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Using Process Mapping to Redesign the University for Students - OL07

Okay. So, now on to our next session, which is Using Process Mapping to Redesign the University Students, and joining us to deliver that session is Bridget Burns, who is executive director at the University Innovation Alliance. Bridget, we're so thankful for your time today and so appreciative that you're joining us. Welcome, and please begin. Bridget, are you on mute perhaps? 
I was. 
Aha. 
Hi everyone. Saying wonderfully important and interesting things that you missed. Well, so thanks so much for having me today. I'm really delighted to share with you about some fairly simple tactics that we believe can be helpful for any campus who is interested in improving outcomes for their students and figuring out how we can possibly do better. 
We're going to talk today about something that we certainly did not invent. In fact, it's been around for quite some time, and we rather have found ways to adapt this concept of process mapping in a way that is helping our institutions identify barriers and challenges for our students, address them, and to innovate quickly as a result, because once you see the problem, you can't unsee it. 
So today I'm going to talk to you about process mapping, how we've applied it, and, ultimately, I would say the big picture here is that we think this can help galvanize change on your campus, it can help create momentum, and it can unite people around a desire to have our systems work better for students. So, let me figure out how to do the next slide. Oh, I believe -- oh, there we go. Okay. 
So, generally today what we're going to talk about is, I'm going to give you a brief history or concept of the UIA, how do we think about processing mapping and why does relate to our work. But, broadly, we want to give you a taste of what process mapping is in this context and how you might use it. We'll give you an example of how it's been extremely fruitful for some of our campuses but, ultimately, we want to just give you a sense that there is something out there you can do that is very inexpensive; that is helpful for bringing folks together around improving processes that will leave them with a clear sense of where to move next. 
So, this is the University Innovation Alliance. We came out publicly three years ago, in 2014. It's now 2017. And we just announced today that we have improved our graduation rates for low-income students by 25%, the number of degrees over the last three years. And that's important to note, because when we first went public, there was some degree of eye rolling because, you know, yet another group of institutions making a big claim or making a promise. And, in our case, our campuses didn't actually know each other. They didn't have relationships with each other. 
The piece that really matters, if you look at this map of our institutions is that they don't really compete with each for students or resources, and that's really important. If you're going to try and build something that's a collaborative model, we find that uniting around a sense of urgency that transcends where you're often competing is quite helpful. 
This group made some public announcements at the time of our rollout, which is we were going to produce more degrees. We were going to produce more degrees across the socioeconomic spectrum. We were going to share our data transparently. We were going to innovate together and hold each other accountable, and hold down our cost. So, when we first announced that, people didn't really think that was probably going to work out. It turns out we're doing quite well. But this is only because of the leadership of these 11 presidents and chancellors and their teams on the ground. So, I'm going to give you a sense of why we think process mapping has been a critical piece of that and how you might be able to use it, no matter what kind of institution you're at, in a way that will help improve outcomes for students. 
So, this is the work of the Alliance in terms of if you had to pick like of, like, broad buckets. Oh, I'm getting some questions. Okay. So, innovation is anything that we can do only together, and so an example of that is we're doing a 10,000-student random control trial right now around proactive advising. While proactive advising is something that a lot of folks have been talking about, we have found that there's very limited evidence that meets the What Works Clearinghouse standard for proactive advising, so we are figuring out across these 11 campuses exactly when to intervene for first-generation low-income students, what kinds of interventions to apply, what the results are over time. 
So, this is something that was designed and executed by Tim Renick from Georgia State, and Georgia State was the recipient of the First in the World award for these 11 institutions. So, I know that he's also going to be speaking at some point over the next day or so. But the bulk of our work is scale, which is taking ideas that have been tested and vetted and really proven to work on one campus and scaling them up across the country on a different campus. And this is why process mapping matters. I'll talk to you a little bit more about this in a second. 
But you can't effectively scale up an intervention from somewhere else if you don't actually know how your current systems and processes are interacting with your students. So, this, think of it as just kind of a baseline look at exactly how you're doing so that you can actually be able to step up in a new way or you could adopt a new intervention. It's really important for you to see how the current system is serving students. 
