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Notes:

Purposes of course:

1. Provide a basic understanding of Lean terms and tools

2. Prepare you to use Lean tools at work to improve processes
and increase capacity

Section 1

Notes:




Objectives

= Define Lean

» Discuss why Lean is of value to state
government

= Explain how Washington state is
adapting Lean

= Recognize, understand, and use basic
Lean terms and tools

Notes:

History of Lean
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Notes:

Craft production: Design and build to customer’s specifications

Mass production: Design and build done apart from each other,
which led to a separation between management and labor, and an
organizational structure based on functions

Lean Production: Design and build (and other functions) coordinated
via product/service teams that create efficient end-to-end processes



Notes:
Lean in Washington

“The best solutions to our problems

come from those on the line
everyday seeing what works and

doesn’t work and how to fix it and
how to solve it.”

“Lean gives us the opportunity to do
more with what we have.”

--Governor Gregoire,

Lean Symposium 3/24/11

Notes:
Lean in Washington
Executive Order 11-04

Lean Transformation

_
\

» Learn About Lean \\ :
\

» Build Capacity for Lean

= Embed Lean Thinking in
the agency culture

= Complete a Lean project

Report Lessons Learned
and Results by August 31

The Governor’s Office of Accountability and Performance is
coordinating support for the Executive Order



@Washmgion State Government Lean Deplovment Model

Deliver Washingtonians services with innovation,
efficiency, and integrity

State Government

/'/ - . Do '\\

/ = N A\
| Divisiond (& \ ' |
A = £
| ¥ 2 A \)Q \ \ |
e W 29
A Unit W o\
A / - \ Vo

i o \

L/ \ ModelArea"

reviile, IN'vwueas, aiiy Flliivevpily

Accountability &

Performance, Office of the Governor November 2011

The ultimate goal is “The Washington State Way” of doing business:

A common approach to continuous improvement with shared
thinking, tools, and techniques

Notes:

Lean Timeline

Past Present
Process Process
improvement | improvement
using a using many
variety of approaches and
tools, methods.
methods,
and Decentralized

resources: application of
Lean with :)
* QUEST varying:
- TQM
« Balanced * Lean knowledge
Scorecard and experience
* Access to and
reliance on
private sector
expertise

By late 2012
Achieve results
across all areas
of state gov't
using Lean:

* Shared under-
standing of
Lean’s potential

» Common tools,
principles, and
methods

» Established
pockets of
expertise

Transformed
Government:

« All agencies
use common
Lean approach
as adapted for
WA state gov't

Nat'l

« Established Leader

expertise and
resources

« Efficient
processes that
meet customer
needs

* Happy,
productive
ClullOEES

We’'re on a multi-year journey to adapt Lean to state government

Notes:
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Section 2

UNDERSTANDING

LEAN BASICS

Notes:
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Lean Definition

Acronym

Budget or F T re

Magic formula fors

Notes:
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Organizations adapt, rather than adopt, Lean



Notes:

Lean Definition

13

Business term

a

Set of tools that maximize value

N«
\

and minimize waste

Way to think — a philosophy for an -
entire organization :

Notes:

Lean Definition

14

A systematic way to

identify and eliminate

waste through

continuous
improvement

— Kaizen

Systematic: recipe to help you avoid pitfalls

Removal of waste: creates efficient process that create what the
customer wants, when they want it, error-free

Continuous improvement: keep doing it again and again

“A 30% improvement today is better
than a 100% improvement tomorrow”



Why is Lean of value?

= Allows staff to do their best every day
» I[mproves customer experience

» Increases efficiency and capacity

= Encourages problem-solving

The Lean approach respects people
and honors their contributions

Notes:

15

Lean Culture

Lean is more than just tools...

» People operate without fear

= Management creates time for Lean efforts

= Employees turn to the Lean tools without
prompting

» Everyone feels ownership of a process

Notes:

16




Core Lean Concepts & Tools

VALUE/VoICE oF THE CUSTOMER
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Notes:
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Lean Improvement Cycle
Work Toward Define
Perfection Value
Improvement
Establish Cycle Map
Pull Value
Stream
Create
Flow

Notes:
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It all begins with value, which must be defined by the customer



Defining Value

Who is your customer?

