LeanOhio Boot Camp:
Transforming the Public Sector
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Handouts



LeanOhio Mantras

Kaizen Mantras:
· Make The Invisible Visible
· It’s not the People, It’s the Process
· Consensus – Go West
· Batching is Bad 
· Listen to the Voices


Ground Rules
· Everyone participates
· Open and honest dialogue
· Respect Opinions
· Consensus
· Leave Rank at the Door
· Blameless Environment





7 Step Program to Implement Lean in State Government
NOTE: This is the approach that Lean Ohio is taking – if you have any additional questions or comments please contact Steve Wall: lean.ohio.gov 
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Kaizen Approach

Before Day One of the Kaizen Event: 
· Informational Overview
· Pre-scoping meeting
· Scoping meeting
· Team On-Boarding
· Final Go-No Go Review

After Day Five:
· 30 Day Meeting
· 60 Day Meeting
· 90 Day Meeting
· 6 Months after
· 1 Year after






Lean Six Sigma Roles and Responsibilities 

· Sponsors/Leadership: Create the vision for Lean Six Sigma initiatives. Define strategic goals and measures of the organization, establish targets and create an environment within the organization that will promote the use of Lean Six Sigma methodology and tools.

· Champion: Is responsible for the day-to-day management of Lean Six Sigma throughout the entire organization. Designs Lean Six Sigma infrastructure and support systems. Uses performance goals, reports and updates sponsors/leadership and acts as a liaison between the leadership on the progress of deployment.

· Project Champion: Selects and mentor Black Belts/Green Belts. Leads in project identification, prioritization and defining scope. Removes barriers for Black Belts/Green Belts and aligns resources. Communicates progress to stakeholders.

· Master Black Belt: Is an expert on Lean Six Sigma tools and concepts. Trains Black Belts and ensures they are properly applying the methodology and tools. Coaches and mentors Black Belts and Green Belts. Maintains training material and works on high level projects.

· Black Belt: Is responsible for leading, executing, and completing Lean Events and projects. Teaches team members the methodology and tools. Assists in identifying project opportunities and refining project details and scope. Mentors and transfers knowledge to others in the organization. Reports progress to stakeholders.

· Green Belt: Is trained in a subset of the Lean Six Sigma methodology and tools. Works on small scope projects, typically in his/her respective work area. Works on various Lean Events/projects.

· Lean Certified: Is trained in a subset of the Lean methodology and tools. Works on small scope projects, typically in his/her respective work area. Works on various Lean Events/projects.

· Process Owner: Is a team member. Takes ownership of the project when it is complete. Is responsible for maintaining the project’s gains and removes barriers to the project.

· Stakeholders: Anyone who has an interest in the agency or project (customers, vendors, employees, government).

· Mentor: A Lean Six Sigma Mentor is assigned to every Green Belt and Black Belt to be a contact person that can help provide guidance and advice throughout the training and project. 

· Kaizen Event Facilitator(s): Is responsible for scoping, preparing and running a week long Kaizen event. The facilitator trains the kaizen team members in the elements of Lean Six Sigma during the week and facilitates and captures the results of the Kaizen event.

· Kaizen Event Formatter: Is the facilitator whose main duties include logistics, analyzing and collecting data and assisting with the Report Out and Fact Sheet.

· Kaizen Team Leader: Is typically the leader of the process under investigation. Assists with the Facilitators and is the main contact for the Kaizen Event Facilitators.

· Kaizen Sponsor: Typically management level who has requested and is sponsoring the Kaizen Event.

· Fresh Perspective: Kaizen event team member that has no prior knowledge of the process. This person can give new eyes and ask the insightful questions. This person is a full team member and expected to attend the full event and participate in the kaizen event fully.
Lean Six Sigma Four Voices
 


Voice of the Customer (VOC)
Before beginning any project or process map it is important for the team to determine the customer. Lean Six Sigma is a customer driven methodology and your customer needs should be forefront in every decision you make. It is imperative that you identify your customer needs including: What your customers want and what your customers think of the current services.

You may obtain the Voice of the Customer in several ways: Please note that the closer the feedback is to the service the more valuable or trusted the feedback:
· Written Survey  (surveymonkey.com or Novisurveys.com)
· Phone calls
· Complaints
· Focus Groups
· Social Media
· Web utilization
· Twitter

The voice of the customer tells us what the customer wants. Often the Voices of Customers (VOC) are not specific and not in technical language and need to be translated to Critical Customer Requirements (CCR).  A Critical Customer Requirement (CCR) is a requirement that is important to the customer. For the Voice of the Customer to be useful, we must ultimately convert the VOC data into Critical Customer Requirements (CCRs) that can be used to assess the performance of our processes.  CCR can be measured whereas the VOC may not be measurable.  CCR also establishes a target, customer specifications, and an acceptable range of performance.




