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Shortcomings of Existing Approaches

Exclusive focus on pain points (reactive)
Time-consuming

Methodology over outcomes

Lack of ongoing interactivity and transparency
Limited end-user engagement




When to run a NESTT?

Quick outcomes required
Create momentum (NESTT as a kick-off)
Be an accelerator within a large initiative
Get over being stuck
Target a difficult challenge
Solution is not obvious




Agenda for today

Philosophy
Space
Methodology
Case Study
Success Factors







What characterizes the NESTT?

Process-focused
* Future-driven
Ambitious
Principle-led

* People-centred




Future-oriented

Create a compelling future that
makes the current world obsolete.
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what are the greatest opportunities ror
[insert university] us to unlock value and enhance

sustainability and performance of operations, systems and

customer experience

...In 20 days



Ambitious: Beyond Pain Relief

Delight

-y

Fulfillment

@

Dissatisfaction



Principle-led: NESTT Design Principles

Empower people
Evidence over confidence
Make decisions as late as possible
Deploy thin-slicing
Automate where possible
Make decision rules explicit
One process







The Spatial Design of the NESTT

The Resources

People — System‘s - Documents
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Further Space Considerations

No table, but move chairs around
Make the room visible (glass walls)
Highlight the theme of the process
...and Who am I? Flowers, Food

Use whiteboards for
Daily agenda / desired outcomes
‘homework’
Parking of ideas / discussions
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The Different Teams / Stakeholders

The Senior Sponsor
Facilitators
The Innovation Team

Further Stakeholders
Risk assessor, HR, Finance, legal

The Panel
The Transition Team




The Innovation Team

|deal size: 7-8 people
Innovation Champion
Service providers
Process expert

Two users

Experiences, agile, passionate, team players, confident



Who is Not Part of the Team?

Assess influence
Assess impact of exclusion

Consider alternative engagements
(have representative, invite on a regular base)

Ensure reasons for non-participation are understood




The Panel

Ultimate decision authority
Sign of agile governance
Made up of
CEO/VC
Senior executive
Transition champion (service owner)

Steering committee representative (if project)
External partner




The Transition Team

Transition Champion
(senior service owner)

Change managers

HR / IT support (where needed)
Policy

Communication

Audit (to assess time, quality, cost of implementation)




g@real The NESTT Methodology

Navigate

caplure all dimensions of the web page approval process

E-xpand

ideation towards 20 days / 20 months / 2020

otrengthen
the mernt of each idea via user lesting and business ¢ ases

l'une and T ake-off

Risk assess, pitch and Implement each idea

The NESTT Methodology




The Three Stages of the NESTT

Senior Executive Sponsor
Transition
Team

Implement &

Design
Team

Design &

Communicate

3 Month

Scope

1st Month




Tasks in the Design Stage

Selecting the NESTT process (incl. scope)
Selecting the team

|dentify relevant NESTT-external stakeholders
Agree on expectations

Gathering related information

Erocess rrpdel L KEEP
rocess aim and metrics

o o CALM
Previous improvement initiatives AND

BE
PREPARED




The Three Stages of the NESTT

Senior Executive Sponsor

Transition
Team

Implement &
Communicate

3 Month




DIVERGENCE

CONVERGENCE



NAVIGATE

Ambition — Ideas - Issues
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Travellers to be
ambassadors of QUT il




Week 1 - Overview

Day Activity

1 Context, vision, success definition

2 Initial ideation

3 Process model, customer journey map,
pain points

4 Reactive ideation, policies, procedures,

systems, people
3 consolidate



Set the Context (by Executive Sponsor)

Why do we run this NESTT?
What are relevant strategy elements?

What are constraints?
What is the desired focus?
What would success look like?




First we create a vision,
than we create ideas.




Selected Process Visions

The 24hr mortgage process

The straight-through claims engine
Run the office like a dry cleaner
Every applicant gets a job

24 hrs utilisation

Enabling business
- for everybody, anywhere




Forms of Ideation

Brainstorming

Reactive Ideation

Learn from previous attempts
Acting out

Systemic (proactive) ideation
Enhancing (innovation patterns)
Utilisation (idle assets)
Derivation (learning from others)
Design thinking (ideating with customers)
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Facilitator: Assess and categorise ideas

* |sthere a shared understanding of the meaning of the idea?

Has the idea already been mentioned, i.e. is it redundant?
* Inscope, i.e. does it contribute to the process vision?

At this stage, do not assess
— Desirability
— Feasibility
— Viability




Creating the Process Model

Design high level value chain (3-4 steps)

* Design detailed swim lane process model
— Approx. 10-15 steps
— 3-5 stakeholders

 Map customer experience
(journey mapping)

Map staff experience




The Pain Wall







Take Time to Reflect

 Are we heading in the right direction?
* Are we comfortable with the speed of progression?

* Are we comfortable as a team
and with our behavior?

 What will happen next week?




