Four Techniques for Designing an Improved Process
You've selected the improvement opportunity, built your team, done your measurement and performed your root cause analysis.  Now, how do we come up with an improved process?  There are four techniques that can be used to design an improved process:

1. Brainstorming

2. Greenfield design

3. Benchmarking

4. Best practices analysis

Brainstorming & Creativity
Brainstorming is a useful tool to generate new ideas.  When brainstorming is done in the correct fashion, it allows team members to "freewheel" so that they can come up with potential solutions.  The most effective sessions take place out of the work environment and are led by a trained facilitator who ensures everyone participates.
There are four simple rules for creativity or brainstorming of ideas:

1. No Criticism/No Evaluation.  There must be no criticism or evaluation of ideas during the brainstorming process. Each and every idea must be recorded. The premise is that every idea is a good one until proven otherwise.  It is easy to criticize; it is hard to come up with good ideas.

2. Freewheeling Is Encouraged.  There must be no limits set for ideas. The wilder the ideas the better, and everyone participates.  "Leap to the Ideal" (How will the task/procedure be done in the year 2020?).

3. Quantity Is Wanted.  The more ideas, the better.  A large number of ideas ensures a better chance of coming up with some really good ones.

4. Combine and Improve.  Variations, combinations, alterations, and extensions of ideas already recorded are encouraged. Each idea recorded should trigger another idea in another direction - "Piggy Backing" is encouraged.

In summary, brainstorming has the goal of developing and recording every possible idea, regardless of its characteristics, that the group can come up with. A successful brainstorming session will generate many ideas that will be subjected to intense evaluation later.  Brainstorming can be applied to any problem or situation.
Greenfield Design

Greenfield design is a "design from scratch" technique.  Basically, you are starting with a clean sheet of paper to design a new process.  This approach may be used with a new product or service.

Benchmarking

Benchmarking is a powerful method of identifying and understanding outstanding practices from other financial institutions to help improve performance.  General benchmarking data is available from the National Credit Union Administration, and additional data may be purchased from several vendors.  Or, identify several benchmarking partners who are willing to trade data.  This approach allows consistency in how the benchmarking data is calculated.  This is especially important for measurements of productivity (transactions per teller hour), timeliness (loan decision time) and errors.
Benchmarking leads to the fourth technique in designing an improved process.

Best Practice Analysis

This techniques involves making a shortlist of credit unions who perform similar tasks and who are considered outstanding.  Then, study their processes.  Most credit unions are willing to share their knowledge, especially if they do not consider you a competitor.
Divide the team into small groups to visit the "best practice" credit unions.  The team should "map" the process, understand the services provided by any third parties, and obtain samples of documents.  Each of these small groups may then provide their findings to the entire team.

Underlying these four techniques is the need to challenge basic assumptions about the process.  The "why, why, why?" approach is useful.  Asking questions such as,
· Why does the member need the output that way?

· Why are resources needed from outside the department?

· Why are the activities undertaken in this sequence?
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