Voice of the Process: VOP
Voice of the Process: is what we observe from the process and what the data tells us.  The Voice of the Process leads us to areas that need attention and to best practice areas.  You need to continually scan your processes and observe areas for improvement.  A Scorecard/Dashboard can be employed to help quickly identify out of spec metrics or areas that need improvement.  The goal is to proactively prevent problems based on “listening” to the data? 

Voice of the Employee: VOE
The voice of the employee is crucial to carrying out the message and mission of the agency. The employee voice brings about personal ownership and a sense of responsibility that employees are directly contributing to success of the agency. Through their voice, employees provide a dialogue with management that sheds light on areas of success within the agency or areas of concern.  The voice of the employee is also linked to the voice of the process in that problem areas can be identified along with the voice of the customer and voice of the business to identify potential opportunities.

Voice of the Business: VOB
A valuable tool to use in capturing the Voice of the Business is conducting performance benchmarking, mission and vision.  Performance benchmarking is the process of determining what other organizations are doing at providing products and services. It helps an organization assess its competitive position. Process benchmarking is the process of finding how “world-class” organizations provide their products and services to determine opportunities for improvement. It relies on process improvement efforts to produce bottom-line results









Project Charter
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Agenda Template
Date:                                                                       Time:                                                    

Meeting/Team Name:                                                                                                         

Meeting Purpose:                                                                                                               

Attendees:                                                                                                                          

	Time
	Topic
	Person 
Responsible
	Expected Outcome

	

	Check - in
	
	

	

	
	
	

	

	
	
	

	

	
	
	

	

	
	
	

	

	Review action items
	
	

	

	Evaluate meeting
	
	


Meeting Minutes Template

Date:                                                          _  Time:                                                                    

Meeting/Team Name:                                                                                                                 

Attendees:                                                                                                                         



	
Topic
	Discussion
	Decision / Action/ Assignments 

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



Next Meeting: 


Action Register Template
Team Name: _________________________
	Meeting date
	Task
	Who 
	Date to be completed
	Action taken or Status

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	




SMART Goals


Specific: Specific goals are required instead of more general goals. This means the goal is clear and unambiguous; without vagaries and platitudes. To make goals specific, they must tell a team exactly what is expected, why is it important, who’s involved, where is it going to happen and which attributes are important. A specific goal will usually answer the five "W" questions.

Measurable: A goal needs concrete criteria for measuring progress toward the attainment of the goal. If a goal is not measurable, it is not possible to know whether a team is making progress toward successful completion. Measuring progress is supposed to help a team stay on track, reach its target dates, and experience the exhilaration of achievement that spurs it on to continued effort required to reach the ultimate goal.  A measurable goal will usually answer questions such as: How much? How many?  How will I know when it is accomplished?

Achievable/Attainable:  Goals should be realistic, achievable and attainable. While an attainable goal may stretch a team in order to achieve it, the goal is not extreme.  The goals are neither out of reach nor below standard performance, as these may be considered meaningless.  The theory states that an attainable goal may cause goal-setters to identify previously overlooked opportunities to bring themselves closer to the achievement of their goals.  An attainable goal will usually answer the question:  How can the goal be accomplished?

Realistic/Relevant: Choose goals that matter. A bank manager's goal to "Make 50 peanut butter and jelly sandwiches by 2:00pm" may be Specific, Measurable, Attainable, and Time-Bound, but lacks Relevance. Many times you will need support to accomplish a goal: resources, a champion voice, someone to knock down obstacles. Goals that are relevant to your boss, your team, your organization will receive that needed support. 

Time-bound:  Goals need to be grounded within a time frame, giving them a target date. A commitment to a deadline helps a team focus their efforts on completion of the goal on or before the due date. This part of the S.M.A.R.T. goal criteria is intended to prevent goals from being overtaken by the day-to-day crises that invariably arise in an organization. A time-bound goal is intended to establish a sense of urgency.








SIPOC
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	Supplier
	Input
	Process
	Output
	Customer

	













	
	
	
	










Process Mapping
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Process Maps are used to: 
· Capture current & new process information
· Identify flow of transaction
· Identify responsibility of different business functions
· Clearly show hand-off between functions
· Identify VA & NVA activities
· Train associates in new process

Four Steps to Create a Process Map:
1. Create macro level flow of process
2. Determine functional areas
3. Detail the steps
4. Connect the arrows



















	Process Mapping Shapes
	Process Mapping Arrows

	

	Functional areas within a process.
	

