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Mission 
Peak Academy trains and coaches employees at all levels to improve the way government 
works.  Through innovation, employees do more with less and enhance the Denver city experience. 
 
 

Vision 
Peak – changing the way government operates to improve your experience. 
 
 

Values 
• Place Team Over Self. Always. 
• Learn. Activate. Repeat. 
• Be Steadfast in your Grit and Gumption. 
• Drive Connection Through Authenticity. 
• Promote Transparency in Process and Progress. 
• Create an Environment Where Change Can Thrive. 
• Ignite and Sustain the Flame in Others. 
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Megan Williams – Director of Denver Peak Academy 
 

Megan is the Director of Denver Peak Academy. She was first 
introduced to Peak Academy in 2014 when she took the Black Belt 
training as the Community Relations Manager for the Town of 
Frederick. During her nine years in Frederick, Megan created the 
town’s community outreach programs and department while also 
empowering staff internally to improve processes and enjoy coming to 
work every day. Megan is beyond excited to be working where she 
lives, helping the people that serve her community reach all their wildly 
important goals. It is a dream come true for Megan to be leading the 
PEAK team as they continue to transform government. When not at 
work, Megan makes up songs with her daughter Leona, attends 
Rockies games with her husband Zach, and gives belly rubs to her big 
dog, Blue.  
 
Megan holds bachelor’s degrees in Journalism Studies and English 
with an emphasis in Creative Writing from the University of Denver. 

 
 
 

      Drew Brown– Continuous Improvement Supervisor 
 
Drew Brown joined the Peak team in 2016 after working with a local 
school district as a process improvement analyst. He was given the 
opportunity to attend Peak’s Black Belt training and loved it so much 
that he applied for a job opening with the team and has been there ever 
since. Drew has a passion for helping City staff reach their potential by 
discovering their individual gifts and encouraging using them for the 
enrichment of themselves and their customers. He especially loves to 
bring teams together by building trust and utilizing strategic planning, 
which is directly in alignment with his goal of creating an environment 
where equitable change can thrive for the benefit of the Denver 
community.  
 
Drew and his wife Megan have a daughter named Riley, and they all 
like to spend time in the mountains on weekends with their dog Remus 
the husky. Drew is an enthusiastic fan of live music, particularly funk 
and dubstep. He was an NCAA Division 1 Athletic and Academic All-
American, and he competed in the sport of Diving at the 2008 Olympic 

trials.  
 
 
 

Get to Know the Peak Team 
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  Nathanial Bradley III– Continuous Improvement 

Specialist 
 
Nathaniel first joined the Peak Team as an intern in 2017 helping 
the team develop content for Black Belt and co-facilitating 
trainings. He also spent time as an intern at the City of Miami's 
Strategic Planning Office assisting with projects for the three-year 
strategic plan and the Miami Innovation Academy. Since joining 
the Peak Team full-time in 2018, he has played a major role in 
training coordination and facilitating a variety of projects including: 
Assisting with curbside book pickup with DPL, curbside ballot 
pickup with Elections, Reorganizing the EXL Shared Drive, 
developing a Pay Recommendation Tool with OHR, and assisting 
CAO with beginning their Wage Theft Enforcement program. 
 
Nathaniel grew up in Aurora, Colorado, and received his Bachelor 
of Arts from the University of Miami (Coral Gables, FL),   majoring 
in English with a minor in Public Relations. 

 
 
 
 
 

 Katie McCune– Continuous Improvement Specialist 
 
Katie is a Continuous Improvement Specialist with Denver Peak 
Academy. Katie has spent the entirety of her career in mission-
driven organizations which have included non-profit consulting, 
healthcare, and higher education sectors. In her previous positions, 
she often found herself leading her work teams in creating more 
efficient and effective processes. Having grown up in the Denver 
metro area, she is especially excited to apply these skills to help 
Denver be the best city in the nation. In particular, she is energized 
by the empowering transformation people experience as they 
identify actionable items to improve their work. When not at work, 
Katie enjoys spending time with her family, traveling, and being an 
active Coloradan.  
 
