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WELCOME TO LEANOHIO BOOT CAMP!

You are about to embark on a journey that will invite you to look at your work in
an entirely new way. You are in for four days of fast-moving, highly interactive
learning and fun. You will be able to take the skills and tools that you learn
back to your workplace to make things simpler, faster, better and less costly.
You may even find ways at home and in the community to use these skills and
tools.

This training course has been developed and refined over several years based
on our experience in applying the business practices of Lean to the public
sector. While governing is different than business, we can adapt business
thinking and best practices to our organizations with great benefit.

During this course you will hear about many public sector organizations who
have successfully applied Lean thinking and tools to make their organizations
better. We continually learn from others about how they are using Lean, and our
sincere hope is that you will become learners and practitioners along with us to
make Ohio great!

Enjoy your Boot Camp experience and go do great things!

The LeanOhio Team
www.lean.ohio.gov

© 2019 All rights reserved.

No part of this publication may be reproduced, stored in a retrieval system, or
transmitted, in any form or by any means, electronic, mechanical, photocopying,
recording, or otherwise, without prior permission of LeanOhio.
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DAY ONE
INTRODUCTION, OVERVIEW
AND BASIC PRINCIPLES

LEAN©hio

Boot Camp



WELCOME

Over the course of 4 days

Welcome to Lean Ohio’s Lean Boot Camp. Over the course of 4 days, you will learn
about Lean, the History of Lean, Lean Principles, Lean Tools, and how to use them.
Through experiential learning activities, you will engage with the topics from both a

hypothetical and ‘real-world’ standpoint.

Introduction (Slide 1.3)

Name
Organization
Role in organization

Lean and/or Six Sigma
Experience

Ground Rules (Slide
1.4)

Everyone Participates

Engage in Open and
Honest Dialogue

Respect the Opinions of
Others

Work to Build Consensus

Suspend
Judgment/Blameless
Environment

Leave Rank at the Door

Housekeeping Rules
(Slide 1.5)

Silence your cell phones

Keep interruptions to a
minimum

Be on time
Stretch

GROUND RULES

As with any group session, it is a good idea to establish, state, and agree to
the ground rules we will adhere to in the session. Here are the ground rules
we have established:

» Everyone Participates

» Engage in Open and Honest Dialogue

« Respect the Opinions of Others

Work to Build Consensus

Suspend Judgment/Blameless Environment
» Leave Rank at the Door

.

Can you think of any others?

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 14

HOUSEKEEPING RULES

| Help Us to be Mindful

As with any group session, it is a good idea to establish, state, and agree to
the ground rules we will adhere to in the session. Here are the ground rules
we have established:

Silence Your Cell Phones
Interruptions to a Minimum
Be on Time

Stretch

Always Snack Time!
Dress Code
Schedule/Breaks/Lunch

L

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov




+ Always make time for snack time!
+ Follow dress code
+ Follow schedule for sessions and breaks

Boot Camp Road Map (Slide 1.6)

Standard
. Poka Clean Sheet
Teamwork 4 Voices SIPOC 58 Yoke Work Redesign

8 1

1

O

Start

Project Lean Process
Charter  Principles Map

Data
Collection

Implementation




Teamwork
Project Charter
Lean Principles
4 Voices
SIPOC
Process Map
5S

Poka Yoke

. Data Collection
10. Standard Work
11.Clean Sheet Redesign
12.Implementation

©WoNo>OhwWN =

BOOT CAMP: FOUR-DAY OVERVIEW (Slides 1.7-1.11)

DAY ONE

Introduction, Overview and Basic
Principles

e Lean Six Sigma Intro/ Overview
Pre-Assessment

PDCA

Four Voices

SIPOC —Introduction to scoping
Project Selection

Project Charter

Teams and Team Dynamics
Gemba

Process Mapping

Identifying Waste

Value Add/Non-value Add
Root Cause Analysis
Fishbone (Ishikawa) Diagram
Metrics and Data Collection

5S




DAY THREE

Analyze and Improve

+ Poka-Yoke

* Pareto Diagram

+ Lean Tools: Batching/One Piece Flow,
Standard Work, Pull, Kan-Ban

+ Brainstorming

* Affinity Diagram

* Clean Sheet Redesign

* Developing the Future State

Implementation Plans and Tools
Making the Future State Happen
Measures of Success

DoP Simulation

Taking Lean Back to your Workplace
Show What You Know




Self-Assessment (Slide 1.12)

Date; == Name

Eefore Boot Camp

a2 4+

[Oe[e[@E

[O[O[F@[9)]

I '-fﬂli

KREEE

D[O[E[®[@]

Se[E[E[E]

Hate your imowledage of each ttemy 1 = hifile to no knowhedpe 2 = some Inowledse 3 = some Imowledes

LEAN®hio

Boot Camp

a Lean and Six Sigma

b Using data to make informed
decisions

¢ Operationsl Defimibons

d SIPOC

e, bS

I. Procass Map

. Poka Yoke

h. Data Collaction

L Standard Work

j. Clean Sheel Redesign

E. ImpiEmenting Lesn

Date:

After Boot Camp

[C[e[e[9]@)]

RIS

1 i &
OlEIE R
] A RE] 5

snd apphcation 4 = comformble knowledge snd application = great knowledpe and application
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3 ZONES (Slide 1.13)
| 3 ZONES

\
1. Comfort
2. Learning
3. Panic

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

EXPECTATIONS (Slides 1.14)

What are your expectations of EXPECTATIONS

Lean Ohio’s Boot Camp?

What would you like to be
able to do differently?

How do you anticipate
participating in the Boot Camp
will help you?

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

Video: Fable of Complexity (Slide 1.19)

11



This video titled, The Fable
of Complexity, is an excerpt
from Ken Miller's book,
Extreme Government
Makeover. You will soon see

how honorable efforts in a b g
City’s government spin out of Gamplaiiy

control when attempting to
meet rising work demands
and reduce workload. The
results are a suffocating
overload!

As you view this calamity,

Pay attention to the
original problem and all the different attempts to fix it that follow.

As the problem grows and grows, make note of each problem that is born
from each attempted solution.

Notice the changes among employees and the resulting frustration.

Ask yourself, do the changes they make demonstrate authentic change, or
just modified reorganization?

12



WHAT ARE LEAN AND SIX SIGMA

To Understand Lean We Must Understand Process (Slide 1.21)

| EVERYTHING IS A PROCESS :

“If you can't describe what you are doing as a process,
you don't know what you're doing.” W. Edwards Deming

People
Equipment
Materials

Methods
Environment

“A bad process will beat a good person every time”
W. Edwards Deming

Simpler, Faster, Better, Less Costly - Lean.Ohio.qov =
Processes Tend to be Invisible (Slide 1.22)
PROCESSES TEND TO BE INVISIBLE g
Point B:
RESOLUTION
Point A:
REQUEST
Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 121
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What is Lean? (Slide 1.23)

Lean is defined as a systematic approach to identifying and eliminating waste (time,
money, space, effort) through:

+ Continuous improvement
+ Sequencing the service or product at the pull of the customer

“Lean focuses on speed without sacrificing quality for the customer”

Lean’s foundation rests on two pillars (Slide 1.24)

e Pursuit of continuous improvement

¢ Philosophy of respect for people

Seven Key Principles of Lean

Define value in the eyes of the customer
Identify the process for a service or product
Create continuous flow withoutinterruptions
Reduce defects in services or products

Let customer pull what they want

Eliminate or reduce variation

N o o bk wbdh =

Pursue perfection (Six Sigma)

In Manufacturing or Government (Slide 1.25)

Processes are perfectly designed to give us the results we are getting. If we want
different results, we have to change the process.

14



Six Sigma (Slides 1.26-1.27)

Six Sigma is a business management strategy originally developed by Motorola, USA in
1986.

| SIX SIGMA: 60

e Collection of tools to
improve the quality of

Standard Bell Curve

process outputs by: Population n=sample size
Standard Curve = where data
o ldentifying and lands

removing the 1 = Mean (middle)

causes of defects
(errors) and

o Minimizing
variability in

processes Simpler, Faster, Better, Less Costly - Lean.Ohio.gov
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e Sources of variation
can be identified, quantified, and eliminated or controlled

o 99.99966% of the outputs produced are statistically expected to be free of defects.
(3.4 defects per million)

¢ In 1 million applications, prescriptions, road signs, etc. 99% means that up to 10,000 of
that 1 million can be incorrect. With six sigma, 99.99966% means that 3.4 out of 1
million can be incorrect.

LEAN Six Sigma (Slides 1.28-1.32)

LEAN SIX SIGMA

Process improvement

requires aspects of both

Lean and Six Sigma

approaches. Both are:

» Customer focused
Quality focused
Require strong
management support
Data driven decisions
Proven continuous
improvement methods

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 130

15



LEAN AND SIX SIGMA

Lean Six Sigma

PDCA Methodology

DMAIC Methodology

'Reduce Time and Waste l
Reduce cycle time and
bottlenecks, increase flow and
pull

'Process Mapping, 5S and 8
Wastes — and more

Reduce Defects and Variation

Six Sigma Goal: 3.4 Defects per ‘
million opportunities

Data and Analysis Tools — and
more

Achieves goals by use of less
technical tools such as 5S,
workplace organizational and
visual controls. (ASQ)

Achieves goals by use of
statistical data analysis, design
of experiments and hypothesis
testing. (ASQ)

‘Carno Belts

Simnler. Faster. Retter | ess Costlv - I ean Ohio.aov

| Green Belts, Black Belts

HISTORY OF CONTINUOUS
IMPROVEMENT (SLIDES 1.33-1.40)

*

1793

Eli Whitney
Inurchangeable Parts

1800s

Carl Frederick Gauss
Normal Bell Curve

HISTORY OF CONTINUOUS IMPROVEMENT

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 133
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*

HISTORY OF CONTINUOUS IMPROVEMENT

1901

Henry Ford
Lean Manufacturing

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 12
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HISTORY OF CONTINUOUS IMPROVEMENT ¥

Norld War II

1939 - 1945

19505 [

Joseph M. Juran i

&
W. Edwards Deming

1970s

Toyota

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 136

HISTORY OF CONTINUOUS IMPROVEMENT .

Contrel

{E‘E Inprove Iw Defe

Six Sigma Anolyse an)\
MOTOROLA ‘ ‘
1990 G liied
Black Belt Sig I
Simpler, Faster, Better, Less Costly - Lean.Ohio.qov 137
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*

HISTORY OF CONTINUOUS IMPROVEMENT

.’ 40% increase ’
20008 {/"IISI)()r[ : : in londlunch ""”‘w

J/me mang ! doubling program revenue across one district’s

g mpro veg;;.‘em o elementary, middle, and high schools!

: ent
£ 5 $400,000 in cost reductions
AN SR ey
he FACTURING : " g
ea'thc > < $200,000 in cost reductions
Pro are: for a small county school district through L
cesslng the optimization of five bus routes.

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 138

Quality WayPioneers (Slide 1.40)

1. W. Edwards Deming (1900-1993)

He famously quoted having said: “95% of quality problems are due
to system, while only 5% are due to employees” W. Edwards
Deming developed a list of 14 points in which he emphasized the need
for change in management structure and attitudes. He is credited with
starting the modern quality improvement movement. He:

¢ Introduced statistical methods to American industry during World
War Il

e Focused on quality, what the customer needs and wants
e Developed a process-oriented approach
¢ Acknowledged and involved workers’ expertise

e Understood variation using statistical analysis

19



2. Walter A. Shewhart(1891-1967)

PDCA, Plan, Do, Check Act is attributed to Walter A. Shewhart and
was popularized by W. Edwards Deming. Shewhart worked at the
Hawthorne plant of Western Electric, where he developed and used
control charts. He is sometimes referred to as the “Father of Statistical
Quality Control (SQC)” because he brought together the disciplines of
statistics, engineering, and economics.