Notes:

19

Defining Value oA

<

Process Produces a product/service.

K

Product/ Performs a function.
Service

<

Funetion Meets a need.

<

Need Met need = Value.

<

Notes:

20

Have the crucial conversations about who the customer is and what
value you provide



Lean Improvement Cycle

Work Tow_ard Define
Perfection Value

5 1

Improvement

Establish Cycle Map

Pull * 2 value
Stream

Create
Flow

Notes:

21

Be the thing!

Petection  Valus

Value-added Work

1. Changes the form, fit, or function of the
product or service

2. |s something the customer is willing to
“pay for” (in time, effort, money, etc.)

3. Is done right the first time

Notes:

22

Any work that doesn’t meet the criteria above is non-value-added

Note: some non-value-added work is necessary



A Notes: 23
Value-added Work = &
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value- m
added e
Traditional Traditional Lean
Work Process  Improvement Improvement
Lean efforts reduce lead time by eliminating non-value-added work
s | Notes: 24

Waste (Non-value-added) - -

Anything that adds time, cost, or resources without

adding value, as perceived by the customer.
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— . 7Wastes  over Over

Transportation Overproduction

Defects: errors that create a product which doesn’t meet the need

Waiting: time that a product sits idle in the process

Overprocessing: expending more effort on a product than is needed
Overproduction: making a product for which no one has asked
Transportation: moving physical items from one place to another
Movement: human motion

Inventory: physical items and/or the sum of all tasks to be completed



Notes:

25

Real value stream maps detail:
e Each step in the process
How much time is spent touching the product or service
How much time the product or service waits
The defect rate
Other measures of quality, quantity, etc.

Lean Improvement Cycle

Work Tow_ard Define
Perfection Value

5 1

Improvement

Establish Cycle Map

Pull * 2 value
Stream

3
Create
Flow

Flow is a steady sequence of activities that add value

Notes:
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Flow %

Scheduling is predictable

3. The product or service
moves quickly and
continuously through the
system

Work in process is a known, fixed level

Notes:
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You can feel flow — it's when you’re “in the zone” and things are
running smoothly

Lean Improvement Cycle

Work Tow_ard Define
Perfection Value
5 1
Improvement

Establish , Cycle 0 Map
Pull Value
Stream
3
Create
Flow

Notes:
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Pull: no one upstream produces anything until the customer asks



Pull vs. Push = &

Pull:  Sending work to the next role
when they are ready for it

~ &

Push: Sending work to the next role
whether they are ready for it or not

Notes:

29

Pull systems:
e Help control work-in-process
e Help you allocate resources based on actual demand

Kanban = 2

= |iterally, sign or signboard

= A visual signal that instructs one to
produce or supply something

= Can use kanbans to establish acceptable
min/max quantities at each step in the
process

Notes:
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Kanban systems can be used:
e To replenish supplies based on consumption
e In conjunction with first-in-first-out (FIFO) lanes to replenish
work based on consumption



Lean Improvement Cycle
Work Toward Define
Perfection Value
5 1
Improvement
Establish Cycle Map
Pull 4 2 value
Stream
3
Create
Flow

Notes:
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Lean is continuous — you will find more layers of waste each time
you look

mmmmn ol added

added

Non- en
value- Kaiz®

added

Perfection

Notes:
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The theoretical end point is perfection — where every action adds
value for the customer



Notes: 33
5S+Safety
.//////> 7 A /////J
Simplify] Standardize | :

» Keep only - I e . Make 5S
what you * Organize * Clean » Agree on & a habit
needtodo - Label « Examine use best « Monitor
your job practices « Celebrate