	Single straight arrow – used between tasks performed by same
person or area, but no physical movement has occurred.

	

	Beginning and end points of the process.
	
	

	

	Any task/activity where work is performed. Usually written as a noun and a verb.
	

	Box arrow – indicates physical movement of information / product from one person / function to another.

	

	Places where information is checked against established criteria
(standards) & decision made on what to do next.
	
	

	Delay

	Any time information is waiting before the next process or decision (i.e.
in-baskets, out-baskets, waiting to be batched).
	


	Jagged arrow – indicates electronic movement of information from one person / function to another.




Value-Adding Activities (VA)
Transform materials and information into products and services the customer accepts.  To be considered Value Add the step must pass all three of these statements:
· Done right the first time
· Transformational – changes form
· Customer is willing to pay for!

Non-Value-Adding Activities (NVA)
Consume resources, but does not directly contribute to product or service (customer does not care about or is not willing to pay for).

Non-Value-adding, but Necessary (NVAN)
Customer does not care, but we are required to perform the step by current statute or law.
Sample Operational Definition: Quick Sheet

	
	Who
	What
	How
	Where
	When

	Data (1)
	
	
	
	
	

	Data (2)
	
	
	
	
	

	Data (3)
	
	
	
	
	

	Data (4)
	
	
	
	
	




Sample Data Measurement Plan Form
	
	Performance Measure
	Operational Definition
	Data Source and Location
	Sample Size
	Who will collect the data?
	When will the data be collected?
	How will the data be collected?
	Other data that should be collected at the same time

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	



TIM U. WOOD
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5S Plus Safety


5S is a lean tool that literally stands for the five “s” words (Japanese originally) to assist in work place organization and standardization of work procedures. 



Notes: 														
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Brainstorming
One of the Most Important tools we all know about, but never employ

Brainstorming is a technique, generally used in a group setting to quickly generate a large number of ideas about a specific problem or topic. The goal of brainstorming is to generate ideas and make sure everyone in your group understands the importance of postponing judgments until after the brainstorming session is completed.
[image: ]Silent Brainstorming

· Have participants write ideas individually on Post-it notes or small 
slips of paper.
· Collect the papers and post them for all to see.
· Review and all ideas (eliminate duplications)
· Rank ideas (P.I.C.K. Chart)





Impact Control Matrix
By deciding where an idea falls on the Impact Control Matrix four regions are used: 
I. High Impact/Low Control
II. High Impact/High Control
III. Low Impact/Low Control
IV. Low Impact/High Control
[image: ][image: ]



Poka Yoke Your Forms

[image: ]SLOW Form for Renewal Requests


	Name:
	
	Agency:
	

	Department:
	
	Agency Reference #:
	

	OAKS ID:
	
	
	

	Program:
	
	
	

	Send to: 
	

	Bill to:
	

	Approval Date Requested:
	

	Phone Number:
	

	Email:
	
	Fax Number:
	

	

	
	
	
	

	
Additional Information:
	

	Name:
	
	SSN#:
	

	Department:
	
	Phone Number:
	

	Address:
	

	Date of request:
	

	Number of Times Renewed:
	

	Improvement Initiative:
	

	Form Type:
	

	
	

	
	

	Approver Signature:
	

	Title:
	

	Date:
	

	
	

	
	

	Supervisor Signature:
	

	Title:
	

	Date:
	

	
	

	
	

	Director Signature:
	

	Title:
	

	Date:
	

	
	

	Provide attachment for additional justification:
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Action Registers



· Action registers record anticipated plans that will begin in the near term future and will serve to remind the team of the actions necessary as a result of the event.  (samples)
· Technology or I.T.	Policy or Procedures	   Forms				Dashboard
· Human Resources	Communications	   Checklists			5S Team
· Facilities		Training		   Overall Implementation	$ saved/redirected

	What
	Who
	When

	
	
	

	
	
	

	
	
	






                    
· WHAT  action or objective needs to be accomplished
· WHO  will take the lead in seeing that a team accomplishes the objective
· When – a specific date for beginning the objective and completing the objective
[image: ][image: ][image: ][image: ]



[image: ]
Lean Routine
Lean strategies, principles and tools used in Kaizen events can all be used daily to improve less complex processes. Make improvements all in one day, over 5 separate weekly meetings, or a combination.  