As the ‘Father of Statistical Quality Control’, Shewhart:

» Developed control chart techniques: identified common cause, and
special cause variation

» Developed the methodology of the PDCA Cycle (known as the
Shewhart Cycle or Deming Cycle)

3. Joseph M. Juran (1904-2008)

Joseph M. Juran pursued a varied career in management beginning in
1924 as an engineer, executive, government administrator, university
professor, labor arbitrator, corporate director, and consultant.

Juran is the Co-founder of the 20th century quality movement who

o Worked with Japanese to introduce quality concepts

» Focused on quality control as a management tool rather than
specialist’s technique

« Emphasized the cost of quality. “The further from the source, the
greater the cost.”

4.Philip Crosby (1926-2001)

Phillip Crosby’s philosophy was “Do it Right the First Time”. He originated
the ‘zero defects’ concept. A Business Person of Quality, Crosby was
known for the following:

eManaged on the basis of Quality, based on DIRFT “Do it Right the First
Time”.

eMade Quality meaningful and accessible to American executives

e Promoted addressing Quality problems through existing management
structures rather than from statistical basis

20



5. Kaoru Ishikawa(1915-1989)

Kaoru Ishikawa is known as the “Father of Japanese Quality” He pioneered

the concepts of Quality Control as follows:

o Implemented Quality Circles

» Developed the Cause and Effect diagram focusing on root cause
analysis

» Worked with Deming through the Union of Japanese Scientists and
Engineers

» Made ‘Quality Movement’ a nationwide phenomenon

PROCESS IMPROVEMENT (SLIDES 1.41-
1.61)

A process is the interaction of people, methods, materials, equipment, measurement, and
the environment to perform a task or produce an output. Process Improvement is making
improvements to that make the process simpler, better, faster and less costly without
compromising quality of the product, team, suppliers, or customers.

PDCA

PLAN

Adopt, Adapt, or Define and analyze

Abandon problem; Develop
solution

CHECK

Check /Study the

results of your test Plan and test solution

21



Process Improvement Activity: Card Game

Required Roles: team leader, time keeper, and a recorder.

Each team is given a shuffled deck of cards, face down in the middle of the table

The goal is to place the cards in Ace-King order displayed face-up on the table as
quickly as possible. The groups will have 3 Rounds in which to improve their times and
perfect their process.

Groups will have 5 minutes initially to plan their process and set their time goal

for how long it will take to put the cards in A-King order for each suit, displayed face-up
for any observer for Round 1.

Plan for Round 1

Plan for Round 2

Plan for Round 3

PDCA (Slides 1.44-1.55)

Dr. W. Edwards Deming said, If you can't describe what you are doing as a process,
you don't know what you're doing.” Everything has a process, and processes can be
improved.

Dr. Deming promoted the Plan-Do-Check-Act Cycle or Plan-Do- Study-Act Cycle
as the method for continuously improving processes. The purpose is to better
meet the needs and expectations of the customers in an efficient manner.

The PDCA cycle and Lean thinking and tools will allow you to make meaningful,
sustainable, positive change in your work and workplace. It requires you to thoroughly
understand the problem and thoughtfully assess where the best opportunities lie
rather than jumping immediately to solutions, which is usually our first impulse. Lean
tools, like SIPOC, Process Mapping, Poka Yoke, Standard Work and many others
provide a structured approach to making improvements.

22



The Plan-Do-Check-Act Cycle is a four—step model for making improvements

Simple standardized method of improvement
Repeatable and consistent
“Scientific Method”

Just as a circle has no end, the PDCA cycle should be repeated again
and again for continuous improvement

CHECK

PDCA [0)

Plan

1. Identify and Select
Problem
Define Current State

Define Desired State
Analyze
Select Solution to test

NdwWwN

7. Improvement
Metrics
8. Check Results

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 8
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A3 (Slides 1.56-1.59)

[Title:
Your Name:

P1: Background/Why
change is needed

P2: Current State

[ Date Started:

Current Date:

P4: Analyze

5: Potential Solutions

. Team:

Sponsor:

C7: Check Results

C7: Other Results

P3: Project Goal D6: Action Plan & Test

A8: Follow-up and

| Monitoring

24




Title: Team:
Date Started: Current Date: Executive Sponsor:

Why are we working on this What is preventing achievement of ~ Collect data. Check the results of
problem/opportunity? What is the the goal? What is the root cause or ~ your improvement. Did you close the
business case? What is the pain causes of the problem? Fishbone or 5 gap? Simpler, faster, better, less
point? What is the impact? Scope?  whys. costly.

pramentsate  rspoenatsowions [

What is currently happening? Extent  Brainstorm solutions. Analyze them.  What went well? What didn’t? If you

of the problem? Data. Statement of ~ Select a solution to test. didn’t achieve goal, then go back to
the problem. Graphically present a test another solution. If goal is
picture of the current state. achieved, put into standard work.

_\ D6: Action Plan H—

What specific outcome is required? ~ Develop an action plan for running ~ What is the plan for ensuring that
What is the goal? What is the gap?  your test (or pilot) and implementit. solution benefits are maintained?
Specific improvements in How will you monitor?
performance needed? o
Pictures/graphs.

25



PDCA: Roadmap to Improvement (Slide 1.58)
| | |

PLAN Identify Gather data Scope the issue: Develop
Problem and Develop SIPOC; charter/ start
(problem background Identify customer A3
guide) it is a problem?) focus group,
What, When, interviews)

P1 selection (How do you know | requirements (survey,
Where, How much

Determine Develop Data GEMBA - go observe | Identify waste
P2 current state Collection Plan the process in the (TIM U WOOD)
and gather data workplace. Develop a | and pain points

Process Map

R | |

Establish target | What measures Make goals SMART
P3 goals/future/
desired state

will tell you if you
I |

are successful?

Analyze the Examine the Fishbone diagram, Find the Root
P4 problem data, Understand Pareto diagram, Run | cause of the
the chart, bar chart problem, 5
causes of problem Whys ‘
Determine Brainstorm Select improvement State a
best improvement (s) Use flow, poka hypothesis: If
improvement ideas, Evaluate yoke, standard work. | we do X then
(s) (Impact/ control Develop new process | we think Y will
matrix) map happen
Test your Plan Implement test Action
Improvement implementation of a | solution. register,
(s) test of the proposed | Gather data to Gantt chart
solution measure success Data
collection
tools

Check/study Evaluate results: Seek feedback from Determine if
the results of Compare before customers the actions

your test and after measures taken were
successful

Adopt, adapt Implement Monitor: Collect data & | Tell your story

or abandon. standard work. review periodically. | Complete the

Monitor OR test another Track results using A3

Tell your Story solution visual management

26



This page will be handy for future reference!

PDCA, A3 and DMAIC (Slide 1.59)

PDCA A3 DMAIC TOOLS
Identify the problem or  |Clarify Define Project selection
PLAN opportunity for problem guide Charter,
improvement SIPOC, scoping
Understand the Break down the |Measure | Gemba Walk,
current situation problem Process Mapping,
(background & Data Collection
measure)
Identify the goal and Set a target
the gap
Analyze the situation Root cause Analyze |Waste - VA/NVA/
(determine root cause) analysis NVAN, Data
Analysis, Pareto,
Fishbone Diagram,
5 Whys, Root
Cause, Statistical
Process Control
Identify potential Develop counter Brainstorming,
solution(s), select measures Affinity Diagram,
solution to test. Impact/Control
If we do ---- then ---- matrix, Flow
Will happen (Batching,
Push/Pull) Poka
Yoke, 5S, Kan Ban,
Plan and implement a Implement Improve | Action Register,
test of the proposed counter Gantt Chart, Data
solution measures collection
CHECK |[Study the results of Evaluate results
@ the test
Act on lessons learned, |Standardize Control [Standard work,

adjust as needed,
Implement system-wide,
Monitor

success,
Monitor

Visual Management

27




Video: Lean in Action — TPS (Slide 1.60)

Video:

Toyota
Production

System

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

4 Voices (Slide 1.62-1.62)

An important Lean tool is listening to the “4 Voices”. This lesson will tell you what the 4
voices are and give you the opportunity to express and discuss each.



Activity: 4 Voices

(Slides 1.63
4 VOICES

To inform process improvement we need to listen to four voices
Voice of the Customer - VOC
Voice of the Business - VOB
Voice of the Process - VOP
Voice of the Employee - VOE

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 162

Activity: 4 Voices (Slide 1.64)

ACTIVITY: 4 VOICES

Your Movie Theater

Group 1: You own a local movie theatre You
are going on vacation for 10 days You have
asked your theatre manager to email you 5
data items every other day.

What do you want to know?

Group 2: As a customer what is important to
you in going to the theater?

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 163
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Voice of the Customer (VOC) (Slides 1.66-1.70)

‘ 4 VOICES: VOICE OF THE CUSTOMER

Describes the stated and
unstated needs or

requirements of the customer. @ — G%,a(ihf

« |dentifies the Customer Cus‘fow\er S~ ‘
Efficy ncy

» Needs
Drivers

- Critical to Quality )\ \ '
» What they Don’t Want [erlie
» Meeting Expectations RS
- Exceeding Expectations Relicbi |;'|'.1

Cimnlor Enctor Dottor |oce Cacths - Lonn Nhin nnu

Customer needs and expectations need to drive our improvement efforts.

These are usually stated in general terms and need to get translated to more
measurable terms.

Voice of the Customer (VOC)

* Immediate feedback — VOICE OF THE CUSTOMER IS MULTIFACETED
close to the service S S ——
received?

» Utilize social media b

400384 350 391 How do you rate the value of the services?
« Web utilization m I o

s 400 + 357368364 Did you receive the services you expected?
+ Raised expectations s - - iy
«  Want it faster i% x| snon o
«  Wantit on-line ¢ € & I I I
«  Want it INSTANTLY - I l

DAS HRD GSD oI €00 OCB  Central LeanOhio
Service

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 1
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Voice of the Business (VOB) (Slide 1.71)

‘ 4 VOICES: VOICE OF THE BUSINESS

Describes the stated

7p]
- Z g g,
and unstated needs VAES e <ZCMIWI § o o 3
‘ or requirements of ;,’{ET“&{‘S"LIC,TKI\&&EOACHIEVE gE=
the organization BUSINESS @~ ANALYSIS STRATEGIC
ol , 3
- Vision 28 UG N e
-+ Mission §§ £ “J N 1
: oy e de s
- Financials : O LEVELSTATEMENT 2250k 2
- Performance Metrics *APPROACHES RANK To01s = — QWIS =
~=EXTERNAL =~ & —=Z5
MARKETS S
(o]
Simpler, Faster, Better, Less Costly - Lean.Ohio.gov
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Voice of the Process (VOP) (Slide 1.72)

4 VOICES: VOICE OF THE PROCESS

Describes what the process is telling you

« What's working

» What's not working

» Process Data provides the voice — the information needed

© 80 «©o

.
o B @ 8 @@
(oo Do g owes | [ouw

I @4 =P

i

=

-

FEEDBACK

Things to Remember About the Voice of the Process (VOP)

e A process produces what a process produces including variation and defects.
e A process is not necessarily designed to give the customer what they want.

e Many times the voice of the process is not necessarily consistent enough to
satisfy the voice of the customer.

e Customer needs and expectations drive innovation. Although they may seem
difficult, innovations can build better processes.

e Automation is sometimes the right answer but not always.

e To change the outcome, one must change the process.