Katie holds a bachelor’s and master’s degree in sociology from the 
University of Colorado at Boulder and Brown University, 

respectively. 
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Benjamin Purificacion– Continuous Improvement 
Specialist 
 
Benjamin joined PEAK after working at Denver’s 311 for over 
three years. His time at 311 enabled him to experience and work 
with a broad range of agencies and projects, as well as fostered 
an interest in local government. Prior to 311, having come from a 
customer service background, he developed a passion for 
identifying pain points in work processes and creating solutions. 
He now specializes in locating those process improvements, 
developing solutions, and putting them into action. 
 
Benjamin was born and raised in Queens, New York, and received 
his Bachelor of Arts in East Asian Studies. When not working, 
Benjamin enjoys spending time with his dog, Dutch, four chickens, 
and playing board games. 

 
 
 
 
 
 

Ajanae Cannady– Continuous Improvement 
Specialist 
 
AJ developed a passion to make local government operate better 
through her contract and procurement work for the City and County 
of Denver and the State of Colorado. In those roles, she worked 
closely with internal programs and agencies as well as external 
partners to ensure continuity of goods and services necessary to 
keep operations flowing, exposing her to all the opportunities for 
improvement within government. As a Denver native, AJ is super 
excited to help elevate the city where she works and lives to make 
Denver even more enjoyable for other workers, residents, and 
visitors. When not at work, AJ finds joy in good food, traveling, fun 
activities, and spending time with family & friends. 
 
AJ holds a bachelor’s degree From Colorado State University-
Pueblo in Business Administration with a major in Management 
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  Kayleigh Vocca– Continuous Improvement 
Specialist 
 
Kayleigh is a Continuous Improvement Specialist with the 
Denver PEAK Academy. Her previous positions were based 
in local government where she focused on community 
outreach and strategic management to improve 
organizational structures, expand operational capacity, and 
promote good governance. Kayleigh is passionate about 
process improvement and empowering people to break down 
governmental barriers, and she is excited to help further the 
work of her fellow PEAK team. She believes that by better 
defining missions, relationships, and results, there can be an 
improvement in creating successful outcomes for 
organizational and program performance.  
 
Kayleigh was born and raised in Massachusetts and holds a 
B.A. in Education Policy and a Master of Public Policy and  

Administration from the University of Massachusetts Amherst.  
 
 
 

 
Isheia Williams– Management Analyst 
 
Isheia is a Management Analyst with Denver Peak Academy. 
In 2019 she joined the Department of Finance and worked 
alongside the Budget and Management team doing 
administrative-accounting task and Budget book coordination. 
Prior to this, she worked for the Illinois Child support division 
as a Finance analyst assistant. She loves to see meaningful 
change when work becomes challenging for people. Her 
specialty is building positive relationships, improving 
collaborations, and establishing a healthy cost-friendly work 
environment.     
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Why are we in this training? 
 

The goal of this training is to create a transformative experience that results in an empowered 
and inspired community of innovators that supports each other to change government with a 
laser focus on our residents’ greatest needs.  

 
 What will this training give me? 
 

This training will introduce you to new tools, strategies, and a variety of new perspectives from 
inside and outside the City and County of Denver.  

 
 Black Belt Training Rules & Expectations 
 

The magic of this training comes from our ability to be vulnerable about our organization’s flaws 
and to share and engage with tools and ideas to tackle the big issues we face. To ensure that 
we protect this environment, we ask that all participants follow the below house rules: 

• No Titles – Check your title at the door. Just use first names throughout training.  
• Stay Present – No phones or laptops on tables during training.  
• Electronic Devices – No checking phones in the room – Excuse yourself to the hallway 

if urgent or wait until a break.  
• Adhere to Start and Break Times – We’re all here to learn together. Coming back from 

break late is disruptive and disrespectful to other participants and facilitators.   
• Be Respectful – Allow others to speak – don’t dominate the conversation. Don’t interrupt. 

Listen. Don’t judge or minimize others’ thoughts and experiences.   
• Calling Out Behavior – Peak Facilitators will call out non-adherence to these rules. It’s 

not personal, it’s about protecting the experience 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Group Norms 
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Process Improvement Tools Flow Chart 
 

  
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Say It See It Solve It 
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    What is Process Improvement? 

