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Hubs and Spokes

The term comes primarily from the transportation industry such as airlines and trucking. It is a coordination
and disfribution system of connections arranged similar to a chariot wheel designed to serve customers in
the most direct and effective way.

The American Productivity & Quality Center [APQC), a 33-year old nonprofit organization located in
Houston, Texas, is using this same terminology and concept in its project designed to transform the entire
K-12 public education sysfem in the United States. It's called North Star (see white paper: North Star:
The Road less Traveled).

The North Star project, which focuses on the use of process and performance management (PPM),
confains seven components — as shown in the accompanying diagram. One of the two most critical
concepts of North Star is the
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methodology; the other is STAR

PPM. Like its transporfation
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It is the Hubs' job to guide the Spokes, assist in their training and permeate the North Star key
components within their district or state.

Hubs are selected by three criteria:

A They believe in the importance of “processes” in their management and operations of their district;

A They are willing to be trained and coached by APQC in process and performance management
(PPM) over the period of one year; and

A They are willing fo inform
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and assist in the coaching

of other school districts we v e
call “Spokes” preferably, DR, e L
but not exclusively, in their LN
own geographic area fo
minimize travel costs.

(Spokes can later become
Hubs.)

In time the Hubs and Spokes
model will facilitate the spread
of PPM across the nation in a
costefficient manner that has
eluded educators for decades.

Gulf of Mexico

Where it started
In January of 2009, 42 people from eight school districts came to the APQC offices in Housfon fo
embark on a unique yearlong North Star project, applying PPM in their schools.

The pilot participants included two districts that were Baldrige winners (Jenks, OK; Iredell-Statesville, NC),
four larger districts (Montgomery County, MD; Clark County, NV; Fulton County, GA; Brevard, FL) two
smaller districts (Hampton, VA; Poudre, CO) and one state, Rhode Island.

The first Hubs signed a “memorandum of understanding” with the APQC about their Hub roles and
responsibilities:

1. The Hub's superintendent or state commissioner is passionate about process management and will
openly and visibly support the effort.

2. That senior leader will be the main Hub representative or if necessary designate another senior
leader for that role.

3. The Hub will designate one person within the district as project manager fo become the project
liaison and coordinator.

4. The Hub will send at least three representatives to each Hub training course.
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5. The Hub will contribute data, best practices, lessons learned, process measures and metrics, and
case studies to APQC's PPM database.

6. The Hubs will recruit and coach at least three Spokes.

In exchange, the APQC provided the Hubs with training and support including three process and
performance management (PPM| face-toface training sessions and numerous virtual coaching sessions.
For 2009, the APQC did not charge the Hubs for its services due to the exploratory nature of the project.

The Hubs are also committed to collaborate with the APQC in 2009 to help select Spokes for 2010 and
provide advice for selecting the next set of Hubs as well as lessons learned from their experience. In
November of 2009, the APQC brought all the Hubs together for a final Knowledge Transfer Session
(KTS).

The first Hubs are shown in the accompanying diagram, which includes their names, enrollments, and
poverty rates.

Note that the districts ranged in enrollment size from large ones like Clark County and Montgomery to
medium-sized districts like Fulton and Brevard, and even small districts like Iredell-Statesville and Jenks

(both of which have won the Malcolm Baldrige National Quality Award). Poverty rates there ranged
from 25% to 69%.

| schooiDisric | Evolmont | Free & Reducad unch | %ofpovry
68,831 47,315 69%
45,696 31,635 69%
74,785 22,218 30%
303,448 138,826 46%
67,014 20,671 31%
83,861 30,470 36%
22,265 9,531 43%
21,023 7,278 43%
9,638 2,076 35%
137,814 33,966 25%
25,436 6,620 26%
36 School Districts

Each Hub selected a team of three to five people who were trained by trainers from Pivotal Resources, a
firm with deep experience in the use of PPM in other sectfors such as business, health care, and
government. The trainers adapted the training fo education terminology, organization structure, and
governance while keeping the essentials of PPM.
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The training included senior level managers such as Superintendents and Cabinet members as well as
those involved in daily operations in instruction and administration. The teams were also insfructed in
“project selection”, and each district selected anywhere from one to five projects where they would apply
PPM methodology to specific projects that the districts wished to improve.