Status at the End of Week 1

e Shared understanding and visualisation of
— Context, vision, success definition

— Customer journey map incl. employee perspective
— Pain wall and reactive ideas

— Initial brainstorming outcomes
— Policies and procedures

— Systems and people

— Speakers and users for
coming weeks have bee
invited




Expand

Broaden the Design Space




Week 2 - Overview

Day Activity

1 |deate via acting out

2 |deate via process enhancement

3 |deate via derivation and utilisation
4 |deate via design-led innovation

S Cluster ideas and assign champions



Ideation via Acting Out
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Systemic Process Innovation:

Four Thinking Styles
- , x B
Derive
kbetter practices)
4 )
Enhance Design
current practices new practices

-

Utilise
potenFial

-

J

</




Enhancement: Deploy Patterns

— Cheat Sheet — Process Improvement

Process Improvement Procedure Process Enhancement Patiterns
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Derivation: Learn from others

What is the nature of the problem?

Who else has solved this?



Utilisation: Explore under-utilised assets
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Design: Co-develop with your customers

v DESIGN
INTEGRATION

DESIGN LB
INNOVATION
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Wrigley (2012)



Status at the End of Week 2

Comprehensive and finalised ideation

ldea components are classified according to
20 days, 20 months, 2020

|deas are clustered to 6-10 ideas
First version of idea map
ldeas champions are identified




Strengthen

Detail — Test - Revise




Week 3 - Overview

Activity

Conduct user validation

Interview further process experts
Conduct risk assessment

Work out implementation requirements

Start developing business case
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Conduct Risk Assessment

Invite corporate risk manager

Assess relevant types of risk, e.g,
financial, operational, reputational risk
Impact
Likelihood

Develop risk mitigation plan




Idea Map (Example 1) 1040 hrs
1,440 hrs
600 hrs | 720 hrs 1,800 hrs

960 hrs




Status at the End of Week 3

Reduced set of (better) ideas
ldeas on a page in solid draft
ldeas map finalised

|deas have been risk assessed

Deeper understanding for implementation
efforts




Tune

Finalise & Polish




Week 4 - Overview

Activity

Finalise business case per idea
Finalise ideas on a page documents
Work on the ‘sales’ pitch

Test remaining assumptions

Finalise and practice presentation



Business Case for Change

Key assumptions

Costs per process (ABC-costing)

Total volume of work eliminated

Proposed re-investment of work

Proposed success metrics and benefit realisation plan
Investments required (one-off / ongoing)



Ideas on a Page Document

The essential summary of each idea
Title (catchy)

Description (linked to process vision and design principles)
Current efforts

Future efforts

Risk assessment
Interrelationships
Implementation requirements



Status at the End of Week 4

All date gather, analysed and integrated
All ideas are developed and documented
Panel received ideas of a page documents
Presentation is finalised

Relevant further stakeholders have been
sufficiently informed

——




Take-off

Pitch your Idea

\



The Presentation

Context setting by innovation champion
Team introduction
Vision and objectives
Scope definition
Stakeholders consulted

Each idea champion present his/her idea

ldea map, alignment with principles,
Impact assessment

Implementation plan




NESTT Implementation Plan

 Innovation Champion ->
Implementation Champion

* Follow up by audit

» Under responsibility of
senior sponsor

Implementing NESTT Innovations

The NESTT is QUT's rapid process redesign capability. Within a four-week tmeframe, a
dedicated innovation team derived proposals for precess improvements with a focus on a 20
days timeframe, but also expanding to ideas for 20 months and by 2020.

This document confirms QUT"s approval to implement innovations resulting from the NESTT - to
be completed during the panel session.

Process: Travel Management

Executive Sponsor:

Ideas approved / Implementation date:

Number and name the ideas as approved the NESTT panel.

Comments from the Panel:

Elaborate on any further ideas assessments needed before implementation can be considered.

Implementation Champion:

(Name, Position, Signature, Date)

The implementation champion accepts responsibility for the overall implementation. The
implementation champion will have the suppert of relevant stakeholders (e.g, Head of Schools,
Directors, etc.), the innovation champton, relevant change management expertise in HR, and the
Executive Sponscr. Should support not be readily available, the implementation champéion will
raise this in the implementaticn progress report to the Executive Sponsor to allow any necessary
adjustments to support, timing and /or resources.

Next Steps:

* Transition team to be established
¢ Change and communications plan to be developed



Success Factors

Sense of Urgency

Decisive Governance
Ambitious Facilitation
Agile Team Members




Related Webpage: the-nestt.com

HOME PHILOSOPHY METHODOLOGY SPACE BLOG COURSE REFERENCES CONTACT

The NESTT ¢ A




Related Material: Video and Article

QUT NESTT 0 »

QUT NESTT i

Rap|d Process RedeSign Rapid Process Redesign at Queensland University of Technology

Michael Rosemann, Queensland University of Technology

P o) 008/330 B L w@® o3 Abstract
QUT NESTT (a) Situation faced: The higher education sector faces like most
YouTube * The NESTT is a rapid redesign methodology used to innovate certain process within information-intensive industries an opportunity-rich, digital
4 weeks (20 days). future. Nowadays, students demand contemporary, multi-
channel learning experiences and fast evolving digital af-
Like = Comment - Share * & 53 85 fordances provide universities with a growing design space for

their future processes. Legislative changes, a globalizing mar-
ket of learners and educational providers, and the emergence
of new technology-based business models (EduTech) and leg-
islative changes are further features of the current situation in
this sector. In order to prepare for and to capitalize on this
changing environment the Queensland University of Technol-
ogy (QUT), like any university, needs to ensure operational
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