Voice of the Employee (VOE) (Slide 1.73)

4 VOICES: VOICE OF THE EMPLOYEE

Describes the front line knowledge
and requirements of the employee.

» The people who do the work know the

weUNbiased -

work best! » o T
- Employees are closest to the Customer ;tn sélm[!'e‘..y;a“nual;}'d

- Lean principle of respect for people Empmyees'ﬁ@mcﬁ“—

action-Survey-
- Set them up for Success 7|0l designed e ==

= Change can be difficult avseg 1\ nr’oﬁ_ss
- Empowering employees to make ‘!‘z<suw9ys a0y P -conne -
= _communicate

change promotes ownership of the
work and creates a better place to work

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 172
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Video: Seinfeld CarReservation (Slide 1.74)

VIDEO:

el When is a Reservation

Not a Reservation?

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 173

ACTIVITY: DEPARTMENT OF
PREVENTION (DOP) (SLIDES 1.76-1.78)

DoP SIMULATION RULES &ent of Py
« DOP needs to process 16 apps every day (8 min) in‘& °'>,
« Each DOP employee is required to work until the end of the a S
day -g Sa;
» Every position has written instructions that must be followed o
t’on is oW

« Each DOP employee is responsible for getting their own
materials

» Materials cannot be shared and must be transported in the authorized folders
only

« Each folder can hold only two applications
» Forms will be processed in batches of two
« Extra materials can be found in the Supply Area

« All DOP employees are responsible for moving their completed work to the next
worker

» Folders cannot be moved across the table. All work must travel around the
outside of the table

* Running is not permitted
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* You are required to follow the written instructions

Refer to Simulation Instructions and Handouts for job assignments, stations, and

more detailed instructions

SIPOC OVERVIEW

Video: SIPOC (Slide 1.81)

This video entitled, SIPOC
details an important Lean tool. A
SIPOC is used to graphically
outline all the relevant elements
of a process and helps to
understand the systems aspect
of a process. SIPOC depicts
how the given process serves
the customer. It is a great tool to
share with senior leadership.

What are some tips the video
gives about SIPOC?

WHAT IS

SIPOG?

VIDEO:
SIPOC

LEAN®

Simpler, Faster, Better, Less Costly - Lean.Ohio.qov

SIPOC (Slide 1.82-1.83)

SIPOC clearly defines the
Purpose and Scope of a
process. A SIPOC Diagram
is used to identify all
relevant elements of a
process improvement
project before work begins.

« High Level: 5-7 process
steps

 Reach consensus

» Use Post-It-Notes to
document each step

SIPOC

High Level Tool: 50,000 foot view

Will help you gain a snapshot of the
process:

» Suppliers
* Inputs

« Process

» Outputs

« Customers

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 181
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« Beware of those that want to get into the details of process

+  Great tool to share with senior leadership

Suppliers
SIPOC
Suppliers are individuals or Suppliers Inputs Process Outputs Customers
. . . Individuals or | Material The step by Products Those who
OrganlzathnS that prOVIde organizations |information step method | information receive the
inputs to the process. These that provide | and/or that produces services process
. inputs to the | services that | the output, and/or output, pay
can be internal (eg process. are required |defined ata |decisions that | for it or are
department’ diViSion or by the very high are produced _dlrectly
X . process to level -only 5 | by the impacted by
individuals) or external (e.g. produce the |to7steps | process the process
vendors or individuals). It is S S
also possible for a supplier to
also be a customer. Suppliers
are the source of materials,
services or information
Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

provided to a process.

Inputs

Inputs are typically the people, machines, methods, materials and environment. In
other words, the products, material, information and/or services that are required by
the process to produce the outputs. Your job in the SIPOC is to identify, at a high
level, and document the inputs. It can even include factors that influence the
process. For example, in a paint shop, environmental factors such as humidity can

affect the process.

Process

Process. The process is the step by step method that
produces the output. In the SIPOC, the process is defined at a
very high level, only 4-5 steps, starting with defining the
beginning and end steps. Remember this...when developing a
SIPOC, ALWAYS BEGIN WITH THE PROCESS!

TIPS:

o Start with the Process

* High Level: 5-7 process steps

o Start with the first and last steps
of the process

o Fillin the 3-5 steps in between

* Use post it notes to document
each step

o Stay at a highlevel!

* ReachConsensus
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Outputs

Outputs are “What the process produces for the customer”. Outputs are typically
products, materials, information, services and/or decisions that are produced and
provided to the customer (internal or external). Keep in mind that not all outputs
are desirable.

Customers

In a SIPOC, you will identify and document who the Customers are. Typically, they are the
people or entities who pay for the process output or receive the process output. They can
also be those who are directly impacted by the process output.
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ACTIVITY: SIPOC CHOCOLATE CHIP COOKIES (Slide 1.85)

Suppher

Inpeait

Prosten

Chitpat

Cantooner
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ACTIVITY: SIPOC DOP (Slide 1.86)

Suppher

Inpet

Proscess

Chutpent

Cuortommer
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FINDING PDCA PROJECTS (SLIDE 1.88)

FINDING PDCA PROJECTS

» Performance or Strategic Plan measures

» Customer service data
* Your customers are complaining
*  When something bugs you

* You find yourself saying, there’s got to be a
better way!

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

» Evaluations/audits of programs or
administrative systems and functions
» Regular surveys of employees

187

Project Selections Pitfalls (Slide 1.89)

* Morale, communication, etc.

* Preconceived solutions

+ Small or trivial — doesn’t matter to anyone

» Other peoples’ problems

+ The boss’ policy decisions

* You are the primary customer

« Something that is/will be undergoing major change

ACTIVITY: Project Selection Considerations (Slide 1.91)

Instructions

» Generate a list of ideas of improvement opportunities
+ Clarify those ideas

* Reduce the list and prioritize

+ Using the Project Selection Criteria, choose the one idea that is most likely to be a

successful first process improvement project

+ Pair up with 1-2 others and share ideas. Clarify for each other and make sure the
selected projects fit the criteria.

The following 7 steps will help you select your improvement project:
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Step 1. List several ideas for process improvement projects:

Step 2. Review this checklist against your project ideas. Choose the one that is most likely
to be a successful first improvement project.

PDCA Criteria for Project

Selection
Project Idea

Idea 1

Idea 2

Idea 3

1. Technical Issues

Is it a process?

Is the scope manageable (small/low
hanging fruit)?

Can it be reliably measured?

Is data available?

2. Strategic Issues

Is it important?

Is it a “sacred cow”?

Does it support the organization’s
priorities?

Customer focus?

High probability of success in 3-6
months?

3. Empowerment Issues

Is it within my/our control?

Can l/we devote adequate time to it?

Do I/we already know the solution?

Is the organization prepared to
implement change?

Do we have Leadership Support?
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Step 3. Get someone to help you review and think critically about these project ideas. Select
and refine your idea as needed.

Step 4. Scope your project. Develop a SIPOC. Identify the first, last, and 3-5 major steps in
the process. Identify the Output, the Customers, the Inputs and Suppliers.

Supplier Input Process Output Customer

Step 5. List the job functions or categories of people you will want on your team
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Step 6. \What measures will let you know that you are successful?

Step 7. Develop a goal statement for your project:

To improve process to achieve

for our customer

Project Charter (Slides 1.92-1.104)

The Project Charter or Project Approval Form is a tool for clarifying why a team is being
created, what the team will be working on, what the scope of the project is, what the
expected outcomes are, and how they will be measured. . As part of the Plan phase of
PDCA, and Define phase of DMAIC, a project charter is meant to be a proverbial living,
breathing document.

PROJECT CHARTER

An authorizing document that defines the project and
management support for the project.

- Background

» Opportunity

- Scope

« Measurable Outcomes
« Team Members

- Boundaries

» Project Sponsor(s)

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 192
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Project Contact Information (Slide 1.95)

Background and Opportunity (Slide 1.96-1.98)
This includes the project background:
e What's been happening?
e Why it is important to work on this project.
The Problem/Opportunity Statement answers the following questions:
e What is the reason we are working on this project?
*  When does the problem occur?
* How often?

* What is the current (or potential) impact?

Scope (Slide 1.99)

We cannot boil the ocean, so how do we make sure we are taking on a project
that we can work from start to finish?

Bound the project with a start and stop point: This will better assure that the project
will remain within scope (the work we are focusing on).

Points outside of scope should be tabled for another conversation or project.
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Project Goals (Slide 1.99)

What results do you anticipate from this project? E.g. lead time will be reduced 35%,
defects be eliminated or at least reduced 75% percent, etc. Set challenging but
realistic goals.

Remember, people want to be part of something successful.

Project Boundaries (aka. Constraints) (Slide 1.99)

Every project has to have boundaries. Know what you do and do not have the
authority to change. For example, if you cannot change a policy because it takes an
act of legislation, that is a boundary. Often boundaries will be stated as no new staff or
money

Performance Metrics (Slide 1.99)

Metrics are measurements that identify what measures will be used to determine
success, what metrics are available, the baseline data and the metrics to be
improved. If you don’t measure, how will you know if there was improvement?
Data will help drive project decisions.

Projected Benefits (Slide 1.101)

Benefits describe other things other than those that you are measuring that could
happen as a result of the project. Increased customer satisfaction, clarity about
jobs and duties, - things that may be less measurable.
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Team Members (Slide 1.101)

This identifies who needs to be on the team clarifies roles, helps to identify any
gaps, and provides accountability for the project.

DOP SAMPLE AND BLANK CHARTERS ON FOLLOWING PAGES.
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DOP Example

Project Background (what has been happening and context of project)

The DOP applications processing division reviews applications from state agencies or departments interested in receiving funding for ne
w process improvement activities or a continuation of an existing project. In order to meet customer demand, the division needs to proces
s 16 applications per day.

Problem/Opportunity Statement (will detail the issue that the project team wants to improve. Will include historical data, what areas of the a
gency are affected, how long the problem has existed, any other symptoms of the problem. Problem statement does not include the proposed s
olution.)

Since January 2014: (1) the division has been experiencing a backlog in processing of the applications, despite a consistent level of

applications from previous years (2) customer complaints have increased by 50% due to delays averaging 3 days. (3) overtime for all
7 division employees has been 4 hours per day, 5 days per week. (4) employee morale has declined (5) processing errors have incr
ease by 25% (6) poor workload distribution including staff underutilization, e.g., "down" time.

First step in the process:

SCOPE (DEFINE BOUNDARIES) Receive the application

Last step in the process:

Inform the applicant of decision on application (e.g., mail/Email/phone)

Project Goals - outline what you hope to achieve at the end of the project. Goals should

be carefully thought out and expressed, describe improvements and deliverables of the project, describe benefits to customers and stakeholders|
, and provide criteria to evaluate if the project was a success. Goals should be SMART: Specific, Measurable, Attainable, Releva and Time-
bound.

The goals of this project are to (1) meet customer demand/eliminate the back log by processing 16/day (2) reduce customer com
plaints and the error rate to 1% or less and (3) eliminate overtime

Project Constraints (also includes Event out of scope) -What are the limits on scope of process change
allowable as defined the team sponsor, legal restrictions, budget, etc.) Specifically what the team has authority to do and not allowed to do.