Pictured at a Hubs and Spokes working session below are:
Terry Holliday, former Superintendent and Marty Moore of Iredell-Statesville Schools, and Diane Kline, APQC Education.

The projects they selected for improvement using PPM (see indicative list below) varied from curriculum
and instruction to administration of operations. Examples include launching an online academy, textbook
ordering, reducing dropout rafes, and the development of a budget process.

HuBes AND SPOKES PROJECTS SELECTED

Employ Common Math Assessment (Clark) Reduce Student Dropout Rates (Hampton)
Blend M-Stat and Seven Keys (Montgomery) Create North Carolina Teacher Evaluation (Iredell-Statesville)
Improve School Staff Selection —Position Control (Fulton) Improve Early Childhood Funding and Tracking (Poudre)
Improving Response to Intervention (Iredell-Statesville) Improve Delivery of Maintenance & IT Support (Hampton)
Initiate Empowerment/School Block Funding (Clark) Rollout SchoolNet Data for Teachers (Hampton)
Use Process Management—New Construction (Jenks) Launch an Online Academy (Poudre)

Improve Direct Support to Schools (Montgomery) Improve Development of a Budget Process (Hampton)
Prepare Highly Qualified Teacher Document (Clark) Achieve Excellence with Baldrige and Six Sigma (Brevard)
Achieve both Equity and Excellence (Montgomery) Reduce Truancy Rates (Hampton)

Reduce Textbook Order Errors (Hampton) Implement State Basic Education Program (Rhode Island)
L
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APQC also requested that districts make “process maps” of their key processes. Four of these maps are
included in the appendix of this paper, ranging from a total districtwide PPM for management for all of
Montgomery County to processes such as principal selection, early enfrance to kindergarten, in-house
copy repair, and process management.

So what were some of the results of this demonstration project?

Direct feedback. First, read for yourself some of the feedback we received from the Hub Superintendents.
The Hubs are not just excited about continuing these projects, but they are also spreading PPM 1o other
processes across the district.

“We have gone through the reform after reform cycle for so —Patrick J. Russo Ed.D.
long I had almost given up that we would ever have some way to former Superintendent
radically change the education system... | believe this is our time Hampton City Schools
and ‘defining’ moment to make the North Star Project the true Hampton, Virginia
systemic reform effort that is needed to change the landscape present Superintendent,
and future of educational school systems throughout the United Henrico County Public Schools, VA)
States.”

“I have seen reforms come and go, programs start and stop,

consultants and vendors fly in and fly out. After only a few training —Karlene McCormick-Lee
sessions, process management and improvement can be a long term PeseieroSuraiandart, (e
program of continuous improvement across the district... North Star Superintendent’s Schools
has the potential to be transformational; bringing concerned Clark County School District
leadership teams together to use and share critical action-oriented data Las Vegas, Nevada
to improve the manner in which schools and districts deliver the highest

standards of teaching and learning to children. APQC tackles efficiency

and effectiveness. We need both.”

“I have been in education for 42 years but have never seen a project —Dr. Michael Perich
like APQC’s North Star that has the potential to completely transform
the educational system in this country.” Montgomery County Public Schools

Rockville, Maryland

Director of Continuous Improvement

"As an educator for over 37 years, | have seen reforms come and —Terry K. Holliday, Ph.D.
go. Until now, there has been no reform that has been able to former Superintendent
significantly improve educational outcomes. It is my hope that the Iredell-Statesville Schools
North Star project will grow and become the educational reform that Statesville, North Carolina
is so desperately needed in our nation. It can deliver where many

ther initiati A failed. (present Commissioner of Education
orner Inifiarives nave raiied.

for the state of Kentucky)
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Significant cost savings. Second, look at some of the savings and cost avoidance achieved by the
districts such as:

e Operating fund balance from $2.5m to $4m

e Inferagency billing of health care savings of $4m
e Energy savings of over $4m

e Avoidance of $1.8m in computer repair costs

e Savings of $400,000 to benefits processing cost
e Payroll, warehouse and supply costs down $4m
e First call problem resolution from 35% to 65%

Recruiting Spokes. Third, the North Star Hubs believe so much in the value of the PPM approach that
they are now engaged in helping the APQC by nominating and helping to select new Hubs and Spokes
for 2010.

