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What Lies Beneath: Waste
Uncovering Hidden Opportunities to Find Funds

In these times of financial scarcity in education, there’s a source of funds that I'll bet you have overlooked:
cutting waste out of your school, district, or sfate.

I'm not talking about the typical blunt hammer of cost reduction — cut 10% across the board, reduce staff,
cut all travel, drop memberships, use furloughs, and so on. That's not cutting waste.  That's cutting
muscle.

In this white paper, I'm going to point out a way to cut waste, not muscle. It's called process and
performance management (PPM|). It's a powerful methodology that business and other sectors use fo slash

waste without cutting muscle. The same can be done in education.

By understanding waste and how to reduce it, you don't have to wait for stimulus funds — you can

generate additional resources on your own. I'll explain lafer how you can sfart your own waste reduction
efforts and get involved in an innovative program that leading districts across the country are using fo cut
waste.

What is Waste?

But first, waste. What is it2 The word waste is intuitively clear — it's stuff you don't want. The simplest
definition | can give is “waste is anything that adds cost without adding valve.” But the hard part is
finding it, measuring it, analyzing it, and creating an action plan to reduce or obliterate it.

Unless you're a great exception, most districts | know of have not done that.

Instead, they have followed the traditional “cost reduction” path for their 2009 - 2010 budgets T first
cutting fravel, memberships, professional development, fechnology, bus routes, etc. Then, they often go
deeper and make people and pay cuts T 10% across the board, furloughs, and layoffs.

Yes, those actions do reduce costs. But they are not by any stretch of the imagination the best way to
improve either efficiency or effectiveness. The best way to improve is to reduce waste first before cutting
functions, processes, or people.

In the 70s and 80s, American business made the same traditional cost reduction mistakes and failed.
Then, with participation and support from the American Productivity & Quality Center (APQC), businesses
started using process and performance management as a methodology to identify and reduce current
waste, but also to establish a solid base for sustained improvement over the years. It worked.

APQC's North Star Plan

In January 2009, APQC launched a demonstration pilot called North Star, adapting this PPM
methodology to help school districts begin a year long journey of improvement and transformation:
Montgomery County, MD; Clark County, NV; Fulton County, GA; Brevard, FL; Jenks, OK; Iredel-
Statesville, NC; Hampton City, VA; Poudre, CO; Aldine, TX; Fort Bend, TX; and Alief, TX.

leadership teams from each district were trained in PPM by APQC staff. Then, with APQC's help the
district feams selected two to five projects, created waste-reducing improvement plans, and were coached
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by APQC as they implemented them. The districts selected a total of 20 improvement projects, addressing
areas in operations and instruction. Sample projects included:

Launching an Online Academy

Employing Common Math Selection
Hiring Highly Qualified Teachers
Improving Teacher Evaluation

Reducing Bus Accidents

Position Control

Improving Response Time for Work Orders
Employee Retention

Reducing Dropout Rates

Improving Attendance Tracking Problems
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The districts achieved amazing results in a short period of time, such as energy savings of over $4 million,
reduction of database management costs by $366,000 a year, savings of over $4 million from
cooperative bidding for employee health services, savings of $100,000 a year using electronic pay
stubs and direct deposit, cost avoidance of $1.8 million in computer repairs, and many more.

Other longer term PPM projects indicate potential gains in common math assessment, highly qualified
teacher documentation, empowerment school block funding, improving school services, and blending
equity and excellence across the entire district.

Superintendents of districts participating in the North Star pilot program stated that in their years of
experience, they had never seen such reduction of waste and fransformative gains in years of experience
with traditional reform. The North Star pilot program ended in 2009, but is continuing in 2010 and for
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