The last piece is diffusion, which is our commitment. You know, this is not a club. It was intended to be a movement, and so we're testing some ideas. We're trying to learn what we can from each other. And, ultimately, our objective is to be able to scale up and diffuse what we have learned across the country and make sure it's useful and effective for any type of institution. So, those are the kind of three buckets of work, how we spend our time. 
So, these are the first four scale projects we've done, and the reason why this matters is, if you're going to do big, you know, important scale projects, all of these things; strategic financial intervention, those are completion grants; proactive advising; predictive analytics, each one of these, you need to know how your current system is interacting with students and how things are at the status quo before you try and adopt something that's complex, that really can fundamentally change your system. So, think of it as any type of strategic intervention you're trying to apply. This is really just a best practice to understand how things are so that you can envision the possibility of things could be. 
So, one of the things that, when I'm explaining why this matters, is that, you know, administrators, faculty, and staff, we all kind of have a lane. We know what a win look like. We know what a loss looks like. We know what we're expected to do, and, you know, if we are kind of really doing our job, we know what failure looks like. Well, so if you think about it, the students are interacting with hundreds, if not thousands, of administrators who all have a lane; right? 
And so, if they're interacting with all these different lanes, sometimes we can be unaware of how we are creating unnecessary noise, and we are actually sometimes contradicting ourselves. And I'll give you a good example of this in a moment, but it's really important to think about the institution as a complex environment, where you have hundreds, if not thousands of folks who are all executing towards an objective, but sometimes the process of achieving that objective can create roadblocks, hurdles, landmines, booby traps, you know, use whatever word makes you feel most comfortable. We know that students are, oftentimes, not experiencing the institution the way we think they are. 
This is just a broader piece. If you're going to do process mapping, we think it's really important to explain that, you know, first, we're not getting the results that we want currently for low income and first-gen students, and for students of color, we need to focus on the broader system. Every system is perfectly designed to get the results it gets. Our institutions are perfectly designed to get what we're doing, and so if you look at it from that perspective, and you know that the institution was not always designed around the needs of the student, it can be quite freeing, because too often the broader narrative in higher ed is attacking administrators. 
There's this administrative bloat narrative, or say that somehow we're doing something wrong, and it makes it feel like it's intentional. When the reality is that it's not intentional and that, actually, it's that are hundreds, if not thousands, of lanes and people are doing what they need to do to execute. Institutions have to be kind of everything to everyone. We're not just about, you know, teaching and research and discovery and security and safety and efficiency and accountability and all these things, and economic development. We kind of have to be everything to everyone. And so sometimes when we're focused on executing, we will create a system or a process that doesn't serve or primary audience, which is students. So, we think that if you think about it from the system view and understand that if it's a design problem, there's a design solution, and there aren't any bad guys. There isn't someone twisting their mustache, you know, saying -- you know, intentionally trying to set students up. 
The next piece is process mapping in general, and the transition here is a bit abrupt, but it's that essentially, the concept of process mapping has its roots in industrial engineering. It was used throughout the business sector. Forward-thinking universities are now applying this to their own process to redesign them around students. And this is important, because I'll give you an example of some of the most innovative campuses in the country and how they're using it. But process map is creating a visual workflow diagram. So, if you think about it, it's literally like Post-It notes for every single interaction that you have with a student, every process, every decision tree. You know, whether it's financial aid or if it's onboarding into the institution, you could actually map our visually and see how you're currently interacting with students. And when you use process mapping in this context, if you invite people together to look at a specific area, like, say, a process around onboarding of students from the first day they get admitted to the day they show up, you can, everyone together, identify all the different various steps in the various different lanes. And once you see them on the wall, you really can't unsee it, because you will see that you are often over-communicating, under-communicating, or things might be problematically connecting for students. 
So, I can answer that question. There was just a question that came up about how the 11 institutions were chosen. It was really a matter of these 11 presidents and chancellors were having a conversation at a meeting, and they were talking about, really, growing problem facing the United States; that we weren't producing enough degrees. We saw this grow achievement gap, and we saw that institutions were not making progress with the students who were most vulnerable, and, you know, some campuses were getting attention for doing interesting things through the first generation -- or the Next Generation Universities Report that Lumina had put out, and they said, well, gosh, you've got good ideas you're using, I would like to borrow them. So, they started talking about why can't we scale. 