Process Improvement is a systematic approach to identifying opportunities, solving problems, and 
testing results. It applies a continuous improvement methodology0F

1 to deliver value to the 
customer, on-demand. This is accomplished by continuously: 

• Investing in employees by providing them with the tools needed to improve the process 
• Implementing solutions driven by the people who do the work (a bottom-up rather than top-

down approach)  
• Identifying and eliminating waste within the process 

 
    Waste is Disrespectful 

Waste, in terms of process improvement, is anything that doesn’t add value to the customer. Waste 
impacts three main categories: 

• Humanity: waste is disrespectful to humanity because it wastes scarce resources 
• Citizens: waste is disrespectful to citizens because it asks them to pay for and endure 

processes with no or little value 
• Individuals: waste is disrespectful to individuals (staff) because it asks them to do work with 

no or little value 
 
    The Five Principles of Innovation 

Peak Academy follows the five core guiding principles of the Toyota Production System: 
1. Identify the value that your customers demand 
2. Map the steps required to deliver value to your customers 
3. Deliver value to customers on-demand (“Pull”) 
4. Deliver value to customers without waste (“Flow”) 
5. Seek perfection: standardize and solve to improve  

 
    How to Use It 

Utilize process improvement methodology and the following tools in this workbook throughout the 
entire lifecycle of a process change. Following this approach will help to ensure you and your team: 

• Focus on the biggest pain points within your process 
• Address the root causes of those pain points by focusing on implementing low effort, 

high impact solution 
• Test and track the results of improvements  

 
    When to Use It 

Process improvement methodology should be applied to any process, large or small. The usage of 
these tools should begin as soon as a process opportunity, challenge, or problem has been 
identified.  

 

 
1 Developed by Toyota through their Toyota Production System.  

  

Process Improvement Overview 
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Practice! 
 

Who is your customer? Describe the value your customer demands from your 
process? What does your customer hope to get from going through your process? 

 
 
 
 
 
 
 
 

 
  

 
If your process was in a perfect state, what would that feel like? What elements would 
have to be present to deliver with zero waste? 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 Notes:  
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Tool Overview – Voice of Customer  
The Voice of the Customer (VOC) is what the customer wants & requires from your product/service. 
This is translated into actionable terms to deliver an improved widget and process. Anyone who 
receives and/or uses your products or services is a customer. There are two types of customers. 

 
 

Who is the Customer? 
• Customers may be “primary” or “secondary” based on their role. End Users are primary because 

they are the entity that the product or service is designed for 
• In addition to customers, there are also “Investors” who play an important, though indirect, role 

in helping to meet customer demand 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
Who is your primary customer and what do they value most? 
  
 
 
 
 
 
 
What would they say good customer service looks like? 
 

 
 
 

What is Equity?  

        

Voice of Costumer & Equity for Customers 
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What is Equity? 
• A systemic endeavor, resulting in equitable opportunities and outcomes where race/ethnicity can 

no longer be used to predict life outcomes, and outcomes for all groups are improved. 
 
Equity is important in process improvement because:  

• Equity or lack thereof, is driven by systems. Process improvements can enhance or detract from 
equity.  

• To make improvements in customers’ lives, all customers must be considered, particularly the 
ones currently facing the worst outcomes   

• Race/ethnicity may interact with other social statuses to make certain customers, especially at 
risk for poor outcomes.  

 
 
 
 
 
 
 
 
 
 
 
 
How to Use It: 
As public servants, it is up to us to provide high-quality service to the customers we serve. To improve 
our quality, we must focus on listening to what is important to the customer to figure out their wants, 
needs, perceptions, expectations, and requirements. 
 
Strategies for gathering the customer’s thoughts include: 

• Comment Cards 
• Customer Complaints 
• Focus Groups  
• Requests for Rework  
• Secret Shoppers 
• Online Reviews/Social Media (e.g. Yelp, Google, Facebook)  
• 311 Data 
• Demographic Information (to ensure representation) 

 
Notes: 
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The Innovation Form 
 
Tool Overview  
The Peak Innovation Form is a tool used to communicate and build consensus around the need for 
change, assess opportunities and solve problems, and measure progress and results. The form breaks 
down the lifecycle of an improvement project into three color-coded sections. 
 

• Red – Say It | Start with Why, identify and communicate the reason for change. 
• Green – See It | Identify Gap Analysis tools and brainstorm solutions for improvement 
• Blue – Solve It | Select Tools to eliminate waste, track results of selected improvements, and 

address lessons learned. 
 

