customer satisfaction
nternal transparency & traceability
~inancial sustainability

Attributes:
Minimal costs
Quick response times
Accurate decisions


Presenter
Presentation Notes
The first point is the ultimate goal, the three others can be directly influenced by the company


Time and Money: Artist...

,Oh, short on money
But, long on time
Slowly strolling in the
sweet sunshine...”



Presenter
Presentation Notes
Discuss the premium components? Risk premium, admin costs, reinsurance, taxes etc, profit


... or Economist?

,Remember, that
time is money*

(Benjamin Franklin)


Presenter
Presentation Notes
Discuss the premium components? Risk premium, admin costs, reinsurance, taxes etc, profit
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Solutions

Use of technology
Enrolment: bar-code on policy, mobile phones
Premium collection: mobile banking
Client communication: text messages
Client identification: smart cards

Optimizing existing business processes
Remove bottle necks

Cut out redundancies
Maintain adequate controls

EEEEEE


Presenter
Presentation Notes
Discuss the trade off between reduced controls and adequate measures against fraud. Clearly defined responsibilities can help, as can incentive systems.


Process:

Tasks and procedures followed when doing
business.

Action with a start (input) and an end (output)

Seqguence of single, interrelated tasks (or
process steps)

Process Map:

A graphic representation of processes, using
symbols and arrows.
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Presenter
Presentation Notes
Process Mapping has been widely applied by Toyota in the 1970s (?). They were the forerunners.
Process Mapping and similar approaches come from the manufacturing industry, in services not yet as common
To draw a process map really forces you to think through the processes.
The technique as such is not complicated at all, but as always the devil hides in the detail


Process Map - Symbols

Start or Trigger /

. End of Process /

Process step
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How a Process Map m
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Presenter
Presentation Notes
The cross functional flow chart:
responsible persons / departments as columns
 add time & cost column, if needed. Time: dead time vs paid-for, ev a total time line in days, ev a comments column
 Use simple symbols
 work from left to right and from top to bottom
 arrows shouldn’t cross
 before drawing, use cards or sticky notes, as more flexible
 when mapping an existing process, work in a team of those who are involved, but have a good overview
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A Picture 1s Worth...
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Presenter
Presentation Notes
Process Mapping has been widely applied by Toyota in the 1970s (?). They were the forerunners.
Process Mapping and similar approaches come from the manufacturing industry, in services not yet as common
To draw a process map really forces you to think through the processes.
The technique as such is not complicated at all, but as always the devil hides in the detail
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The Tool-Kit

Improving microinsurance through efficient
business processes

A toolkit for understanding and improving

practice with process mapping
(Draft version July 2010, v. 2.1)
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Presenter
Presentation Notes
Discuss the trade off between reduced controls and adequate measures against fraud. Clearly defined responsibilities can help, as can incentive systems.
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Advantages of Process Maps

Shows much more than the sequence of steps

who does it?
what are inputs / outputs?
what happens to documents and files?

which systems are involved?
how long does it take?
how much does it cost?


Presenter
Presentation Notes
Once business has started, very quickly it becomes impossible to find a person within an organisation who is able to tell how business is done in detail. A process map may help here. Sometimes organisations write manuals. But: are manuals updated?

On the inputs/outputs: what docs & data are needed?
Time & cost can easily be included, which greatly enhances the value of a PM
The first two applications are the classic ones


S
Improving Processes

Frequent issues

Duplication of tasks, e.g. check for
completeness

Multiple data entries to different systems
Traceability

Receipts and filing

‘dead’ time

Physical transfer of documents


Presenter
Presentation Notes
On data entries: a major source for inconsistency, an operational risk, closely linked to IT systems

On Traceability: e.g. has a claim been approved? If not, where does it stand? Why not yet?

On receipts and filing: can customers prove they have submitted a claim? (fraud!!), are docs properly filed?
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Complexity

Risk Costs

EEEEEE


Presenter
Presentation Notes
Complexity:
handover and overspecialization
 people involved that don’t add value
 excessive supervision & control
 double registry of data

Responsibility
who signs a document?
who is held accountable for a decision? (especially if double checked!)

Risk
Data inconsistency
Fraud (how would you cheat the system?)
 receipts for payments / documents handed in/out
 traceability

Time
where most used?
sequential steps needed?
bottlenecks

Costs
direct, out of the pocket (forms, communication, fees etc)
 labour costs
Ideally, process mapping is coupled with activity based costing analysis.
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Potential applications

Design of new processes

Basis for analysis and improvements
Support in training

Documentation for audits

Basis for costing

Accountability improvements
Institutionalizing business processes

EEEEEE


Presenter
Presentation Notes
The first two applications are the classic ones


Take-Away

Process Mapping...

helps (and forces) you to clearly understand
how business is done

serves as basis for analysis & improvements

IS ideally embedded into ongoing quality
management system


Presenter
Presentation Notes
The first two applications are the classic ones
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