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I     Identify and Select Process for  
Improvement 

 

M   Map the Critical Process 
 

P    Prepare Analysis of Process  
Performance 

 

R    Research and Develop Possible 
                      Solutions 
 

O    Organize and  Implement  
Improvements 

 

V    Verify and Document Results 
 

E     Evaluate and Plan for Continuous 
Improvement 
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T H E  P E N N S Y L V A N I A  S T A T E  U N I V E R S I T Y  How can you implement the improvements? 
 What steps need to be taken to implement the 

solutions and how long will they take? 
 Is there leadership support to move forward? 
 Are additional resources (e.g., money, staff, 

equipment) needed? 
 Is training needed? 
 Have the persons responsible for implementing 

the change given input about potential road-
blocks or barriers, or factors that will facilitate 
the implementation? 

 Has a communication plan been developed to 
inform all the stakeholders about the proposed 
changes in the process? 

 What is the plan for monitoring the process 
once the change has been implemented? 

 
How successful are the improvements? 
 How does the comparison of the before and 

after data fit with your expectations? 
 Where are your expectations met?  Where are 

they not met? 
 Where are the areas in which the improvement 

needs fine tuning? 
 What do you need to do to roll out the improve-

ment in a larger area, or system-wide? 
 How can you effectively share this information 

about improvement and innovation? 
 

What are the next steps?  
 How do you sustain the implementation of you 

improvement? 
 How do you continue to evaluate and improve 

your process? 
 Where are there other areas for improvement? 
 What lessons have been learned about process 

improvement? 
 How can you continue to utilize the skills de-

veloped by the team members? 



Questions to guide your quality journey... 
 
What is the current work environment? 
 Whom do you serve? Who are your 

customers, clients, or constituents (internal 
or external - the immediate users of your 
unit’s products or services)? 

 What services or products do you provide 
to your customers, clients, or constituents? 
What do your products or services do or 
make possible for them? 

 What do they expect of the services you 
provide? 

 What processes are in place to meet or 
exceed those expectations? 

 Who are your suppliers, those who provide 
input for your processes, products, or 
services? What information do you provide 
to them? What information do they need 
from you? 

 Who are your unit’s other stakeholders 
(groups which have an interest in your 
work unit and the products or services you 
provide)? What do they expect? What 
information do you provide to them about 
your unit, and your products and services? 

 What data do you have from your 
customers or co-workers that indicate how 
well you are meeting or not meeting 
expectations? 

 Which processes are within the scope of 
your unit’s control? 

 Which process will give you the most 
improvement for your effort? 

 Is there a group of people who know 
enough to improve this process? 

 Does your workplace welcome change? 
 

What are the current processes? 
 What are the steps you go through as you 

provide your product or service, from the 
time you receive a request, receive input 
from your suppliers, or start a process, to 

the time you deliver your product or service 
to your client? 

 How do you respond to missing or incorrect 
material or information? 

 Are there times between the steps when 
nothing is happening?  How long and 
frequent are these “wait” states? 

 
What performance data about the processes 

do you have or would you like to have? 
 What data would you like to have about 

your work unit’s performance to know how 
well you are meeting stakeholders’ 
expectations? 

 What change in those measures would 
indicate improvement? 

 What are specific client, supplier, and other 
stakeholder expectations for your product 
or service? 
º What do clients, suppliers, and other 

stakeholders realistically expect with 
regard to your product or service? 

º Ideally, what would clients, suppliers, 
and other stakeholders like to see in your 
product or service? 

º What leads them to select your service or 
product rather than another?  What leads 
them to select another provider? 

 What are specific client, supplier, and other 
stakeholder satisfaction or performance 
measures regarding their expectations for 
your product or service? For example: 
º Quality 
º Courtesy in dealing with them 
º Cost 
º Sharing of status information 
º Time from order to delivery 
º Error rate 
 
 
 
 
 

What are some possible approaches to 
improve the processes? 

1. Identifying possible solutions 
 Is information missing or incorrect? 
 Are there unnecessary steps? 
 Does each step add value to the process? 
 Are any steps duplicated? 
 Are steps in logical sequence? 
 Are there unnecessary layers of 

approval? 
 Are there overlapping paper and 

electronic processes? 
 Is all paperwork necessary? 
 Are multiple people responsible for the 

same task? 
 Does the process take too much time? 
 Can you reduce wait time? 
 Do unnecessary complications or delays 

exist? 
 Where are the bottlenecks—places where 

everything backs up or slows down? 
 Is there rework being done? 
 Can you provide a new or better product 

or service? 
2. Evaluating  possible solutions 
 What are the potential benefits of the 

solutions? 
 What could go wrong with the solutions? 
 What are the projected costs? 
 Have you gathered ideas from others 

involved in the process about how it can 
be improved? 

 Are the solutions based on what you 
have learned? 

 Do the solutions address the causes? 
 Have you thought about eliminating or 

redesigning some of the steps in the 
process? 

 Have you identified ways to try out each 
solution? 

 Will the improvement address customer 
concerns? 