~ Sort | Sweep Self- !
S~ o~ Discipline |
* |dentify
* Investigate
« Correct
Safety
5S + Safety is a recipe that can be applied to work spaces, electronic
storage systems, work processes, and more - even your home
Goals of 5S + Safety:
Sort — you have exactly what you need to do work
Simplify — it is quick and easy to access what you need to do work
Sweep — achieve/maintain a “normal” that makes problems obvious
Standardize — everyone uses the same, best way to do work
Self-discipline — everyone does their part to maintain the “normal”
Safety — everyone is safe while doing work
Notes: 34

Standard Work

The safest, easiest, most effective way of

doing something that we currently know

Benefits:

» Provides baseline for improvement
= Enables more predictable results

= Simplifies on-boarding and cross-training
= Fosters organizational learning

Those closest to the work (line staff) should design standard work



Fail-safe

Visual Control Tools

Visual Aids

Procedures, Manuals,
Instructions

Tools for Standard Work

The only way
~todo it

Warn for
ﬁ . ]
abnormalities

Show how to
do it

 ——

— Tellhowto do it

Notes:

35

Tools are in order from most to least effective

The best mistake-proofing devices:

Require no interpretation

Are maintenance-free

Apply to 100% of products or services
Contain little or no text; instead, they use photos or images

Are available at the point of use

Section 3

LEAN CULTURE

A true Lean culture is a problem-solving culture

Every employee looks for and addresses problems using the

scientific method

Notes:

36




Plan-Do-Check-Act (PDCA)
» Adjust * Define
» Standardize * Measure
* Analyze
Act Plan
Check Do
* Measure * Improve
 Study

PDCA is the scientific method for problem-solving. At each step:
e See the big picture
¢ |dentify which parts of the big picture need investigation
e See what is actually happening
e |dentify what should be happening

PDCA is at the heart of every Lean activity, and is something every
Lean manager practices and teaches

Root Cause Analysis

Problem * |dentify the specific problem

» Go see what actually happens

Go See « Compare it to the standard or
ideal
5Why | Why * Ask ‘Why?’ until the root cause
Analysis | Why is found
Why

Why - Ask ‘How can we prevent it?’
Why

* |dentify countermeasure(s
Root Cause y ()

Notes:

37

Notes:

38

A root cause analysis helps you bypass the symptoms and surface
solutions, and get to the underlying cause

“5 Whys” is just one method of root cause analysis



Notes: 39
[Date: {Latest Draft) [ Owner:_(Preparer of the A3) |
Title: State what you are talking about. [Approval Date [Manager Approval ]
BACKGROUND d] PROPOSAL
+ Concisely explain the problem or need and the « State the proposed countermeasures
reason it should be addressed. (provide 2 or 3 alternatives)
« Show how the alternatives compare in terms
CURRENT CONDITIONS gfl coslt. f:asib:ity. effectiveness, e'tjc:.d
’ « Clearly show how your recommende
« Show the facts, data, and processes using charts, countgrmeasure agdresses the root cause
graphs, drawings, etc.
PLAN
l « Show the who, what, when, where, and how
GOAL related to putting the countermeasure in
« Show the specific target(s) in measurabie or visuai place.
terms.
- []
; s S 2
ANALYSIS FOLLOW UP
« Show the root cause of the problem using the . State problems or issues you anticipate, and
simplest tool possible: - how you will ensure continuous improvement
Five whys; fishbone diagram; problem analysis to success.
tree; or other tool of your choice.
Use more pictures, fewer words
A3s expedite decision-making and bring people up to speed on
issues quickly and easily
Notes: 40

Lean
= Simple and visual
» Management by sight
= Pull System
» Inventory as needed
» Reduce non-value added
= Single item or small lot size
= Minimal lead time
» Quality built in
» Value stream managed

Lean vs. Traditional

Traditional
= Complex
» Management by status report
» Push System
» Just-in-case inventory
» Speed up value-added work
= Batch production
= Long lead time
» Quality inspected in
» Functionally managed

Above all, Lean is about:
e Continuous improvement
e Respect for people



Lean Culture

= People trust each other
» Management facilitates
= Everyone participates
= Customer-focused

» Problem-solving is process-oriented

Notes:

41

In Lean cultures, staff ask:
e How do | know that what | am doing meets the customer’s
needs?
e Am | accepting, creating, or passing on defects?

