                                                                                          CG ISC PORTSVA INST 5220.2

                                                                                          12 December 2002




	Commanding Officer
United States Coast Guard
Integrated Support Command
	4000 Coast Guard Blvd
Portsmouth, Va. 23703-2199
Staff Symbol: c
Phone: (757) 483-8590
FAX: 



                                                                                      CG ISC PORTSVA INST 5220.2

                                                                                                   12 December 2002

INTEGRATED SUPPORT COMMAND PORTSMOUTH INSTRUCTION 5220.2

	Subj:
	Continuous improvement process


1. PURPOSE.  The purpose of this instruction is to provide guidance regarding a standard continuous improvement process to be used aboard ISC Portsmouth when evaluating feedback processes performed or services provided by ISC Portsmouth. 

2. ACTION.  Every person assigned to ISC Portsmouth is, to some degree, responsible for the deployment of this instruction, and for making use of the standard continuous improvement process model described herein when reviewing a process performed or service provided by ISC Portsmouth.  Division Officers, Branch Chiefs, Supervisors and employees should be familiar with this standard model and understand its applicability within their area of responsibility in order to improve processes or services in response to customer feedback or changing customer needs.  

3. DIRECTIVES AFFECTED.  None.

4. BACKGROUND.  ISC Portsmouth is a support organization under the supervision of the Maintenance and Logistics Command Atlantic.  The primary customers of ISC Portsmouth’s support are Coast Guard units located in the Fifth Coast Guard District area of responsibility, including Headquarters, Area, Fifth District and Maintenance and Logistics Command units.  ISC Portsmouth is committed to excellence in support.  The open exchange of information between ISC Portsmouth and its customers is a primary tool used to assist the ISC in achieving its strategic goal to provide great customer service.  The Commanding Officer of ISC Portsmouth encourages regular feedback and comments concerning support provided, to assess the quality of services and to better align with customers.  This feedback is key to continual process improvement and to assist ISC make changes to meet customer needs.  

DISCUSSION.  

a.
The flow chart on the next page depicts a standard continuous improvement process that should be employed when evaluating feedback concerning an ISC Portsmouth process or service, or when developing a solution to a new requirement.  This process is intended to be very flexible and can be used for improvement of any type (human resources, strategic plan, service processes, support processes, measurement development, etc.), or for any type of new requirement.  An important element in this process is continuous interaction with customers and encouraging them to participate in the improvement process, including; suggesting improvements, analyzing problems, developing and testing alternatives, and implementing and marketing changes.  

b. Feedback concerning an existing process or service, or a new requirement, may be received through a variety of the means used to understand customer needs and requirements, including formal surveys or a simple customer complaint.  All feedback is valuable and can lead to improvements in the manner in which support is provided.  

c. The elements of the continuous improvement process are as follows:

(1) The input to the continuous improvement process is identifying a new requirement or an opportunity to improve an existing process or service.  This can come from external or internal sources or means.  

(a) External sources include:

(1)
Customers who advise us of a new requirement, identify a problem, make a suggestion for process or service improvement, or have a complaint about a process or service.   

(2)
The need to replace a supplier who provided a key part or element of a particular process or service, or new technologies being developed that impact a particular process or service.

(3)
Inspection or audit results, the identification of new partners, or comparative data from a “partner” that shows better results than we are achieving. 

(b) Internal sources include:

(1)
Systemic indicators of a process or service delivery problem, including measurement or trend showing a decline, survey results (customer or employee satisfaction) showing a decline in performance, lessons learned through experience with the process or service, or benchmarking others. 

(2)
Situational indicators including identification of a process or service delivery problem, the receipt of a process or service delivery improvement suggestion, or identification of a new opportunity for a support process or service. 

(3)
Scheduled reviews of internal drivers, including quarterly, semi-annual or annual reviews of the strategic plan measures, routine review of an ISC Instruction, or information received during a routine personnel exit interview.  

(2) After identifying an improvement opportunity, the first step in the improvement process is to determine how to make the change.  The breadth of the change, complexity of the problem and its impact determine the method to resolve it.  Potential methods for resolving problems in processes or services include:

(a) “Quick fix,” 

(b) QMB review and action,

(c) Directing the issue to a natural working group (NWG), (normally for an issue within the responsibility of one Division, Branch or Shop), 

(d) Establishing a quality action team (QAT), (normally for a cross functional issue),

(e) Including the issue on the Command, a Division, or Branch Strategic Action Plan (SAP), 

(f) Request outside assistance (such as from MLCLANT or other programmatic specialists),

(g) Team with the customer, supplier or partner to develop a solution,

(h) Manage the expectations of the customer, (sometimes customer desires exceed the support capabilities or are unrealistic).

(3) Next we analyze the problem and develop a “total solution.”  In most cases, the original scope may need to be broadened to look beyond the immediate problem(s) and take the opportunity to look for improvements in the entire system or in other business lines.  Any team assigned to evaluate a support process or service delivery problem will normally be empowered to handle the expanded project.  However, if the expansion results in the project being beyond their available time or capabilities, a spin-off project becomes a “lesson learned” and will become input to another continuous improvement process. 

(4) The next step is implementation and testing of potential solution(s).  This may require new measurement, work systems, tools, skills, suppliers or partners.  Potential solutions should be compared against each other, including simultaneous implementation with similar customer groups, if possible, to determine which provides the best result.  

(5) The final step is assessment; or making sure the new requirement is met, or the service delivery problem is rectified.  The goal is always to improve support, thus the solution must have a positive impact on the original problem.  Included in this assessment is an understanding of the costs of the solution and how they compare with those of the original process, or support activity, being improved.  Along with the assessment, the team conducts a “post-mortem” to identify lessons learned for use in other processes or business lines.  

d. Those performing a continuous improvement process should document their findings for possible future use and reference and share them with other similar service suppliers for their use in improving service delivery.

e. The continuous process improvement cycle is implemented again when a triggering event occurs as described in paragraph 2.c.  
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