Notes: 
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The Innovation Form: Say It! 
 
 

Problem – Why Change Is Needed 
Sample Questions:  

• Why are we doing this? Why is change needed? 
• Is there a circumstance or emergency demanding change? 
• What is the impact of this issue on the customer? 

Problem – Why Change Is Needed (Example) 
Sample Example:  

• We can lose our funding if we do not fix this  
• Our top customer complaint is how long it takes to get the widget  
• We can help more people get business licenses, improving the local economy  

 
QMEATY 

 
 

  
 
 
 
 
 
 
 
               
       
 
  

• Qualitative: How do you, your team, and your costumers feel about the process?

• Money: Hourly rates and material costs.

• Errors: How many widgets have defects? What equity errors are in the process?

• Amounts: How many widgets do you make?

• Time: How long does it take to make your widget? Any wait time?

• Yearly Cost: The total cost of your process over the course of the year. 
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Filling Out Why Change Is Needed 
 

Identify Why Change Is Needed 
• This statement should move those you need support from to either participate or give their 

approval, so hit the emotional core of why change is needed. Remind them of your organization’s 
mission and why they chose to do this work. Explain opportunity areas and address current 
barriers.  

 
Address the Current State  
• The current state section refers to the current process broken down into QMEATY.  

 
Identify QMEATY of Current State 
• Qualitative  relates to the feelings staff and customers have about the process. This can be 

anecdotal or measurable service scores.  
• Money  is both hard and soft dollar costs but not all processes will have both.  

• Soft dollar costs = the cost of staff time. This is typically the hourly rate of staff time and 
hourly rate of the costumer’s time. Use the actual dollar per hour figure for the staff (or 
$25/hour if unknown). Use the average of hourly rate if multiple staff are involved.  

• Hard dollar costs = list the material costs. Include costs associated with each widget 
produced in the process (i.e., printing costs, fuel, etc.).  

• Errors  this is both equity and operational errors that occur in the process.  
• Equity errors: reflect anything that may be inequitable in the process. These may be 

barriers to customers or burdens. List any metrics that captures inequitable errors. For 
example, this would be the percentage of a specific population that cannot access your 
process because of a systemic barrier.  

• Operational errors: reflect what # or % of the current amount is occurring in error. List 
how many widgets or what % of the work is completed in error and requires rework.  

• Amounts  list the frequency of the process of widgets produced. How many widgets to you 
produce? How many times do you have to do this process day/week/month? 

• Time  should be shown in a unit that is “per amount” and should reflect how much time it takes 
staff and/or customers on average to complete the process or to produce a widget.  

• Staff Time: list how long your process takes staff to complete.  
• Customer time: List how long your process takes your customer to complete.  

• Yearly Cost  the total cost of your process calculated for an entire year. This can be calculated 
by utilizing the money, errors, amounts, and time metrics already identified.   
 

Identify QMEATY of Future State 
• In the Future State section, set a goal around which metrics from your Current State you’re 

aiming to improve. Each section of the MEAT should have a metric included in the future state, 
though not every metric needs to change in the future state. This is what you expect to change 
when you implement innovations to your process.  

 
Calculate Yearly Savings  
• Yearly savings includes all hard and soft dollar savings related to internal organizational costs. 

Yearly savings to customers include all hard and soft dollar savings related to external customers 
such as citizens. 
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The Innovation Form  Example 
 
Form Explanation:  

Problem – Why Change Is Needed 
Write a statement about why change is needed. This statement should move those you need support from to 
either participate or give their approval, so hit the emotional core of why change is needed. Remind them of your 
organization’s mission and why they chose to do this work. 

  Current State (CS) Costs Future State (FS) Costs 

Qualitative 
(Feelings) 

Write a brief description of the feelings 
that staff, and customers have about the 
current process. You can also include 
“feeling” related metrics such as 
customer service scores, or a Net 
Promoter Score.  

Write a brief description of the feelings 
that you expect staff and customers will 
have about the process after your 
innovation.  Or the figure you anticipate 
for your “feeling” metric. 

Money 

[Soft Costs] The cost of staff time. This 
is usually in the form of an hourly wage, 
but can be a different unit of time (e.g. 
dollars per minute). If there are multiple 
people involved in your process, you 
may need to list a few different figures.  
 