Section 4

PANEL DISCUSSION

Notes:

42

Panel Members:
e Patrice Barrentine, Agriculture
e Jim Dunivan, Corrections
¢ Ariana Wood and Patrick Woods, Financial Institutions

Panel Moderator:
e Darrell Damron, Governor’s Office of Accountability and
Performance



Section 5

WRAP UP

Notes:

43

For more information about resources:

http://www.accountability.wa.gov/leadership/lean/resources.asp




Title: State what you are talking about.

BACKGROUND

Date: (Latest Draft) Owner: (Preparer of the A3)

Approval Date: Manager Approval:

e Concisely explain the problem or need and the business reason it should be addressed.

CURRENT CONDITIONS

e Show the facts, data, and processes using charts, graphs, drawings, etc.

PROPOSAL
e State the proposed countermeasures (provide 2 or 3 alternatives)
e Show how the alternatives compare in terms of cost, feasibility, effectiveness, etc.

e Clearly show how your recommended countermeasure addresses the root cause

3

GOAL

e Show the specific target(s) in measurable or visual terms.

ANALYSIS

e Show the root cause of the problem using the simplest tool possible:

Five whys; fishbone diagram; problem analysis tree; or other
tool of your choice.

PLAN
e Show the who, what, when, where, and how related to putting the countermeasure
in place.
FOLLOW UP

e State problems or issues you anticipate, and how you will ensure continuous
improvement to success.




Theme: Identify and resolve issues preventing claims units from closing 50% of their claims within 180 days.

Date: October 20, 2011

Author: Jamie Scibelli

1. Problem Identification

Unit 9 Results — Timeloss Claims Closed Within 6 months

Goal: Unit 9 implemented process improvements in
October 2010. The goal is to close 50% of claims within 180
days to decrease the risk of disability for injured workers

4. Root Cause Analysis:

Current CM must complete a file review to
identify issues and next steps.

