


State of Wisconsin

CORRESPONDENCE/MEMORANDUM
DATE;: April 15, 2013
TO: Members of the Natural Resources Board
FROM: Cathy Stepp
SUBJECT: Lean Six Recommendations for the Rule-Making Process

In February 2012, the Department started ten projects aimed at reducing workload and costs, accelerating
process timelines, and improving agency efficiency. To reach these goals, the Department uses a data-
driven, customer-focused approach called “Lean Six Sigma” to target waste and variation, improve
customer satisfaction, and increase process buy-in.

In December 2012, the Department assembled a Lean Six team to simplify and streamline the
administrative rules process. The team was tasked with identifying and implementing recommendations
to reduce staff and Board member workload, eliminate duplication, improve timeliness and customer
satisfaction, and provide clear guidance and training.

As a part of the Lean Six process, the team solicited input regarding areas for improvement in the rules
process. Because much of the process is statutorily driven, the team placed a special emphasis on internal
staff and Board procedures. Using the feedback collected, the team has developed a list of proposals.

The team is recommending a package of proposals for consideration by the Board for approval. These
proposals, along with their estimated cost and labor savings if approved, are summarized in the attached
matrix. The Department requests that the Board approve the proposal package.

The team has also recommended, and is in the process of implementing, the following changes to the
Department’s internal procedures:

* Mandatory Rules Coordinators: Each Department bureau will now be required to appoint a
trained rules coordinator to assist staff with the rules process;

*  Rules Toolkit Database: The Department will develop and maintain a centralized “Rules
Toolkit” Database with a suite of new and revised resources, templates, and document samples;

* Revised Rules Checklist: The Department will create and make available a revised rules checklist
which is specifically tailored for rule drafters;

*  DBest Practices Guidance: The Department will develop “best practices” guidance for each step in
the rules process using feedback from Department staff and Board members;

» Updated Rules Training. The Department will set a tong-term goal of developing revised training
resources for rule drafting and presentations, using multiple methods to accommodate different
learning styles and needs;

*  Revised Routing Process: The Department will develop a streamlined document routing process
which eliminates unnecessary and duplicative sign-offs; allows simultaneous review and
electronic signatures; and establishes a standardized routing order based on level of review;

*  Document Elimination: The Department will eliminate the internal “pink sheet™ for scope
statements because its contents duplicate the contents of the scope statement; and

*  Recommendations for Statutory Change: The Department will develop a list of proposals for
changes to the statutes governing the rules process.

Agency Contact:
Chandra Harvey, Attorney, 101 South Webster Street, Madison, W1 53707-7921 608-266-7588
Chandra. Harvey@wisconsin.gov
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AMENDED - Lean Six Sigma Project to Improve the Department's Procedures for Promulgating Rules

PROPOSAL

DESCRIPTION

Pros

Cons

Cost savings

Labor savings

5

Board Members receive
Department-issued tablets
which will reduce copying
costs and paper waste.
Options for NRB: 1) receive
a DNR issued laptop for on-
line access to rules, email,
and resources; 2} download
and print from NRB Internet;
or 3) NRB staff will email pdfs

Alert appropriate
Department contact of
guestions in advance of
Board meetings so
presentations can be tailored

_laccordingly »

Presentations to Board will be
tailored to better meet members’
needs

increases mobhility and accessibility
of documents (can download
documents from email or website);
Reduces paper waste; Provides
access to DNR email and intranet
{including program resources,
tools, manuals, handbooks, etc.};
Electronic note-taking capabilities;
Instant receipt of agenda items via
email instead of mail;
Enhanced/more immediate public
access; Maintenence provided by
Department, not individual
members; Compatible programing
across all Board members; Ability
to search documents for keywords;
Reduces competition for limited
copying and printing equipment;
reduction in overtime hours

This is a cost that the
Department does not
presently incur {Over time,
however, it may be offset
by printing, copying and
postage costs. Initial cost
of tablets: $5,950; tablet
maintenance and licenses:
57,471

Printing and Postage
savings: $7,514

Board Liaison: 9 hours per
meeting, including printing,
copying, assembling, mailing
and filing, reducing the
amount of overtime; Board
Members: Whether time
savings will occur is highly
dependant on individual
usage; however, this proposal
increases ease of use and
accessibility

N

Staff Time: 1 - 2 hours per
rule; Board Members: 5-30
minutes per presentation

- Proposal 6[Total: N//
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[staff Time: 30-60 hours
|NRB: 2.5-15hours = -













Respondents were separately asked whether they had suggestions to change the statutes which govern
the rule process. 29% answered “yes”—a rate fower than anticipated.

Respondents were also given an opportunity to provide suggestions for improvement. Although
feedback was varied, some reoccurring themes emerged. Using the themes guidance, the following are
identified as areas for potential action:

s Samples Bank: Maintain a web-based “bank” of sample rules documents from a variety of
programs, along with corresponding “Do’s and Don’ts” guidelines. Keep these documents in a
single place, accessible to all. This would reduce the need for staff to seek out others to answer
more basic questions.

o Templates: Create document templates that offer guidance on formatting. Keep these in the
same common location as sample documents. Less experienced staff had expressed frustration
in navigating the Administrative Rules Procedures Manual.

¢ Rule Tracker: Develop a tracking spreadsheet that can track when rules steps were completed,
and calculate future deadlines.

» Timeline: Develop timeline guidance for completed rules in the shortest amount of time
possible so staff can better understand and navigate deadlines.

* Rule Process Training: Offer several methods of training. Comprehensive classroom-based
training could be offered more sporadically. However, print and video resources should be
available at all times, and should be focused on specific tasks within the rules process, rather
than on the process as a whole,

e Hearing Officer Training: Offer hearing officer training on a regular basis {annually, quarterly,
etc.} to reduce the amount of time it takes for staff to make arrangements for public hearings.

¢ Rule Coordinators: Ensure that every program has a rule coordinator, and offer guidance to
staff regarding the role of the rule coordinator.

¢ Uniform Routing Procedure: Establish a uniform routing procedure that:

o Seeks attorney involvement early;

o Clarifies the routing order;

o Iselectronic (SharePoint);

o Reduces the likelihood of “lost” documents;

* Pre-Drafting Meetings: Encourage pre-drafting meetings with key policy developers,
management and if appropriate, stakeholders to reduce the likelihood of significant post-
drafting revisions.

o Checklists: Develop checklists for each major step of the rule process.

s Special Process for Mandated Rule Changes: Develop a streamlined process for rule changes
which are mandated by the federal government or state statute changes. Ideally, this process
would omit requirements such as the EIA.

» Economic Impact Analysis: Create extra training and resources for staff tasked with completing
the EIA. Alternatively, hire an economist to complete these.

* Streamline NRB Processes: Explore ways to streamline NRB tasks and processes to reduce staff
and board member workload, including a return to two-meeting {rather than three-meeting)
rule process.
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