So, the group was really just a group of people in a room together having a conversation and united around the sense of urgency, and deciding that going it alone to solve that problem was a waste of time, energy, and money, so there wasn't really a process. It was really about certain institutions that were there. 
So, the next piece, though, for process map, and this is really kind of gets to how you can understand why we're talking about this today. So, Georgia State University is widely seen as the national model for student success. They have eliminated race and income as a predictor of outcome. They have doubled the graduation rate inside the span of seven years, and there was a recent Politico article that showed that they were actually not rewarded for that in the ranking. So, they've gotten a lot of press and attention lately, and it's because they did a lot of very hard work. And part of that work includes things like predictive analytics and proactive advising and completely redesigning the campus around students. 
And when the UIA comes together, our 11 campuss, we create an environment where people will share as vulnerably as possible, because we know that sharing from failure really matters if you want ideas to spread. And our campuses, if you look at this slide, the upper left-hand corner, this was from our very first convening in 2015, and we were sitting there talking and trying to understand exactly what Georgia State did. And because they did so much, it can be a little overwhelming to institutions that are trying to transform and trying to learn from them. It's kind of like, you know, where do I look. 
And one thing that they said that really struck everyone, but particularly struck Michigan State, was to begin everything, they started by process mapping. They mapped out exactly how they were interacting with their students, and that's how they figured out their path ahead. And so, the folks on the Michigan State UIA team got together that day, because at our convenings we also have team time, and decided that they were going to use this idea and they were going to adapt it. So, this person you see up in the upper right-hand corner, that was Amy. That's UIA fellow for Michigan State. So, they got her trained in process mapping, which, if you're interested in this, you know, depending, it's like 200 bucks. The Orion Group is a group that provides that training. We're looking to try and provide something lower cost for any campus, trying to do it virtually as much as possible so that folks can learn how to use this. And today is kind of whet your appetite for that. 
So, she got trained in process mapping, and they went back, and this is how you can use it. They invited everyone who works in Student Success to come together for a day. They were going to spend a few hours just mapping out how are they currently interacting with students, especially from vulnerable backgrounds, but, in general, students the first day they get admitted to the first day that they show up. 
And that map that you see on the right-hand side, on the bottom, those were all the e-mail interactions that were being sent to students. At Michigan State they found they were e-mailing students 450 times within a matter of three months, and there were 50 types of holds a student could have on their account that the administrators didn't know about. There were all kinds of problems that they were unaware of because they had never yet laid out the process transparently. And so now they're actually redesigning their entire institution around students to address some of these processes. 
So, that's exactly what we're talking about today, about how you can use process mapping to try and galvanize people around a clear sense of urgency, a specific problem. Once you see it, you can't unsee it and you have to find ways to address some of these systemic communication issues, especially for first-gen students, when you think about it, they're receiving 450 e-mails. The message they're sending is, really, don't check your e-mail, which means that you're going to miss out on the really important things that need to be addressed. 
So, this next slide, this is since we have discovered process mapping and started to use it, all of our fellows have been trained in it. And this highlights some of the examples of ways that we're now using process mapping. So, figuring out how to use enrollment holds, how are enrollment holds being used and what impact are they having on students, financial communication and proactive advising, transfer credits. Purdue has done that one. The financial communication one has been led by Alex Aljets from Oregon State. Onboarding of medical withdrawal at Michigan state, led by Amy. So, all of our fellows are doing these things to try and help our campuses be better, and these are examples of places that you could potentially adapt and use process mapping. 
So, when you first do look at process mapping, this is a lot of -- there are a lot of different ways you do it. The best one for you is the one that most clearly illustrates your process. So, you can combine, you can modify, you can create your own. The most important part is that it's a visual demonstration of what's going on, and it illustrates the details and the complexity of the process. So, here are a couple that are good examples you could borrow from. You could do a top-down flowchart, which, for instance, the admissions process could be one example of how to do that. Responsibility chart, MSU used this to map out communications to students with offices as the people, and the timeline across the top; block diagram; transfer articulation process, Purdue used this, like the diamonds are a decision point; and then the workflow diagram is use on campus maps. Cross-functional flowchart and processing illustrates a handoff between people, which often we can overlook complex and inefficient processes. So here are just a few examples of things, and I would say look at this and just think about different -- the potential problem on your campus that you're trying to solve and you want to try and address. Pick one of these. It doesn't have to be perfect. You can modify it. You can adapt it. 