[Hard Costs] List the material costs 
associated with your process (e.g., 
printing, mileage, supplies, etc.)   
 
[Customer Soft Costs] List the cost of 
your external customer’s time. Typically, 
$25/hour for a Denver customer.  

For each cost listed in the current state, 
list what you expect the cost(s) to be after 
your innovation.  
 
Tip: For soft costs and customer soft 
costs, the $/hr value typically does not 
change. However, the $/hr may change if 
you're changing who's responsible for 
completing a task/process in the future 
 
 
 
  

Errors 

Equity:  List any metrics that capture 
errors in your process attributable to 
inequities. 
 
Operational:  List how many widgets 
produced, or what percent of the work 
completed, results in an error (e.g. 
requiring rework, having defects, etc.). 
  

Equity:  List metrics that capture what you 
anticipate will be errors in your process 
attributable. 
 
Operational:  List how many widgets 
produced, or the percentage of the work 
that you anticipate will be completed in 
error after your innovation 
 
  

Amount 
List the frequency of your process – how 
many widgets do you produce? How 
many times do you have to do this 
process per day/week/month?  

List the frequency you anticipate for your 
process after you implement your 
innovation. 

Time 

[Staff Time] List how long your process 
takes for staff to complete.  
 
[Customer Time] List how long your 
process takes for your customer to 
complete.  

 
For each time listed in the current state, 
list how long you expect the process to 
take after your innovation.  
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Example: Arriving at the Peak Training Room  

 
Visit Peak Academy’s website for a more in-depth innovation form under “Continuing 
Education Resources”. 

Yearly Cost 
(Annualized) 

Calculate the total cost of your current 
process for the entire year. It can be 
helpful to calculate the three different 
types of costs separately (soft costs, 
hard costs, customer costs).  

Calculate the total anticipated yearly cost 
for your future process. 

Yearly Savings (CS Cost – FS Cost) Current State Yearly Cost – Future State 
Yearly Cost = X  

Yearly Savings to Customer 
(Value of Customers Time) 

Current State Customer Yearly Cost – 
Future State Yearly Cost = X  

Problem – Why Change Is Needed 
 
We believe that participants in Denver Peak Academy trainings should have a smooth, seamless experience 
when they enter our training each morning. Currently, the security checkpoint and difficulty of finding the training 
room due to communication are making the process longer and more difficult than it needs to be. 

  Current State (CS) Costs Future State (FS) Costs 
Qualitative 
(Feelings) 

Frustration and confusion Seamless and easy 

Money 
$29/hr (Management Analyst salary) 
$25/hr. (average salary in Denver) 

$29/hr (Management Analyst salary) 
$25/hr. (average salary in Denver) 

Errors Operational: Lack of clarity in emails & 
limited signage (80% of the time) 

Operational: More clarity in emails and 
increased signage (30% of the time) 

Amount 
24 Participants per Black Belt Training 
11 Black Belt Trainings per Year 
1 email per Black Belt Training 

24 Participants per Black Belt Training 
11 Black Belt Trainings per Year 
1 email per Black Belt Training 

Time 
Peak Staff Time: 10 minutes (.167 hrs) 
 
Trainee Staff Time: 10 minutes (.167 
hrs)  

Peak Staff Time: 15 minutes (.25 hrs) 
 
Trainee Staff Time: 5 minutes 
 (.083 hrs) 

Yearly Cost 
(Annualized) 

Soft Costs:  
Peak Staff Time 
1 x.167hrs=.167 
.167x11= 1.84 hrs 
1.84 hrs x $29 = $53.36 (annually)  
 
Trainee Staff Time  
24 students x .167hrs = 4 hrs 
4hrs x 11 trainings = 44 hrs 
44 hrs x $25 = $1,100 (annually)   

Soft Costs:  
Peak Staff Time 
1 x .25hrs = .25hrs 
.25hrs x 11 trainings= 2.75 hrs 
2.75hrs x $29 =$79.75 (annually)  
 
Trainee Staff Time 
24 students x .083 hrs = 2 hrs 
2hrs x 11 trainings = 22 hrs 
22hrs x $25 = $550 (annually)  

Yearly Savings (CS Cost – FS Cost) 
 
$53.36 - $79.75 = -26.39 
$1,100 - $550 = +$550 
-26.39 + 550 = $523.61  

Yearly Savings to Customer: Value of Customers Time   
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Practice!  