Still required to process 16 Forms in six minutes/one day. Workers must not run or endanger others in the course of doing their jobs. N
o IT changes can be incorporated. Director still has final Veto rights. No one can be hired or fired — but the job roles can change. NO ad
ditional money. NO changes to union agreement or laws. NO changes to eligibility criteria for projects.

Performance Metrics: What measures will tell you if you are successful. (typical Performance Metrics
related to time, quality, cost)
A. C.

Current  |B. Goal Final % Change
Applications processed per day 16 (C-A)/A
Error rate/%
(e.g., award money when it shouldn't be or deny when it should be) (C-A)A
Eliminate overtime (C-A)/A

Projected Benefits (potential financial and intangible benefits)

Improved employee morale;; elimination of overtime;; happier customers;; more time for employees to work on mission- critical work

Project Team

Team Lead: Who chairs the 1st mtg? Whose idea was this? (may be sponsor, process owner)
Team Champion/Sponsor: Process Owner:
Team Members: Subject Matter Experts:

Who has the authority to approve the changes & authorize resources for the project? (ma:
be team lea

or process owner)

Who owns this process from beginning to end? Who makes decisions on this pro

cess? (may be champion/sponsor)

Anyone involved in the process

Could be HR, labor relations, legal dept., technology dept.

Project Champion/Sponsor and Process Owner Sign-
Off: I am committed to supporting this project and implementing the teams improvements.
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I_EAN.h io LeanOhio Project Charter

Project/Event Title

Project Facilitator

Agency/Organization

Project Mentor
Charter Last Updated Date: _
Project Background
Problem/Opportunity Statement
First step in the process:

SCOPE (DEFINE

BOUNDARIES) Last step in the process:
Project Goals
Project Constraints
Performance Metrics: Measures that will tell you if you are successful. Performance Metrics

Current| Goal Actual| % Change |

Projected Benefits

Project Team

Team Lead:

Team Champion/Sponsor:
Process Owner:

Team Members: Subject
Matter Experts:

Project Champion/Sponsor and Process Owner Sign-Off: | am committed to supporting this project and
implementing the tea

improvements.

Sponsor Signature:

Process Owner:
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I_EAN.h io LeanOhio Project Charter

Project/Event Title

Project Facilitator

Agency/Organization

Project Mentor
Charter Last Updated Date: _
Project Background
Problem/Opportunity Statement
First step in the process:

SCOPE (DEFINE

BOUNDARIES) Last step in the process:
Project Goals
Project Constraints
Performance Metrics: Measures that will tell you if you are successful. Performance Metrics

Current| Goal Actual| % Change |

Projected Benefits

Project Team

Team Lead:

Team Champion/Sponsor:
Process Owner:

Team Members: Subject
Matter Experts:

Project Champion/Sponsor and Process Owner Sign-Off: | am committed to supporting this project and
implementing the tea

improvements.

Sponsor Signature:

Process Owner:

A copy of this template is available at : http://lean.ohio.gov/Resources.aspx
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DAY TWO
MAKING THE INVISIBLE VISIBLE

LEAN®hio

Boot Camp
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The focus today is ‘Making the Invisible Visible’. We began this process in Day 1 with SIPOC.
We will continue with more Lean Tools.

+Gemba

+Process Mapping

+ldentify Waste

+Value Add/ Nonvalue Add Activities

+Interpreting a Process Map

+Metrics and Data Collection

+Root Cause Analysis — Fishbone Diagram

+Teams and Team Dynamics
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Gemba is a Japanese term
for “where the work gets
done”.
“Where the Work Gets Done.”

One way to make the

invisible visible is to go to 25'*
f

the Gemba and see first-

hand with one’s own eyes _' = A.;'"!
what is really happening 3 N

versus what you think is kﬁ_ -_— %
happening. .

A Gemba walk is very
different than

“Management by walking
around”.

A Gemba Walk seeks to understand how things are actually working by observing the work
and listening to employees.

Gemba




These reasons speak to a leader’s role. However, you don’t have to be in a leadership role to
understand the importance of Gemba.

1. Gemba walks build relationships with those who do the work and creates value in the
organization

2. Interacting with employees at the Gemba enables leaders to uncover problems and
eliminate them quickly.

3. Gemba walks provide leaders with the opportunity to praise people for the good work that
they do.

4. Management can be sure that the work that needs to be done is getting done.
5. Goals and objectives can be clearly communicated face-to- face.

6. Visible leaders who are intent on listening to the people doing the work tend to increase
employee engagement.

A Process Map is a tool used to display the current process and information from the
customer request to the delivery of the product or service to the customer.

The purpose is to understand the current process in order to identify opportunities for
improvement by mapping all of the steps in the current process and identifying the job
function that completes each step.

It is a more detailed approach than a simple flowchart. It is BIG, BOLD and VISIBLE.
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Process Map

WHAT IS

PROCESS
MAPPING?
LEAN®
Decision
R e, S M
0
Function
Su pervissr Ruve - Chapoe?
N
Handoff
Loopback
Parking Lot
Swim Lane
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Different functions of the process

Beginning and end points of the process

Task

Any task / activity where work is performed

Insgect

Decision

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

Any time information is waiting before the next process /
decision (i.e. in-baskets, out-baskets, waiting to be
batched)
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Single straight arrow — used between tasks performed by same
person or area, but no physical movement has occurred.

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

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

» Use the 80/20 Rule

- Use letters, numbers, or stickers to connect loopbacks

» Use different color Post-it notes when mapping multiple groups or use a
different space on the map

» Draw lines in with a pencil first before using the marker O

» One Voice!
« Write tasks as Noun-Verb/Verb/Noun format

« Stay out of the Weeds!!!! 2
y kpprove? 3

0 ¥
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Use SIPOC from Yesterday

Develop a Process Map for
Baking Chocolate Chip Cookies

1st Step in the Process

Last Step in the Process

» Functions
» Tasks
» Decisions
+ Delays
1. Start with your SIPOC
Supphber Input ] Pmt-:u:ss Output Customer
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. One person at a time will facilitate. Date and title your map. Indicate the “Current
State”, and the name of the process.

. Use the Process Mapping Key from your manual during the exercise.

. When the whole process is mapped, read through the entire process from
beginning to end. As you read through it, first the “happy path”. Then, go back
and address the "exceptions”. After the exceptions are addressed, go to the next
function.

. Mark the end of the process with a green dot or green Post-It-Note with a circle
onit. g.)
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Value Added (VA)

Transforms information into

services and products the
customer is willing to accept

VA Activities Must Meet Three

Requirements:
» Done right the first time

» Transformational
» Customer is willing to pay for

*1-5% of the Process

Non-Value Added (NVA)

- Consumes resources

» Does not directly contribute
to service

= Customer does not care

e Customer does not care
e Required by Law or Regulation
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© %9

Underutilization

Unnecessary movement  Unnecessary storage of Unnecessary movement  Underutilizing systems
of products & materials products & materials by people (e.g., walking) and people’s skills &
knowledge

o

Waiting Overproduction Defects

Wasted time wajxing for  productionthatismore  More work or higher  Efforts caused by rework,
the next step in the than needed or before it  quality than is required  fixing mistakes, and
process is needed by the customer incorrect information

Activity: Identify Waste in the DOP Process Map (10 min)

* Use one sticky note to identify each type of Waste.

* For example, the Initial Processor must wait for the Renewal Processor to deli
ver applications before he/she can begin working.

* Write the appropriate letter on the sticky note to identify the TYPE of
waste

* Write “W” (for Waiting) on an orange sticky note and put it by the “Receive A
pplication” task.

* Use only one sticky note to represent each Waste.
* Do not put multiple letters (types of Waste) on one post-it note.”
* Identify Value Added activities with a green dot
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The Eight Wastes — Reference Sheet

Transportation

Inventory

Movement

Underutilization

Waiting

Over-production

Over-processing

Defects
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Red Flags’

Multiple Entry Points
Several Decisions in a Row
Multiple Databases

High Level Staff Performing Administrative Work

Everything going to a certain section (i.e. Legal, Director, IT)
Multiple Reviews, Inspections, Approvals

Loop Backs Between Sections, Employees, Functional Areas
Different “ways” of doing some thing

Root Cause “It takes too long to
get a permit
Separates the symptoms from the true cause of the Therefore
issue or problem. everybody needs to
work faster.
Root Cause Analysis Tools:

» 5Whys
» Fishbone Diagram

« Pareto Chart
- FMEA
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Notes:

Why?

Why?

Why?

Why?

Why?

The key to problem solving is finding the root cause. The Cause-and-Effect Diagram,
developed by Kaoru Ishikawa in 1982, offers a systematic way to brainstorm the various
factors that may be causing a problem.

It prompts people to ask: Why is this occurring? As the diagram is developed, more and

more potential causes come to light.

This tool is sometimes called a “fishbone diagram” because it takes the shape of a fish.
» The effect (the problem) is the “head” of the fish.

» Leading from this is the “backbone” and connected to this are the “main bones”
which represent major categories of causes.

63



Commonly used categories include: People, Process (or methods), Equipment,
Materials and the Environment. These categories are only suggestions; you can use
any major categories the team deems appropriate.

Cause Effect

[Equipment )[ Process ]( People J

N\

Problem

Secondary
cause

Primary
cause

[ Materials J[Environment]{Management]

We know that data and information are crucial to decision making. They help us clarify
whether a problem exists and/or confirm that an opportunity is present. Data helps us to
know if we are actually improving in an unbiased, measurable way. So the questions we
need to address to help use data to make informed decisions are:
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4 Questions to Answer for Informed Decision Making (Slide 2.50)

| MAKING INFORMED DECISIONS

1. What data do you need to help you understand the problem or
to establish a baseline?

2. What measures will tell you if your improvement is successful?

3. How can you clearly define the measurement of that data?

4. What will you do with that data?

Data Collection (Slide 2.51)

| DATA COLLECTION

Develop Develop
operationa measurement Collect data
definitions plan

Display and
evaluate data

Identify

measures

Ongoing data eyole

periodically revisit measures, definitions, plan
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Identify Measures: What data do you need to help you understand the problem or to
establish a baseline? What measures will tell you if your improvement is successful?
Identify Primary measures and Secondary measures to avoid sub-optimization.

Develop Operational Definitions: An operational definition when applied to data
collection, is a clear, concise detailed definition of a measure

Develop a Measurement Plan: A Measurement Plan defines the process for
collecting data - how much, how often, who collects etc.

Collect Data: Follow your data collection plan. It's expensive to collect data. Do it
right the first time.

Display and Analyze Data: Use charts and graphs to make it understandable

Voice of the Customer

Satisfaction, complaints, importance, requirements, lead time

Voice of the Process
Cycle time, lead time, errors, rework, backlog, steps, handoffs, loopbacks

Voice of the Business

Costs, overtime, safety, benchmarks

Voice of the Employee
Satisfaction, suggestions, safety, turnover
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Simpler: Reducing the number of steps and positions. Reducing the number of forms
required to get through a process. Reducing red tape.

Faster: Two Lean terms are used to represent speed: Cycle Time and Lead Time.

+ Cycle Time: the total time from beginning to the end of your process. Cycle time can
be thought of as process time, during which a unit is acted upon to bring it closer to
an output or touch time.

 Lead Time: The amount of time from when the customer requests the
product/service, until the time it's delivered.

Better: This reflects the quality of the product. Measures focus on error, rework, and
customer perception of quality.

Less Costly: The focus is providing more, better services. Cost savings can be realized
through reducing the need for hiring additional employees or reducing overtime. Hard
Cost savings can be realized in the areas of: copying, postage, supplies, travel,
expenses, and storage.