Again, the power is getting a group of people in a room who might work in a relatively similar area, who have all been struggling with the same problem, or who want to see progress on in an area, and giving them a place to visually document exactly what the issue is and be able to see how they might address it. So, and I believe you can download that chart so you can be able to use it later. 
So, there are lots of different student-facing processes in education, and these are some of the examples of where our institutions that are very complex bureaucracies, there are many different type of processes that you could choose from to try and process map. So, you could pick any one of these, and I guarantee you it would be a vast improvement on what's going on right now, if you just get folks together to see what's really happening. Too often we assume the process is, you know, one way. But when you really map it out. There's an extra few steps that you forgot about and you don't realize how long and how much onus we put on the student. 
So, when you're trying to get started with process mapping, the best way is to jump in and try it; that, really, do not feel judged. Do not feel like there's a perfect way. Here are some main steps. Our recommendation for a first process, a first mapping project is to start with a small group who is interesting in change or improvement and a more defined concrete process, like something very specific, like, you know, say, a financial aid hold, how do we address those, and then, you know, filling out a change of major form or, you know, something very simple. Don't think about trying to map the whole undergraduate experience. 
So, you pick your process, the scope, starting and stopping point, because you really need that.  Parking permits, yes, that's a good example. Who's involved? Where do we have control? Where do we not have control? Decide on the type of map that you're going to use, and any one of those examples I shared. You can find templates online that you could adapt, and then you just use sticky notes. You get a bunch of colors of them. And often we will use a whiteboard and we just start putting in sticky notes over different places to, you know, each one that you put a title of a process or a step and you just start mapping them out. 
And then, once you're done -- the goal is to get a clear sense of how it currently is. What's happening? Your current process is your only goal. Don't try and pick the dream process or your fantasy process. This is how are we currently working with students, and then just look at it. Are there any places where there's a step that you could take out or something doesn't make sense or duplicating things or there's clearly a gap, or, boy, we're really loading up one person when, clearly, we need to give them some help. And then the second way, then you identify some ways that you could redesign your process map. So, it doesn't have to be perfect. Do not put too much pressure. Really, the best thing you can do is just start. 
And then here, these repeat the last three steps, because they're the most essential. This slide is really to reiterate the three phases of process mapping. And this is from Alex Aljets, who is our UA fellow at Oregon state. She led a conference where a team of advisors got together to redesign the change of major process. 
So, first, you create an as is, how are you currently interacting with students process map, and then you assess the current process to identify any places where there are gaps and there are loopholes or there are just places where it doesn't make sense, and from a customer service perspective, we would never want that. And then develop your own process map that is an ideal one that you actually think would serve students. So, we think these are just some very helpful steps that can help you be able to use process mapping. 
Again, we know that building consensus and building community before you do really complicated scaling or, you know, picking up a new intervention or innovation is important, and so we would suggest using process mapping as a community build experience, as a place for folks to get together and unite around a clear sense of, man, it should be better than this. It should be better for students, and making it so that you don't ever -- one other tip I would put is you don't actually put the name of the person who is owning any one step in the process. You, instead, put the title of the position, that way it won't feel as personal. So, that's one of the mistakes I've seen is, you know, don't put Bob's name up there, put, you know, director of X, and that way we understand that it's just -- it's a systemic view and it's just the role in the system that's being played. 
So, that's the quick and dirty highlight overview of process mapping and why it matters for our work. We find that it's been essential, as our institutions have slowly been trying to refine their institution around the needs of students. And the last piece we would say is that redesigning our universities around students is really a sum of many small interactions at your institution. Improvement requires many small processes to make a big impact, and our institutions are trying to collaborate and work together to support each other as they make these changes. And we think any institution can do this. 