 

  

Problem – Why Change Is Needed 
 

 

  Current State (CS) Costs Future State (FS) Costs 

Qualitative 
(Feelings) 

 
 
  

 

Money 

 
 
 
 
 
  

 
 
  

Errors 

 
 
 
 
 
  

 
 
 
  

Amount 
 
 
 
  

 
 
 
  

Time 
 
 
  

 
 
  

Yearly Cost 
(Annualized) 

 
 
 
 
  

Yearly Savings (CS Cost – FS Cost) 
 
 
  

Yearly Savings to Customer 
(Value of Customers Time) 
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Visual Gemba Walks 
 
     

    What is a Gemba Walk? 
Gemba is a Japanese word meaning “the real place.” The idea of a Gemba Walk is simple: if you 
want to know how a process really works, go to where the work is done and watch it in person to 
gain a deeper understanding of the process. A Gemba Walk helps: 

• Gain insight to be able to effectively map a process.  
• Identify waste within the process.  

 
    How to Use It:  

Gemba Walks are like shadowing a person on the job. While you observe, be sure to ask plenty of 
questions in order to get a complete understanding. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

    
     
    When to Use It:  

Gemba Walks are a great tool to use before you begin process mapping. This will help give an 
accurate account of how a process works in its current state. 
 

Notes: 

Who are the 
customers? 

What do the 
customers 

value? 

What are the 
steps in the 
process? 

When is the 
process 

complete? 

   
  

   
 

   
 

  
 

Questions to Ask on a Gemba Walk 
 

What are 
your biggest 
pain points 

in this 
process? 

What are 
your 

customer's 
biggest pain 

points? 
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Process Mapping 
 
Tool Overview – Process Mapping  

Process Mapping is the creation of a workflow diagram, or process map, that visually displays a 
series of steps and decision points that occur within a given process.  

 
How to Use It:  

Use sticky notes on a whiteboard, sheet of butcher paper, or blank wall space to map your 
process. If operating in a virtual environment, consider a mapping tool such as Microsoft Visio 
or Lucid Chart.  

 
General Rules for Process Mapping: 

• Include the title of the process, current or future state, and the date the map is created 
• Define the start and endpoints of the process to maintain map scope 
• Focus on what the process looks like 80% of the time  
• Identify who the customer of the process is 
• Map steps in a straight line from left to right 
• Use a sticky note as a square for action steps and as a diamond for decision points 
• On each sticky note, identify the who (use position titles) and what (action taken in step) 
• Label the average time it takes for each step as well as for the process as a whole 
• Document volumes of “widgets” that go through the process 
• Add waste (pink sticky notes) and a value-add analysis (covered in the next sections) 
• Include a legend to identify the pieces of your map. Different colored sticky notes can be used 

for different workgroups, individuals, customers, or decision points in the process  
• Processes can occur at the same time, with one process shown above or below the other (known 

as ‘swim lanes’) 
 
When to Use It:  
Process mapping should be used at the beginning of an identified process improvement opportunity. 

 

to Ask on a Gemba Walk 
 
 
 
 

 
 

 

General Rules of Thumb 

Left to 
right 

Mark 
milestones/ 

time to 
deliver 
value 

Document 
volumes 

of 
“widgets”  

Boxes – 
Steps in a 
process 

(label “who” 
& use verbs) 

Diamonds 
– Decisions 

(Yes/No, 
If/Then…) 

Use pink 
stickies to 
represent 

waste/issues 

Map for 
what 

happens 
80% of the 

time 
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Process Map Example! 
  
Title: Arriving at the Peak Training Room.   
Dates: March 7, 2022 – March 10, 2022 -- Current State 
 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Map Left to Right: 

 
 

Steps in the process 
 
 

Use a diamond to show a decision point 
 
 

Notes: 
 

 
 

 
 
 
 
 

 

Enter on 
Court 
Plaza 

Are you a 
CCD 

employee? 

Do you know 
where the 
elevators 

are? 

Use badge 
entrance 

Go to 
security 

line 

Remove 
tech, 

liquids, 
etc. 