An operational definition, when applied to data collection, is a clear, concise detailed
definition of a measure

The need for operational definitions is fundamental when collecting all types of data
Precisely defines the characteristic and how data collectors measure the characteristic
to be sure they have the right one

» Should be written anytime data is being collected

» Without it data will usually be inconsistent or wrong
¢ Should be documented, standardized, accessible and tested routinely
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* In small groups develop an Operational Definition of “a

sweet”.

* Remember that an Operational Definition has two parts:

* What to do
* What to observe

* Write your definition on the easel pad

A Measurement Plan defines the process for collecting data. When formulating your
measurement plan, ask yourself the following questions:

How often do you want the data?

What will the data be used for?

Do we analyze all relevant data or a sample?
What tools are necessary to collect the data?
What logistical issues are relevant?

“In what format should the data be gathered and displayed?”

You should test your measurement plan and train data collectors
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Data Collection Plan Example:

Operational | Data source Who will When How Other data
Definition | and location collect data | collected | collected to collect
at same
time
Time to Email date, Applications 289 Joe Smith During the Random Day of
process time for XYZ Tim Mann  first 2 selection. week,
application Decision weeks of  Usesimple  First time
email date, the month spread sheet accurate
time submission
How will the data be used? How will the data be displayed?
Identify average, shortest & longest lead time Pareto chart
Identify number per submitting organization Run chart

Look for trends. Day of week, time of submission.
Identify issues for rejects
Identify # accurate & complete first time submissions

Collect Data (Example) (Slide 2.63)

Application Rejects

Reason Day 1 Day 2 Day 3 Day 4 Day 5 Total
No date e HHHH T HH HH [ 38
No Signature an et HHHH HH [ HE1 45
Missing FHHEHHHE TIE | HHHHE T H HHHH | HHHH 67
Documentation
No ID# S HH HH HHHH 11 HHHH | 39
Wrong Section 1] HH [l Il 1 17
Completed
Old Application |l Il I I I 8
Form

175
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100%
90%
80%
70%
60%
50%

40% . Frequency

30% ——Percentage
20%

10%
0%

Data can be overwhelming; therefore, it is important to display the information in a
simple way. The charts, tables, or graphs should be self-explanatory.

The visual should allow the viewer to quickly determine the status. It should be clear:
“Are we better or worse over time? Are we meeting our goals or not? Of all errors, which
are the most common?”

The Pareto chart is a graphic tool that demonstrates the Pareto Principle or the 80/20
Rule. It generalizes that the majority of the problems come from a relatively small
percentage of Inputs in your process. It is extremely useful for analyzing what problems
need attention.

It is a bar chart organized by frequency. The greatest frequency (or taller bars) are
located on the left and move down to the right. The chart illustrates which variables
have the greatest effect on a given process.

The implication is that if you address a few of the causes (or 20% of inputs causing the
problem), you can fix the majority (80%) of the problem.
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What will tell you if your process is improved?

Time it takes to do something (Lead time, Process time)
Errors or defects and rework

Customer satisfaction

Backlog of work

Number of process steps, handoffs, loopbacks, decision points, delays, dedicated
staff hours

Cost savings — to the agency or to the customer

Identify primary and secondary measures to avoid sub-optimization

http://lean.ohio.gov/Portals/O/docs/tools/LeanOhio MetricsGuide ver1.pdf

In your DOP Groups

e Review DOP forms (1 set per team)

¢ |dentify Measures (Use the Data Collection Plan on the next page)
e Collect Data (Using information from DOP Simulation on Day 1)

e Fill out data collection form (on easel paper)

e Create Visual Representation (bar chart, pie chart, etc.) of Data (on easel paper)

Be sure to answer the following:

1.

What should we measure to understand the process? Where are the problem
areas?

What measures will let us to know when we are successful?

3. What metrics should you use?

Examine the above questions in the context of the 4 Voices.
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DOP Data Collection Plan
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[TITLE]

MEASURE

SERIES 1

SERIES 2

| SERIES 3

SERIES 4

SERIES 5

TOTAL
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INDIVIDUAL PROJECT METRICS
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R

State of « A METHOD OF CREATING A CLEAN
Ohio AND ORDERLY WORKPLACE
58S « EXPOSES WASTE

* MAKES ABNORMALITIES IMMEDIATELY
APPARENT

T e

Designed to help build a
quality work environment, both
physically and mentally.

» Sort—Eliminate what is not needed

» Straighten—Organize whatever
remains

» Shine—Clean the work area

» Standardize—Schedule regular
cleaning and maintenance

» Sustain—Make 5S a way of life

Sort Setin Order Shine Standardize Sustain

A place
When in P Clean and
for Make up Part of
doubt, inspect
R everything pa the rules, daily work
and follow and and it
out everythin Inspect enforce becomes
Red Tag Sl through
inits them a habit
technique cleaning
place
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Heightened efficiency overall in the workplace

More economically efficient - monetary savings

Greater organization that is lasting

Cleaner spaces with no clutter

Greater prioritization of products and services

Work spaces are more visually appealing

Equipment (consolidation) close to production which increases efficiency

Smoother flow of procedures

Eliminate whatever is not

needed.
- Sort essential from non-essential

items
- Non-Essential “STUFF” includes:

* Not needed now
* Not needed here

* Not needed ever again

* Not needed in the first place
* Not needed any more
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5S Straighten (Slide 2.78)

5S — Set In Order (Straighten)

Straighten — What must be kept; make visible and
self explanatory so everyone knows where it goes
» Find “BEST LOCATION”

* Organize based on what you use the most

« Store files & tools together if used together

* Make them easy to remove/put back

Create an atmosphere where abnormalities are easy to identify

5S Shine (Slide 2.82)
5S - Shine

Shine: Clean the work area

Clean and organize daily
By ensuring everything is clean, it is:

« Easier to detect when and where there is a problem

» Less distracting (and less germy!)

5S Standardize (Slide 2.83)

5S - Standardize

Standardize: Define the best
way and do it consistently

* Create rules and
standardize processes

+ Make it a habit

« Transform the culture

* Revisit frequently

* Create audits/checklists
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* Define how to maintain the best way

* Develop good work habits for the long term
* Monthly area review

* Reminders in staff meetings

* Reward areas

* Recognize improvement

* Annual clean-up day

» Resolve unsafe conditions

* Beware of...
* Tripping hazards
« Slip hazards
* Pinch points
» Unstable stacks or
structures
» Motorized equipment
» Toxic materials
» Loose Clothing
« ...and many others

SORT
“When in doubt, throw it out”

LeanOhio

5s Guide

SET IN ORDER
“A place for everything, with everything in its place”

SHINE

“Make it clean and keep it clean”

STANDARDIZE

“If you can't see, you don't know, and if you don’t know,
you can't control”

SUSTAIN
“Maintain the gain”

© OSSO

https://lean.ohio.gov/Portals/O/docs/tools/5S Guide.pdf
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e Split into groups of three or four

e Brainstorm how 5S can be applied to your daily virtual work processes.
e Write down your idea(s)

e Be prepared to present to the group

A team is a group of people working together towards a common

Ideal size is to members.

e Define roles or functions needed on team
e Follow Chain of Command

e Define Expected Time Commitment

e Functional Areas and Expertise Needed
e Customer Representation
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Clear and Common Goals

Defined Roles

Clear Agreed Upon Processes

Understanding Interpersonal Relationships

Team
Members

Role Definition

Manages the Project and the Team, is primary point of contact
for the team, keeps records

People who do the work or supervise the work from all parts of the
process

The team member who is responsible for seeing that the project
gets implemented

A “part-time” member of the team called upon for specific
expertise

Someone in Leadership who has the ultimate authority to
implement changes, provide resources and remove barriers.

An outside neutral person who provides process and tools expertise

An outside person who is a full team member but knows nothing
about the process being improved

The recipient of the product or service being improved
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* Do you have a large project? Does it cross
multiple sections or units or departments?

* Do you have a large team?

* Is the topic potentially controversial?

* Is this your first improvement project?

* Do you need group management expertise?

* Do you need process and tools expertise?

More Cowbell!
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Team Performance (Slide 2.104)

| TEAM PERFORMANCE

8)%) %,

Forming Storming Norming Performing ... ..

Performance

Time

Excitement and Reality and Team Cohesion Teamwork and Separation
Anxiety Adjustment to and Acceptance  Performance Anxiety to
Anxtety Transformation

Successful team tips (Slide 2.105)

Ground rules

Clear team goals
Improvement plan
Defined roles

Clear communication
Respectful team behavior
Equal participation
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Team procedures (Slide 2.106)
o Meeting Ground Rules
o Meeting Management
o Decision-making protocols
e Problem-solving protocols
o Communication protocols

Meeting Management: Agendas (Slide 2.107)

Sample

TIME TOPIC OUTCOME WHO/HOW

10 min Check-in, review agenda Ready for work! Leader

10 min Review pre-work Informed Jim-Bob

20 min Discussion of XX Decision Sam/Force-field analysis
10 min Brain storming on YY Solution ideas Jane

5 min Next Steps Assignments Leader/Action register

5 min Evaluate meeting Improvements Leader/ Plus/Delta

Meeting Management: Minutes (Slide 2.108)
Template

Team Meeting Minutes
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DAY THREE
ANALYZE AND IMPROVE

LEAN@hio

Boot Camp
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DAY THREE

Focus

Today we will focus “Analyzing and Improving”. We began on Day 1 with SIPOC and
identifying a real world problem. On Day 2 we focused on “Making the Invisible
Visible” with Gemba, Process Mapping, and data. Today we’ll cover a number of
improvement tools.

What Day Three Will Cover:

o Poka Yoke, Pareto Diagram

® Batching vs. Continuous Flow

e Push-Pull

e Standardized Work

e Kanban

e Brainstorming/ Affinity Diagram /Impact Control Matrix

e Clean SheetRedesign
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Poka Yoke

Poka Yoke (Slide 3.7)

Poka Yoke is a Japanese term
for “mistake proof”. Applying this
term to Lean, this means
preventing mistakes/errors.

The step that causes the error is
eliminated and replaced by a
step that is error-proof. If you
cannot make it impossible for the
error to occur, devise ways to
detect the error early and
minimize its effects.

POKA YOKE

“Mistake Proofing”

2 8 B

— /7' Yoke
(proofing)

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

What are some examples of Poka Yoke?

VIDEO: Poka Yoke Safety (Slide 3.14)

Poka Yoke is an important
approach to safety issues. Let’s
look at this example.

POKA-YOKE SAFETY

VIDEO: Saw Blade Example

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

316
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Poka Yoke Forms

(Slide 3.16) GOVERNMENT FORMS

» Almost every government process involves a form

In government, forms and
» During scoping, almost every Kaizen team is frustrated

processes are the most . \ , :
that users of their services can’'t complete a simple
common targets for Poka Yoke. form (What an idiot!)

« During a Kaizen event almost every team identifies
waste in in the area of the process that involves forms
More than 95% of State of Ohio Kaizen Event teams
to date have implemented improvements that reduce
mistakes, delays and frustration around forms

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 320

How to Poka Yoke a Form (Slides 3.17)
Use DATA for Mistake- Proofing Forms:
e Determine Percentage of Time Form is Completed Without Errors
e How Many, How Often, and What Kind of Errors are Made
e How Much Time is Spent Reviewing the Form and Correcting Errors
e Break Down Errors by Type or by Question

e Look for root causes
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Some things you can do to with
the data:

Concentration
Diagrams: (Slides 3.18-
19)

2014 NBA FINALS ATLAS LEBRON JAMES

e ®@ IS)
LESS DOMINANT
AWAY FROM et g g® o of o
THE BASKET £.9% " 0% . @,

. .. .// — .0 :u PERCENT
. \...