So, I hope this has been helpful for you. We're happy to answer any questions about process mapping, and, ultimately, how you might be able to adapt this concept to help improve your campus for serving students. 
Thanks Bridget. That was really helpful. And we haven't gotten in questions so far, but I'm curious, for those participating today, how many of you have done a process map with some kind of saying that a student has to do when they get to campus, and if you have done it? If you could tell us in in chat what you have done it with, that would be great. And, Bridget, if there's anything that you'd like to expand upon, as folks are letting us know what kind of their exposure to this process has been, that would be great. 
Well, so, I would say that this is has been something where, you know, we're supposed to be -- you know, when you have innovation in your middle name, you expect a lot of -- that your ideas are supposed to be super shiny and complicated. This is the one that really resonates the most for people, because we think that, you know, for a lot of types of institutions, if the cost is zero dollar, it's not going to happen. And this is something where many times you can identify places you could actually save money on your campus. You can save time. You can save energy. And that's an improvement. 
You know, sometimes we put such a high pedestal around innovation that it needs to be super complicated. But this is actually a place where presidents and chancellors love to hear the stuff of, we identified a specific process where we knew that we could do better. We weren't positive what was going wrong, and here are three things that we don't know about ourselves that we figured out and we're now happy to give back an improved process for students. That's one way for people to feel like they're making a difference, and we find that campuses are using this now around the country. And, again, this wasn't our idea. 
Do you guys involve students, or do you know if the UIA institutions have involved students in this process? I'm curious. 
Some have. It really depends on the process. So, if it benefits the folks in the room to have a student give their perspective of, you know, you all say that it looks like that, but it actually feels like this, or, you know, there's a bunch of different portals that we have to login that you didn't realize. So, there are some cases where you have used students. It's really, you know, you should decide who is in that room based on who you think can give you the most clear picture of the existing process, and, also, where you want to see folks kind of unite and coalesce around a specific challenge. 
Great. Great. It seems like this would be particularly valuable for those gateway processes that students have to get through in order to be admitted and begin becoming a student, so this is really helpful. 
Yeah. And especially thinking about the types of students that you bring in, so, again, with first-generation college students, if you're getting 450 e-mails and you tune out some of them, you're going to miss vital processes. So, they could identify, you know, I just don't think that e-mail is really serving any of us anymore, but we're noticing students don't check them. So, you know, many institutions are figuring out to use text, but you have to use it in a way that they won't tune it out. 
I could see, down the future, identifying things you could use Snapchat or other things for, or social media, because students, you know, they could give us better information about where they get their ideas about best practices or what they should do. So, bringing students is important, but also thinking about the types of students who really my we need to understand where we might be getting in their way. 
It looks like a lot of folks have used process mapping, which is awesome. I would love to know if there has been any particular change that's happened on your campus as a result that you're really proud of. One of the things that's really important for us is that when campuses share about things they've discovered via process mapping, we think it's our responsibility to hold them up as heroes for sharing something that's hard, because too often in higher ed, we like to only show the polished perfect story and make it seem like we knew everything. And in this case, we think that we need to reverse the trend and we need to make it so reporting a process that wasn't working for students and you weren't aware of, like, that's actually progress, and that should be held up, and it's not something where you should be ashamed of. In fact, every institution and every process in some way could benefit. At the very least, you could understand exactly what the time of execution could be and whether it's taking a little too long. 
These are great examples in the chat. Thanks so much for sharing them. And I love that University of Texas San Antonio, that you include your student government officer. That's fabulous. So, if are there any other questions? Yes, we do need to celebrate short-term wins. And sometimes a win is just finding out how to do something less back. So, all of our institutions have been around for a really long time, and we need to create a space where learning and iterating and improving is okay, and it's safe to admit that, hey, we actually weren't doing things perfectly before and that's progress. 
Very true. Well, thank you, Bridget for joining us today. I posted a couple of links on process mapping, some connected to ASU, and others connected to the Orion Group that was mentioned, and those are in the events resource list, and for those that may not have been aware, we do have a resource list for this event, and I'm going to post it again here in chat, because there's been so much chat that it got a little buried in there. But we'll be posting that tomorrow too. But we're trying to capture everything that comes through the chat. We know that it's hard to listen and take notes and --
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