5 Step Rapid Improvement Process


Steps:
Pre-meeting with process owner to pre-scope and select team
1) Scope the issue to ensure it is the right size  
2) Make that part of the process visible, and gather data such as: lead time, cycle times, error rates, costs, etc. for those steps identified.
3) Analyze Data, ID Waste, and non-value added activities.
4) Lean it Up
5) Do it! And Sustain

To begin:
· Pick a small part of a process that is a pain point, not the entire complex process
· 8-15 steps maximum 
· 2-4 swim lanes maximum
· Select a part of the process that is in you or your small team’s control

Day 1


Training


Walk Through


Day 2


Discovery


Improvement  Ideas


Day 3


Improvement	


Commitment	


Brainstorming


New Process


Day 4


Design


Implementation


Planning


Registers


Day 5


Results


CELEBRATION


Follow-up


Introduction























Voice of the Customer (VOC)


Voice of the Business - VOB


Voice of the Process - VOP


Voice of the Employees - VOE












T


I


M


Transportation: Involves unnecessary movement of materials from one operation to another



Inventory/ Information: Consists of excess materials.  Costs are incurred for environmental control, recordkeeping, storage, and retrieval.  Run the risk of gathering dust, deteriorating, becoming obsolete, or getting damaged. 


Motion: The inefficient and unnecessary movement of workers and machines.  Workers should not have to walk excessively, lift heavy loads, bend abnormally, reach, or repeat motions.


W


Waiting: Periods of inactivity in a downstream process occur because an upstream activity does not take place or deliver on time. 



O


Overproduction: The visible storage of material, producing more than demanded, or producing it before it is needed.  Producing to anticipated demand, making earlier, or making faster than is required by the next process.


O


Overprocessing: Due to additional steps or unnecessary activities in a process, such as rework, reprocessing, or rehandling.



D


Defect: This waste involves products or services that do not meet the customer expectations or requirements, resulting in returns, rework, or repair.



U.


Underutilization: Underutilizing employee talent, office space, technology, or any available resources.





















Seiri


Sort


Seiton


Straigh ten


Seiso


Shine


Eliminate unnecessary items from workplace


Seiketsu


Shitsuke


Efficient & effective storage methods


Clean and maintain


Stand ardize


Establish best practices


Sustain


Continue the improvment for life



















Scope the Issue


Make the Invisible Visible


Analyze Data, ID Waste


Do It! And Sustain


Lean it Up!
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Project Selection Checklist

Project Title: Project Lead
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[Disagree
Steategic [This project aligns with top level agency strategy.
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Jagency.
Significant [This problem is a priority for our agency.
Significant [The problem identified in this project is chronic.
| This problem has been around for a long time.
Significant [This problem has resulted in a ot of ime and or
|money spent in rework or waste.
[impact [There is 2 large isk of doing nothing.
[impact [This project wil dircctly and positively impact the,
|customer.
[impact [This project wil dircctly and positively impact the,
Jagency.
[Measurable [This process can be measured
[Measurable [istoric baseline data are available.
[Manageable | Thete are no other project initatives going onin
this area
[Manageable | The scope is defined and manageable for this
[project
[Manageable |Resources are available to address this problem.
[Manageable | This project can be accomplished in 2 easonzble.
|amount of time (3-6 months) [Total
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Lean Six Sigma Metrics

[/Ohio

Time Metrics — how long it takes to produce a
product/service? How much of that is processing
time versus idle time

Cost Metrics — how much does the
process cost to operate (FTES). Is
there identifiable savings for the
project

Quality Metrics — how often does the process
lead to mistakes that require rework. How do
customers view the process?

+ Lead Time for process- total time (from start to
finish from the customer’s perspective including
waiting time)to develop the product/service.
Typically expressed in days

+ Best and worst completion time

+ Percent on-time delivery

+ Processing time- time to complete a process or
process step, excluding wait time

« Activity ratio - processing time divided by lead
time, expressed as a percentage

+ Value added time

+ Non-value added time

+ Non-value added but necessary time

+ Percent value added time

« Labor savings
« Cost savings

+ Cost per product- including labor,
material, and overhead to produce
the product/service

+ Customer satisfaction

* Rework

+ Percent complete and accurate — percent of
occurrences that work in process released to
the next step does not require a downstream
customer to make corrections or request
information that should have been provided
initially.

+ Rolling first pass yield — percent of
occurrences that the product or document
passes through the entire process without
needing rework.

Output metrics

How many were produced each month/year

« Production

+ Backlog — number of products/services that
have not been started or entered into the
process

* Work in process — things currently being
processed

« Inventory- a supply of raw materials, finished

products, and/or unfinished products in excess
of customer demand

Process complexity to be done
during the event

« Process steps
+ Value added process steps
+ Decisions

Handoffs

Loop backs

Black holes

Organizational Metrics

+ Lean events conducted

+ Lean Event participation — number of
employees

+ Lean training provided-number of employees
attended.
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