30 PERCENT . @
. ( 40 rmczm . \. .
.. 0 % .
.':. ¥ PERCENT .. a® 0
O: o .' \ ..
= ‘ |8 e ® 0 e,
%e ; ° '——07‘ i o .® ..
g .' o v : ‘. \"*®
e @ L ]
. = . BEST IN THE | U] \
| "~ _WORLD HERE | +° ®¢ L )
L ] . K . |
Yaul= Sic .: 47 PERCENT
z
°® :} L - iy 8 ' )
St iaid 8k b
e* | g L] ...: Je®
35 PERCENT . >
2 ®.8:%% 3|*
. g ..
FREQUENCY EFFICIENCY BY LOCATION 3
ow®® " | BY @KIRKGOLDSBERRY _ i‘vt‘:‘.”«““‘.m‘”"
GRANTLAND

POKA YOKE: CONCENTRATION DIAGRAM

.-“‘ —

) iy
Concentration v.zmmw'

o .,,;:..-..-.~=.~.—-‘=‘=_'~'—‘~'~'=-_-_=_=’*I Puts data in a
lagrams are —_— =] visual form for all
great ways to to see

collect data for (BT

Helps prioritize
issues and
== develop ideas to
eliminate root
causes
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Pareto Chart

Poka Yoke: Reading Levels (Slides 3.22-3.24)

While the New York Times is
written to a X grade level and
John Grisham and Stephen
King write to a X grade level,
most government forms are
written at a X level.

According to the National
Adult Literacy Survey, The
average adult in the U.S.
reads at the 7th grade level.
Nearly 50% read below the 6th
grade level. Over 80% read
below the 10th grade level.
What does that mean for us in
government?

PARETO CHART

100%

90%

80%

70%

6%

SO%

40% _— Frequency

3%  —WPercentige

20%

10%

o%

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov >
READING LEVEL .

According to the National Adult Literacy Survey:

» The average adult in the oveaein”

U.S. reads at the 7th grade

level

Nearly 50% read below

the 6th grade level

Over 80% read below the

10th grade level

» The largest selling
magazines, newspapers
and books are written at

lower grade levels.
Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

v

v

2
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If you are using Microsoft

Word, you can see the Flesh 'UNDERSTANDING READABILITY SCORES
Kincaid reading level.
1. Highlight the text that you * Looks at # syllables and # words per sentence.
would like analyzed.
2 Click the 'File' button * Flesch Reading Ease Test: the higher the Bulleted
3' = the bott ftf.1 score, the easier it is to understand. You want § Pactee s
: rom the bottom o e the score to be between 60 and 70. GREAT!

menu that appears, select

'‘Options’. + Flesch-Kincaid Grade Level Test: rates text on
4. After that select “Proofing” a U.S. school grade level. For most documents,
option and aim for a score of approximately 7.0 to 8.0.

5. Under the heading “When
correcting spelling in

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

3-28

Grammar and Word”,
check Readability
Statistics option.

The action will enable the Flesch-Kincaid scale.

Poka Yoke: Other Mistake Proofing and Form Improvement
Ideas (Slides 3.26)

Mistake Proofing Techniques

Forced Control - User cannot make an error
e Railroad Overpasses
e Calendar Selection for date field.

Shutdown — Process stops when error detected

e Sawblade

Warning - Alert of possible error or problem
e Spell Check
Sensory Alert - Visual, sound, smell, or feel to signal potential error
Nothing happens, it’s just a cue
e Natural gas odor
e Rumble strips
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Form Improvement Ideas (Slide 3.27)

Remove unnecessary questions
Explain questions that may seem unnecessary

Eliminate unnecessary typing with pull down menus if online, or boxes to check if
a paper form

With pull down menu, ensure most common answers are first
Highlight required fields
Consider Reading Level of Users

ACTIVITY: POKE YOKE THE DOP FORM

Tally the data and identify the numbers of errors and types of errors being made
on the form.

Prioritize most common errors from concentration diagram

Consider the root causes of the errors

Develop Poka-Yoke ideas to prevent future errors

On a flip chart page, draft a new form that incorporates those ideas
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f

d OP : Slow Form for Renewal Requests
3 £

%%Dn is D"‘e

Date Submitted to DOP: Agency Name

Department Code: Agency Reference # [t ]
OAKS ID: U Fund:

Account: ALl:

Program: Shipping Code:

Send to:

Bill to:

Approval Date Requested:

1
Phone Number: |+ [ || Fax Number  [H{ ]

Name of Contact person:

Email: M N

Additional Information

Date of Request

Improvement Initiative
Title

Nature of Request

Number of times

|

renewed

Audit Plan IN

Budget Plan RIS

Total Cost .
Form Type N T N el
Supervisor Signature IN [N

Title

Date

Director Signature I

Title

Date
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Batching vs. Continuous Flow

Batching (Slide 3.33)

A Volume Produced at One
Time

Making a lot of one item at a
time.

Processing of subsequent
workstations must wait until
current batch is finished.

Reasons given for batching:
e Manage Change-Over
Time for Machines
e Equipment limitations
e Keep Cost Low

BATCHING -

One Piece Flow - Order Entry - After
-

338
Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

ACTIVITY: Sticky Note Signing

 Team1 — write your name on one and pass

+ Team2 — write your name on all and pass

93



Continuous Flow (Slide 3.37)

Continuous Flow is moving

one work unit at a time through
each step of the process.
When implemented correctly,
continuous flow processing:

CONTINUOUS FLOW

Reduces Wastes . Reduces Wastes

©)

©)

Inventory — less work in
process (WIP)

Waiting — shorter cycle
times

Motion — extra handling
of documents

Continuous Flow

* Moving one work unit at a time through each
step of the desired process

* Inventory — less work in process (WIP)

» Waiting — shorter cycle times

+ Motion — extra handling of documents

» Defects — easier to spot/correct errors

» Over Production — out of date documents

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

Defects — easier to
spot/correct errors

Over Production — out of date documents

It also:

Saves money by:

o Reducing inventory and transportation costs

o Cuts down on overhead via increased stability and reduced lead times

Increases productivity — more units completed in less time

Improves quality by making it easier to spot and correct errors

Adapts to customer needs more effectively than batch processing

FLOW: FIFO (FIRST-IN, FIRST-OUT) (Slide 3.38)
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Push-Pull (Slides 3.39-3.43)

Push — Pull systems illustrate two forms of service delivery processes.

A push system where we produce a bunch of something and “push” it out to customers
versus a readily available/on-demand (pull) system.

In a pull system the product or service is triggered by the customer’s needs and actions. A
pull system decreases overhead,
eliminates unnecessary inventory
and improves production.

Rules of a Pull System:

Supplies replace what
customers have consumed,
nothing more

Customers only pulls what
s/he consumes, nothing more

Stocks are maintained at their
minimum levels

Advantages of a Pull System:

Reduces waste by eliminating
overproduction

PUSH VS. PULL

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

Saves money by reducing inventory, managing storage and transportation costs

Changes sales need by allowing the customer to purchase “on demand”

Adapts to customer needs more effectively and improves responsivity to

change requests

Improves production and one (1) piece flow process
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Standard Work (Slides 3.44-3.50)

Standard Work

Standard Work refers to

STANDARD WORK

* Define start and end of process

_corr!blnlng the eleme_nts ofa + Determine customer and staff requirements

job in the most effective + Define the series of steps to complete the work and time
sequence possible without needed

waste. It defines the resources + Create forms/documents needed

steps, and time required to
provide a service to the

» Set quality control checks
» Train supervisors and staff in new process
+ Validate and test the standard work

customer and is the baseline + Make adjustments/ continuously improve over time

for continuous improvement.
As the standard is improved,

the new standard becomes the Simpler, Faster, Better, Less Costly - Lean.Ohio.gov a5t

baseline for further

improvements, and so on.

Standard Work is composed of:

The steps required to provide the product or service to the customer
The sequence or order in which elements need to be executed to produce the product

The expected time to complete the steps based on the lowest repeatable time
observed to complete elements in the defined sequence

The quality criteria

Benefits of Standard Work:

Reduces variability

Ensure easier and consistent training

Helps maintain and improve quality

Enables consistent product and service delivery to customers

Increases efficiency by using the minimum amount of people, space and materials
Provides a baseline for improvement activities

Reduces inspection, reviews and rework

Standard work is also referred to as standardization.
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STANDARD WORK

1 - Standard Operation Sheet

' [ 2] Process S

‘ e ;

! e Les 202 0

Themests of Operstine

N hevet assiripiion) E, 0|10 ®|O|V|® oo

211 [Fold: Get 1 pager & foid into thwrds. X10 9

512 |Stuft: Gt 1 envelope & stuff folded pager. X10 |76.9

» 3 [Seal: Simulate sealng 1 emvelope X10 nl

o 4 |Stamp: Get 1 stamp & place on emvelope  X10 5}?#

5 5 [Finish: Place emvwiope ande X10 0.0

:: »

»

410

pd

=i

JOB BREAKDOWN SHEET
Dxte |Tean Leader |Swervsor
Amx JOB: Wtten By:
|Key Points.
$adty: hjuy avadance, emgonamics, danger points
Major $epe Qually : Defect svadance, check pants, standands Rea ons for Key Point

Technique: Eficient mowement, specal method
Cost: Proper use of matedsds

Swep M |

Step 82 I

Step 83 |

Step M

Stwep 85 I

Swep 86 I
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Kanban (Slides 3.51-3.57)

Kanban

Kanban is a Japanese term for
visual signal or card - one of the
primary tools of a just-in-time
system. It is an indicator of
something ready to work on. It
maintains an orderly and efficient
flow of materials throughout the
entire process. It is commonly
used as an indicator for re-
ordering of stock and is often a
printed card that contains specific
information such as part name,
description and quantity.

KANBAN

* Kanban is Japanese for “visual signal” or “card; in
simplest terms it means better communication
through visual management

(0]

KANBAN

ITEM:

PART NO: —
Qry:

LOCATION:

SUPPLIER:
RETURN KANBAN

CARD TO:

ous Loge Here I |( I . ' l ' Ic I

art Nrrer pton
art Number  Description

Jcarc 3 of Rortarer
i Medead 1 o) Contanee

SLpplier

il To: oreumeng Coee aton
Shelf Location orsuming Operation

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

3-55

Kanban is also used as a method of visually planning and managing daily work.

Kanban has 2 important rules:

1. Make work visible: You can’t
manage what you can’t see.
Visuals communicate more, faster.
Visuals provide context. They help
prioritize and make decisions. The
visuals also help facilitate
communication, coordination, and
collaboration.

2. Limit work in process:
Increases efficiency (Research
shows that multi-tasking is
inefficient). Less is more. Limiting

work in process improves quality and reduces errors, reduces stress, and facilitates learning

(process, integrate, improve).

KANBAN

* Make work visible
* You can’t manage what you can't see
* Provides context, helps prioritize and make decisions

» Facilitates communication, coordination, and collaboration
* What you see you manage
Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

98



Kanban Benefits
* Productivity: getting more done
We get more done by limiting our WIP
» Efficiency: doing it with less effort
By focusing on our visuals we expend less effort
» Effectiveness: getting the right things done
By making informed decisions with pull, we get the right work done at the right time

Solution Finding: Brainstorming (Slides
3.58-79)

Brainstorming

Brainstorming is an interactive activity that gives the team an opportunity to
generate and harvest ideas. The ideas can be defining the problem, coming up
with solutions, or a combination of the two. The best possible results often occur
by combining all resources available.