Didn’t know what to do

Didn't review file

Time to complete a file
review reduced

60 A 57.9 and decrease experience ratings for employers. it sk it got o tcklers o < ) < - ) ( . )
55 / \ Current gap = 3.8% from goal Interruptions ’ /Va'e Y er;nce Y Y
50 Current: The unit exceeded their goal of 50% in the 2" Lackoft d
45 month. However, the percent of claims closed has e o W e ) e
40 fluctuated since then and the unit has not been able to e Lackoftaiing L | e[|
35 reach the goal since. In addition, the average resolution rate "erryoning e ot ko it fo o Too many olaims at onos]
30 T T T T . . . . . . T ) since implementation is 46.2%, 3.8% from the goal. e
Didn't identify issues akes up to180 days to get transferred/
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Current inflated caseload °
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Amount of screens to navigate
2. Problem Breakdown .
) D. Estimated Days to Complete a it e
A. Unit 9 Staff Caseloads . A '
Full File Review* in a Batch _— oo
310 180 Lack of training Caseload size
Too much to do ‘&v‘zﬁﬁ“‘
290 160 Nm: st:ndakrdd'?' w',‘-’i" should be Resolution rate will improve. 2
270 140 cormertedma ey File review process
250 Critical d t bookmarked takes too long
- 120 ritical documents aren’t bookmarl
230 -
\ 100 5. Countermeasures: Countermeasure Evaluation Matrix
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nalysis in progress
Option A: Develop and implement system changes to create an ORION based | 1 2 3 3 3 3 3 3 3 24/27
B. DSA 3 Caseload Disbandments | C.Disbandment Process - Point of Cause file review 89%
Lovel Dat Number of Option B: Develop a consistent method for using bookmarks and train CMs 3 2 2 2 3 2 2 2 2 20/27
eve ate ucT;irizo Up to 10 days 74%
WCA 2 8/2011 3 Option C: Develop and pilot (in Unit 9) a stand process for creating a file 3 2 1 1 2 2 1 1 1 14/27
WCA S 8/2011 29 10 minutes 2 days J ¥ R Up 045 days review in ORION. If successful, roll out the pilot when complete 52%
WCA 2 8/2011 39 Option D: Review and update index categories for imaging and ask imaging 1 1 0 0 1 1 2 0 1 7/27
WCA 2 /8/11 o staff to bookmark specific documents 26%
WCA 3 8§ 2/011 13 Total takt time = Up to 49 days Option E: Change index rules to allow CMs to hide duplicate documents 2 2 2 0 0 0 2 0 2 6/27
22%
Appr. 7/19/11 257 Option F: Develop a standard process for file reviews and have Claims 2 2 1 0 1 1 0 0 0 9/27
WCA 3 7/2011 72 ,cg-;i“mss;,g«;ym;;gg;;:%g Training teach incoming staff early and remind them of this standard 33%
WCA 3 7/2011 279 e A e towards the end of the training process
enti upervisor disbands s receive and triage . . . .
WCA 2 6/2011 27 CQQ’E;O:’Jm MLCcoveolntutll]) | Otercuparvsors n DSA isiever s e anorget AL e Gaim Option G: Add bookmarking claims to CBLs and CM expectations 3 2 0 0 1 1 1 0 0 8/27
WCA3 | 4/30/11 232 permanenty owsrtieless iRl Recoemiossend vcas Susrpoosatnels [ wienappopras oo 30%
WCA3 | 4/19/11 81 ey B ’
WCA 3 4/18/11 168 ez e "o poston s 4 Recommendation Rationale
WCA 2 4/15/11 186 end gkgﬁgy‘;ﬁgav . K K Goal Countermeasure Safety Service Value
WCA 2 2/16/11 184 neven Distribution of Claims ® [ncrease ability of the CM to better Work with ISTS to develop and implement system changes creating an automated ORION Reduces Improves Reduces
WCA 3 1/5/11 202 T;‘:&n}‘ig;g identify issues and work claims more generated file review. By the system generating the file review screen, all standard ergonomic | qualityof | time
WCA 3 12/29/10 245 (p,;:;“‘;“‘_f;‘i“;gi,‘jgf;e,sv Yegk-of (JY./?’//H quickly towards resolution. elements will be consistently pulled from all claims. burden on (@] needed to
WCA 2 10/16/10 174 e aea) bel'h\g \\hn{iaﬂ( WWIL‘ ® Increase the timeliness of response to Develop and pilot standards for bookmarking significant documents. The automated ORION | staff. decisions. | respond
Appr. 9/23/10 117 suponssor E g customer inquiries and identification of generated file review will document significant events and the standard approach to to
WCA 3 9/17/10 263 o e i P P | — potential issues bookmarking will show if the report is available and where it is in the claim file. .custc.)r.‘ner
WCA 3 8/14/10 222 — Point of cause * e Restructure the “Claims Details” screen in ORION to increase utilization of elements of that inquiries.
e Superisor screen.
sdidesix(eq | | Doy | | P ener
CED caseload ¥
. — | 6. Action Plan (Milestone Chart):
3. Target Setting: ok | % WA o Y SaTos
The initial target is to reduce the amount of time needed to get claims from a disbanded {[f) Work with Claims Operations Managers to identify stakeholder group for recommendations Claims Operations Managers Oct. 2011 Complete
. o _ \W / Complete recommendations for ORION (file review and “Claims Details” screen) with sequencing and M. Pogue and Stakeholder Group Nov. 2011 In progress
caseload moving towards closure by 50% - from 180 days to 90 days by March 2012. The % estimated costs.
ideal goa| would be to reduce the amount of time from 90 days tol day by Septem ber ‘o?;PT@ Present final recommendations to ISTS for implementation K. Peterson, M. Pogue, Stakeholder Group | Dec. 2011
. _ L . § Develop a standard for bookmarking claims and implement pilot Stakeholder Group Dec. 2011
2012 in order to more accurately and efficiently adjudicate the claim. i Implement changes in ORION TS 78D 2012