H&S Benefits and Next Steps ,
From the yearlong experimentation with North Star and the Hubs and The Benefits of Hubs and
Spokes methodology we leamed some valuable lessons that speak to Spokes:

the potency of this new approach to spreading innovation. o Doesn't rely on unreliable,
spontaneous diffusion to go to

Because Hubs and Spokes are a key component of North Star, there scale

is no oneime spike in activity or results. The North Star program
delivers continuous waves of innovation by seeding new ideas in one

Doesn’t depend on conferences,
isolated learning, or chance

encounters
school district and providing it with the tools to transfer it on to the Helps participants learn from
next districts. What gets passed along is more than just improvement their own colleagues
ideas, it is the very process (PPM| used to identify and manage Doesn't rely on PowerPoint
innovation so other schools are able to identify new areas of presentations, reports, case
improvement within their own district. And good word spreads. studies and articles but on face-

to-face interaction,
conversations, and networking
to transfer tacit knowledge.

What's more, all schools rural and urban, private and public,

parochial and charter can benefit from North Star and the Hubs and About 80% of valuable,
Spokes approach through the use of virtual training, limited field visits, implementable knowledge is
participation in Communities of Practice, and other supportive tacit

Techno|ogies. Mixes large, urban, small and

rural schools to cut across
traditional best practice

By fraining Hub schools to guide Spoke schools, the scale up is fost comparison lines o find fresh

and costefficient. Even more important, it gets at that “tacit”

ideas
knowledge because it connects practitioners with other practitioners, Supplements in person fraining
so change is not “preached” by some outside consultant that teachers with virtual coaching
and administrators may not like or trust. The Hubs are a natural source Builds “capacity” insids the
of tacit knowledge and they have the instant credibility of their peers: participating organizations to
they speak the same language; they share the same problems and sustain the improvement efforts
processes. Getting practitioners together in one room is more Connects people to people as
powerful than any drop-in training by outsiders. well as data

Empowers all employees to be
more professional
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Not to be underestimated, such organic growth is also more efficient and requires less funding while likely
fo frigger less resistance. By letting schools train other schools, the cost/benefit ratio has shifted decidedly
fo the positive. Big programs offen include a lot of hidden waste. They move slowly. An army of trainers
will have to be hired and dispatched. In contrast, the Hubs and Spokes approach inspires quick change
in a costeffective way.

Conclusion

The Hubs' ability to recruit and train Spokes is part of the PPM creed. A key obijective of North Star, or
any other process improvement effort, is empowering process leaders o apply new tools fo new
challenges; to continue to challenge existing processes.

The gooal of the Hubs and Spokes method is to spread the North Star program quickly and efficiently
throughout the nation.

Cohorts of Hubs Spokes Spokes Enrollment
2009 1 8 3 11 308,000
2010 2 16 2 48 1,344,000
2011 3 24 48 72 2,016,000
2012 4 87 64 96 2,688,000
2013 5 120 3,360,000

TOTAL

40 80
9,716,000

The bottom line is this: Transformative change cannot happen at a handful of school systems. To sow the
seeds of a system-wide furnaround, the North Star project needs to go national. Over the next five years,
North Star's original Hubs are projected to grow to a total of 344 Hubs and Spokes with a student
enrollment of almost ten million.

The word must spread.
Who better to spread the word than educators themselves?
Get Involved or Learn More

If you would like to be considered to become a Hub or Spoke using the same powerful model as our pilot
demonstration project, contact us today.
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Appendix

Below are sample process management models and process maps created by our pilot districts. Process
maps serve as the foundation for the PPM approach, allowing schools to quickly streamline and improve

processes ranging from operations and administrative tasks to areas that directly impact student
performance and achievement.
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