Brainstorming helps Lean
practitioners sort out ideas so MENTAL BLOCKS TO PROBLEM SOLVING
they can plan ahead while

gathering new data. This can ’ PreJu‘#'ce o
accelerate the information- * Functional fixation
gathering session because * Learned helplessness
each person in the session * Psychological blocks

adds value to the end result.

Another benefit of
brainstorming is that no idea
is unwanted, and all inputs
are welcome. This can lead Shlec. Fubee Batiu, Lo Enidly Ly ONG.00
to people contributing in

more valuable ways than
they would have if their feedback and ideas are solicited by survey or focus group,
etc.
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Rules for Brainstorming

. Set Directions

. Stay Focused

. Involve Everyone

1

2

3

4. Brainstorm “Without Boarders”
5. Check Under Your Nose

6. Cross-Fertilize
7
8
9
1

. Suspend Judgement

. Allow Repeats
Don’t Discuss

0.Record & Display

Brainstorming Methods
» Silent Brainstorming
+ Affinity Diagram

* Impact Control Matrix

* Nominal Group Technique

» Carousel Brainstorming (practiced on Day #2)

» *Fishbone Diagram (covered earlier)
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SILENT BRAINSTORMING

Step 1: Generate ideas
individually. One ldea per post-it

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov LU

AFFINITY DIAGRAM

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov I3

IMPACT CONTROL MATRIX

High Impact/Low High Impact/High
Control Control

Impact

Low Impact/Low Low Impact/High
Control Control

Control

Simpler, Faster, Better, Less Costly - Lean.Ohio.qov e
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NOMINAL GROUP TECHNIQUE

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

CAROUSEL BRAINSTORIMING

Carousel
Bramstorming
Questlon
#4

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov 81

ACTIVITY: BRAINSTORMING DOP IMPROVEMENTS

In your DOP Teams,
e Engage in silent brainstorming for approximately 5 minutes

¢ Using the results of the brainstorming, develop and affinity diagram and
impact/control matrix.
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Clean Sheet Redesign (Slides 3.80-3.89)

VIDEO: More Than One Right Answer

Award winning photographer ‘
for National Geographic,
DeWitt Jones discusses how
he uses his research for the
“best opportunity”, different
camera lenses, and different
vantage points to find more
than one right answer.

VIDEO:
More than One

Right Answer

3-84

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

Clean Sheet Redesign (Slide 3.85)

Clean Sheet Redesign is a
technique or step in the ‘
improvement process in which DOP SIMULATION: CLEAN SHEET REDESIGN *
the improvement team is asked How do we go from here... | - oo
to develop a draft future process Eeent, "7 = T @
map incorporating the best Ea T e sreli= s ST “._P-E{

improvement ideas that have -
been developed. - -, o

- © = ToHere! |

To get the best ideas and more 3 -y ‘ i —
than one right answer in Kaizens — Il
and other large improvement -
projects, the team is split into * .
smaller groups to each design a

ve

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

new process and then compare
their maps for Common and
Unique ideas before finalizing their new future state.
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Clean Sheet Redesign Goals

TRANSFORMATION OF THE PROCESS!

Create a new process that’s significantly better than the old one
Reduce process steps, cost, time by 50%
Delight the customers of the process

Put aside the “as is” model

Before Process Redesign (Slide 84)

Complete the Current State

Gain Consensus on Current State

ID Waste (TIM U. WOOD) on Current State
Document Value Add on Current State Map
Brainstorm New Ideas

Review Work Structure Principles

Evaluate and Prioritize the Brainstorm |ldeas

Process Redesign Principles (Slide 85)

1.

© ©® N o o b~ 0D

Design around value adding activities

Work should be performed where it makes the most sense

Provide a single point of contact for customers and suppliers

Ensure a continuous flow

Reduce waiting, moving and rework time

Reduce or eliminate batching

Build quality in up front to reduce inspection and rework

Reduce checks and reviews

Push decision making down to the lowest reasonable level
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ACTIVITY: CLEAN SHEET REDESIGN

Improvement teams will be divided into smaller groups (2 or 3)

Each group will design an ideal future state based on all the work you have done so

far, using the redesign principles

Put aside the way things currently are — this may be the hardest part!

Reach consensus on the new future

Once the small groups have designed their future states, we will compare them
All teams report their clean sheets to the whole group

Identify Common and Unique elements as the teams report out

state

Reach Consensus on the common and unique things that must be in the new future

state

End of Day Plus/Delta

Simpler, Faster, Better, Less Costly - Lean.Ohio.gov

END OF DAY 3
= Questions . -
« What Went Well é
» Lessons Learned X
AP
o O
) 06
%0
| Qﬂ\B A O
Q
C)O
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DAY FOUR

Process Redesign and Implementation

LEANG®hio

Boot Camp
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Once you have analyzed and improved your process, its time to develop metrics and
implementation plans. Today’s focus will be on making your changes, implementing
them and ensuring that the process improvements endure.

e Measures of Success

¢ Visual Management and Dashboards

e Making the Future State Happen

e Future State DoP Simulation

e Taking Lean Back to Your Workplace

e Embracing Change

o Next Steps
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66

PLAN DO

* |dentify the problem » Plan the test of improvements

+ Determine current state * Implement test solution

+ Establish goals

+ Analyze the problem CHECK

* Determine best improvements + Check/study results of the test
ACT

« Adopt, Adapt, or Abandon
» Monitor results
» Tell Your story

From Brainstorming and Clean Sheet Redesign, a new Future State has to be defined
and mapped, and then implementation must be planned. Starting from the “ideal” future
state, plans need to be made for what can happen now and what can happen later.
Defining the best process before adding technology is essential.

Implementation Planning is critical to assuring the success of the improvement project.
Typically the Process Owner is responsible to see that implementation happens.
Sometimes a designated Project Manager is needed.

e Having a plan simply for plans sake — putting it on the shelf

¢ Not having the right people involved

108



e Unrealistic goals or lack of resources
e Lack of leadership/sponsor support
e No accountability or follow-through
e Unwillingness or inability to change

e Not communicating early and often!

An action register is a tool used
to break down projects into
manageable, coherent pieces. It
is where critical tasks, target
dates and ownership
responsibilities are documented.
To create an action register, you
have to define the following:

Action registers include:

e What task or objective
needs to be accomplished
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e Who will take the lead in
seeing that the team accomplishes it

e When the task will begin and when it will be completed

Action Register Template

What Who

When
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Timeline Tree

A Timeline tree collects all of the dates and
high level tasks from the various action
registries and combines it on one central area.

The central axis is the schedule and the
activities are added using post-it notes. Post-it
notes are utilized for this tool because tasks
will often have a timing aspect and need to be
placed strategically.

Gantt Chart

A Gantt chart provides a graphical illustration of a schedule that helps to plan,
coordinate, and track specific tasks in a project. It was originally developed as a
production control tool in 1917 by Henry L. Gantt.
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Gantt charts provide a clear

illustration of project status — Mutli-Color Ganitt Chart Demo

Aug 16 23 30 Sepb6 13 20 27 Octd 11 18 25 HNov1 8 15 22
what tasks have to be done et osoorct SRR

and when, and what has been Detin Specitcatons] =
com p I eted . Overall Archiecture“ _
Project Planning_ -

It helps to estimate how long I h
tasks will take and shows Test Plan] [
dependenCIeS Tes’[ingﬂnd(l.ﬂ." j

User Documentation _
G a ntt Ch a rtS can be S | m p I e [ Market Team [l Planning Team [l pevelopment Team

£3 Milestone 1 * Milestone 2 /\ Milestone 3

tables, excel documents or
highly complex developed in

Microsoft Project or other project management software.

FG: 7 Wasles Ted Knowville

£ Video Review 55 Tn C Case Study

ktotming Silent Bramstormiog

Btorming Instriction

Future state training

Intarprefing your process map

Memsures of Success raming

Sdent Brainstorming sctivity
Chean Sheet Redeskyn actvty

Clean Sheet Redesign
Initial DoP Simulateon

DoP Simutation: Identifying Waste

Future State actwty | combined with Final simulation )

Inteeprefing your process map
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1. Develop one future state (Build Consensus and Map It!)

Create a process map of the Future State (without using IT for this simulation)
that shows the beginning and end points, functions, tasks, and decisions in the
new process.

The new process must be transformational.
2. Prepare an implementation plan.

As you plan for your future state, keep in mind the pain points of the original
process...how will you prevent these in your next simulation?

Create any new forms or letters that will be used in processing applications.
Keep in mind that there is no IT solution. You cannot use a computer to
physically change the layout of the forms.

Prepare training instructions for the team. This is a Standard Work activity - step
by step instructions.

Design the team’s “office space” for the simulation. Think about supplies, work
space for each position, location of in and out boxes...you get the idea.”

You may want to do a trial run of your new process. If you do, you cannot mark
anything on the applications that indicate that they are approved, denied, or
require legal review during this trial run. You may use sticky notes or forms to
indicate this.”

2. Start your team’s A3.
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Prior to moving forward with
your efforts to improve a
process or error-proof forms,
you used data and information
to confirm there was an issue
or opportunity. You also
developed measurable goals
for your process improvement.

Now, you need to make sure
your data collection plan is still
valid and ready to go, so you
can document changes in
your outcomes.

A scorecard is a tool that is
used to document
improvements made during
a project. ltis a
communication tool to
illustrate the success of
the project and can help in
identifying the metrics that
you will track over time to
monitor the process and
ensure the gains you have
made.

Develop
operational Collect data
definitions

Display and
evaluate data

Continuous improvement  periodically revisit measures, definitions, plan

Documents
measurable success Summary Scorecard
in improvement Measure Current NEW Change
projects. Lean Ohio Level
Process Steps

tracks simpler,
faster, better, and
less costly.

Scorecard measures
include:

113




Simpler
Faster
Better

Less costly

CURRENT + CURRENT
TASK DECISION
FUTURE + FUTURE
TASK DECISION

CURRENT
TOTAL
STEPS

FUTURE
TOTAL
STEPS

183 - 26
157/183

157
85.7%

114




— 1

# OF JAGGED
ARROWS =
ELECTRONIC

MOVEMENT
FROM
FUNCTION TO
FUNCTION

/" CURRENT
TOTAL
HANDOFFS |

" FUTURE
TOTAL
HANDOFFS |

Lead Time:

The time gap between when a customer request is placed for a product/service and
when it is delivered. Lead times vary by process and may even vary for the same
process in different situations, like during renewal periods, seasonal demand, etc.

Cycle Time:

The time elapsed from the start to the end (one cycle) of an operation. It is the time

taken to complete processing of a single unit of a product/transaction and includes the
time consumed by all activities within the process area including product/service
creation or transformation, wait time, transportation, and rework.

LEAD TIME
= \REDUCTION

CURRENT FUTURE
STATE LEAD || _  STATE LEAD
TIME TIME
CURRENT
LEAD TIME / STATE
REDUCTION LEAD
TIME

CURRENT
STATE CYCLE
TIME

"% 1LEAD ™,
i TIME
“REDUCTION.

CYCLE TIME
REDUCTION /

ST:TEU ! ”C:Eu CYCLE TIME
e =\ REDUCTION
TIME

CURRENT S %CYCLE ™,
STATECYCLE) —: TIME
TIME “REDUCT ION_.’
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Better reflects the Impact on Customers

How do you know if something is better?

+ Cost avoidance —won’t
need to hire additional
staff/ won’t need layoffs

(unemployment costs) 8=
« Direct savings — ———

reduction in overtime,

office supplies, rent, over X =

travel costs, postage, HOURS

equipment

STORAGE COST PER
* Redirect staff time to # of SQFT o 8 =
BOXES

other projects

E

It is imperative that you

document how cost savings
were calculated. Also, share your findings with the leadership team and/or finance area
before you report-out.
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Customer Service Center

e

A Dashboard provides
on-going information
about how you are
doing on the journey to
provide quality, needed
products, information,
and services to your
customers. It is a form
of visual management
that everyone can see

Uses monitors for tracking:

1. Employee ‘status’ —
available, not available

2. Current customers in queue

3. Longest current ‘hold’ time

and respond to. As you
make your
improvements you need to design a dashboard to monitor your progress.

When implementing an
improvement, develop your
dashboard with these

thoughts in mind: When implementing an Ren Magmwsr)  Leanro
improvement, develop your Cerncd Sucess fiert's
e What measures are dashboard. Determine: L e
needed to track on-going * what measures are DASHBOALD Mere/CS
progress needed to track on-going s e e
progross « Tonz 78 delveg @
e How to make those « how to make those s Gl it R
measures visible measures visible o -
| + how often data will be Pinoduockaitanl=
e How often data will be reported * Wwies STENT
reported * Mowies Saved
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This is an example of a
scorecard and bringing all the
measures together.

| DASHBOARD

SIMPLER
BEFOsE

Lean Sox Sigma s about cut O

tng red tape and making pro-

cesses simpler. For process

n 2011.2019, implomentod 'g*m
improvements will lead 1o
* 5% average reducton n

the number of procerss steps.

+Over 11,000 process steps.
ohminatod

Mmber of
Process Sps 5

* 55% reduction in handofts for
PrORCES reporting thes metnc

When transforming processes 10 make

them sampler and faster, Lean teams free

Up staff tme that can be redirected 10 other

work. Improvement teams from 2011-2019 identified

close 10 1,000,000 potential redirected hours, to be

reakzed when the now processes are fully n place

69%
mprovoments will lead 1o DTN

= 12,518 days reduced n Prosess T

start-to-firush process tme

LESS COSTLY
Saving money and malking better use of

other improverments are fully implemented

IMDICY. TOSTeY. Detter. Less Costy - Leon. ono.aov
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In your DOP groups calculate the Current State and Future State Score Card for your
DOP Group.

Measure Current State Future State Change
Process Steps %
Decision Points %
Handoffs %
Delays %
Waste Points %
Process Lead Time %
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Implementation of your improvement and monitoring the results to sustain the gains is
critical. How will you monitor? What data will you track? What measures would tell you if
something is slipping in your process? What measures would tell you if things are going
well? What are your next steps?

Telling your story is both a celebration of hard work and a learning opportunity that needs
to be shared widely so that the whole organization leans from your project. The A3 is the
tool to use to share the story of the project, what was improved and what was learned.

A3 Topics and Contents

Title, Date Started: Current Date: Team, Executive Sponsor:
Why are we working on this What is preventing Collect data. Check the results
problem/opportunity? What is the achievement of the goal? of your improvement. Did you
business case? What is the pain What is the root cause or close the gap? Simpler, faster,
point? What is the impact? Scope?  causes of the problem? better, less costly.

Fishbone or 5 whys.

What is currently happening? Brainstorm solutions. What went well? What didn’t? If
Extent of the problem? Data. Analyze them. Select a you didn’t achieve goal, then go
Statement of the problem. Present solution to test. back to test another solution. If
depiction of current state. goal is achieved, put into

standard work.

D6: Action Plan A9: Follow-up and Monitoring
What specific outcome is required?  Develop an action plan for What is the plan for ensuring
What is the goal? What is the gap?  running your test (or pilot) that solution benefits are
and implement it. maintained? How will you
monitor?
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DOP A3

P1: Background/Why P4: Analyze C7: Check Results
change is needed

P2: Current State P5: Potential Solutions C7: Other Results

P3: Project Goals D6: Action Plan & Test A8: Follow-up and
Monitoring
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Title: Date Started: Team:
Current Date: Sponsor:
Your Name:

__ R

__ T

D6: Action Plan & Test A9: Follow-up and Monitoring

A3 Topics and Contents (Again... For Reference!)
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C7: Improvement Metrics

Why are we working on this What is preventing Collect data. Check the results
problem/opportunity? What is the achievement of the goal? of your improvement. Did you
business case? What is the pain What is the root cause or close the gap? Simpler, faster,
point? What is the impact? Scope?  causes of the problem? better, less costly.

Fishbone or 5 whys.

C8: Check Results

What is currently happening? Brainstorm solutions. What went well? What didn’t? If
Extent of the problem? Data. Analyze them. Select a you didn’t achieve goal, then go
Statement of the problem. Present solution to test. back to test another solution. If

depiction of current state. goal is achieved, put into

standard work.

D6: Action Plan

What specific outcome is required?  Develop an action plan for What is the plan for ensuring
What is the goal? What is the gap?  running your test (or pilot) that solution benefits are
and implement it. maintained? How will you
monitor?
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Make sure itis a
process

Smaller, daily work e

projects 1. Identify and Select
Problem
H HYH 2. Define Current State
Apply tO IndIVIduaI Work 3. Define Desired State
and team-based work 4. Analyze
5. Select Solution to test

7. Improvement
Metrics
8. Check Results

Smaller process

Can involve more than
one section or work unit

2-4 swim lanes
About 15 steps

. » Lean Routine » Kaizen
Bigger, more complex +  Smaller process + Bigger, more complex process
process * 2-4 swim lanes + Needs a facilitator

* About 15 steps * Usually 5 days
Needs a skilled
facilitator
Usua”y 5 IntenSIVe .?e:rl:f/ *Scope the .m:itieb::e * Analyze Rt «Do It! And
d ayS Selection Issue Visible Data, ID Sustain
Waste

Senior leadership
support; Commitment
to implement when

complete
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Next 30 Days: Use it!

30 — 90 Days: Practice

90 — 180 Days: Being intentional keeps Lean alive!

The process, tools, and techniques to manage the people side of change to
achieve the required business results.

125



1. We change for a reason
2. Organizational change requires individual change
3. Organizational outcomes are the collective result of individual change
4. Change management is an enabling framework for managing the people side of change
5. We apply change management to realize the benefits and desired outcomes of change
Process:
Competency:

» People feel awkward, ill at ease, and self-conscious

* People will think about what they have to give up

+ People will feel alone, even when everyone else is going through the change.
« People can only handle so much change.

+ People are at different levels of readiness for change.

» People will be concerned that they don’t have enough resources.

+ If you take the pressure off, people will then revert back to old behaviors
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100 94
76
80"
60
a4
40%
20% 18
0
Poor Fair Good Excellent
(n=338) (n=936 (n=1202) (n=245)
Change Management Effectiveness
Leadership/ Sponsorship provides vision, guidance,
Sponsorship leadership, and governance
Project Management gives structure to the
technical side of the change
Projects
o Change Management supports the people side of
Projects finish the change
on time on budget
Return on investment The CM practice includes a regular evaluation of
(ROI) realizec + = "
e the 3 points of the triangle, with a goal for each
—— discipline to become “Green.”
Project Change
Management Management

Prosci® PCT* Model

A
AA
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+ Toassist people as
they transition from the

current state to a new
future state by reducing
the effects of "the

Change Curve

The Main Objective of CM:

often have (
optimism about the journey andimpact
of the change initiative

Change is

announ\d

Current
State

\
>

Effective CM
practices reduce
the magnitude of
change impacts

Risk of extreme dip in for stakeholders

productivity & morale
when change is
introduced

Lower productivity

Passive resistance

Active resistance

Turnover of valued employees

Disinterest in the current or future state
Arguing about the need for change

More people taking sick days or not showing up
Changes not fully implemented

People finding work-arounds

People revert to the old way of doing things
The change being totally scrapped

Divides are created between ‘us’ and ‘them’

Lack of awareness about the business reasons for the change.

People do not see anything positive in it for them.
Mixed messages from managers.

Fear about something — decreased job role, increased workload, loss of position

or power, not knowing how to change, etc.
Belief (or hope) that “this too shall pass”
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S A S

» Lack of inclusion in planning for the change
« Assumption that upcoming retirement exempts them from making the change

I’'m too full of emotion/fear to think about what you are talking about.”

This all comes as a big shock.

I’'m scared of the transition, not the idea.

| don’t know how big a change this really is.

| don’t see how | fit in any of this.

| feel | have no say in what happens.

I’'m fed up with phony change that goes nowhere (They want the real thing).

» Disruptive behavior, or the opposite...

» Silence and withdrawal

» Opting out by refusing to participate, or the opposite...
» Pretending to go along

» Negative story telling

» Smokescreens and other stalling behaviors

Awareness Awareness of the need for change
Desire Desire to participate and support
"’ f\ » the change
v ‘b"’ e

Knowledge D Knowledge on how to change

Abilit K Ability to implement required skills
Y A and behaviors
Reinforceriont® (R Reinforcement to sustain the

change
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Supporting ADKAR — why order matters

ADKAR Gap Model

Mwmwuw
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Simpler, Faster, Better, Less Costly - Lean.Ohio.gov
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VIDEO: How to
Train Employees
to Have Difficult

Conversations

TAMEKIAMIZLADISMITH

PLAN AHEAD, including leadership, middle management, and employee focus
group(s) in the process

Plan to OVER COMMUNICATE

Plan WHO, WHAT, WHEN, and HOW others will be involved in roll out

Plan to TOUCH BASE along the way

Plan to CREATE A SAFE PLACE for honest conversations (with guidelines)

Define | Build".\''= 1 S ofithe ehange: |

Measure SIS e
Create »-- - ito/Change

amongst those affected

Analyze

| W=l Knowledge 7eJs /= <iz(nle [

Improve

| Ensurer .\ || s toichange’ |

Control |Reinforcement of the change. |

Figure 1: ADKAR and DMAIC
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. Stop talking... so you can listen
. Allow people time to absorb the message, and then discuss their questions

. Provide opportunities to talk outside of formal meetings — arrange informal
gatherings, one-on-ones, and brown-bag lunches

. Seek to understand; listen for meaning (remember that smokescreens are common)

. Actively seek more information — ask for clarification or elaboration
- Learn to say “Tell me more about that...”
- Research and Practice the art of the “5-whys”

. Listen to hallway conversation, and join in

. Give your full attention to the person talking — Put your phone & laptop aside

VIDEO: Brené Brown
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Compare Your Results to your pre-test on 10.

—

LEANGhio

Date: = Name

Eefore Boot Camp
weeee] -

OOE[E® .

AE[E[@[E]

1 l.tal | B

CEEREEE

D[OC[®[E]

OeEElE  «

Hate your Imowledee of each mem: 1 = hittle 1o no kmowledge 3 =

Boot Camp

Lean and S Si0min

Lising data to make informed
decisions

Operational Definitions

SIPOC

. BS

Proczss Map

Pk Yoke

. Data Collection

Standard Work

Clean Sheet Redesign

Implementing Lean

Date;

After Boot Camp

[O[R[O[O[)]
RIS

PIEIEIRIE

) )] 4
PR 0 R
] £l 13 5

some imowledge 3 = some Imowlsdze

and appheation 4= comformble knowladge and application § = preat knowledps and application
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