Head to 
elevators 

Ask help 
desk for 

directions 

Read signs 
for Peak 
training 

room 

Arrive on 
the 4th 
floor 

Yes 

Yes No 

No 

First: Identify 
First Step 

Second: Identify 
Last Step 

 

Sit in seat  
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Practice! 
Applying Process Mapping: 

• Reflect on your chosen problem and start a process map. Remember to start with your first 
and last step! 
 

Draw Your Process Map Below: 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
Focus on steps in your process that could be maximized to add value.  
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The 8 Wastes & DOWNTIME 
 

Tool Overview – DOWNTIME  
The 8 Wastes, or DOWNTIME, is a tool to identify the 8 types of waste that can exist in a process. 
The 8 Wastes help to quickly identify pain point steps within a process which allows you to focus 
your improvement efforts on individual steps of the process rather than a complete process 
overhaul. 

 
How to Use It:  

Once your process map has been created, include your waste identification below each process 
step.  

 
General Rules for Waste Identification: 

• Use pink sticky notes to capture all waste 
• Each participating group member should identify waste on their own, silently.  
• Write the letter of the type of waste identified on a sticky note with a brief description of the cause 

of the waste, then place the waste sticky note under the associated process step 
• It’s okay if someone already identified the same waste you did for a step! We want to see piles 

of pink where we all agree there are waste pain points  
• Once completed, step back and analyze 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

When to Use It:  
The 8 Wastes should be used after your process map has been created so you can tie waste 
to specific process steps. Completing this analysis prior to making process changes will help 
you focus on the biggest, or most critical, pain points in your process 

 
 
 
 

The 8 Wastes 

D        O          W        N          T       I           M        E  

Defects 
Over- 

Production Waiting 
Non-utilized 

Talent 
Transpor-

tation Inventory Moving 
Excessive 
Processing 

Rework, 
errors, 

incorrect 
information 

Excess 
production or 

production 
done before 

needed 

Time 
wasted 

waiting for 
the next 

step in the 
process 

Underutilizin
g people’s 

skills or 
resources 

Movement 
of things 

Excess 
materials 

being 
processed 

Movement 
of people 

More work 
than is 

required by 
the 

customer 
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Shrink The Change 
 

Title: Arriving at the Peak Training Room 
Dates: March 7, 2022 – March 10, 2022 -- Current State 

 
 
 
 
 
 

 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 

 
 
Notes: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

W 

D 

W 

T 

M 

W 

D D 
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Value Added Analysis 
 
Tool Overview – Value Added Analysis   

The Value Added Analysis tool is used to analyze (from the customer’s perspective) which steps 
in a process add value and which are opportunities to innovate. By identifying which steps do or 
do not add value, you’re able to assess whether a step should be kept or improved upon. The 
value-added analysis categorizes process steps into one of three categories: Value Added, 
Business Necessary – Opportunity to Innovate, and Opportunity to Innovate.  

 
Value Added (VA) process steps are steps that change the nature or shape of a product or 
service to exactly what the customer wants, or the point in the process where the customer 
is getting what they desire. Steps that add value should not be changed or removed as this 
would have a negative impact on the customer experience. These are the steps the customer 
pays for or may be willing to pay for.  

 
Business Necessary – Opportunity to Innovate (BN/OTI) process steps are steps or 
actions that must be completed or performed in a very specific way due to legal, regulatory, 
or policy requirements. These steps do not add value to the customer experience, so there is 
opportunity to innovate within these steps. However, changing these steps provides 
challenging as you will have to first change the corresponding legal, regulatory, or policy 
requirements.  
 
Opportunity to Innovate (OTI) process steps are steps that do not add value to the customer 
experience and do not have any legal, regulatory, or policy requirements dictating how the 
step must be performed. Changing these steps does not negatively impact the customer 
experience making them the ideal process steps to focus on when improving a process.  
  

 
How to Use It: 

On a completed process map, categorize each process step by adding a green (Value Added), 
yellow (Business Necessary – Opportunity to Innovate), and red (Opportunity to Innovate) 
colored dot to the step based on the category the step corresponds to. Each process step will 
fall into one of the three value added analysis categories. The below diagram can help with 
categorizing process step. 

 
Notes: 
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Value Added Example! 
 
Title: Arriving at the Peak Training Room.   
Dates: March 7, 2022 – March 10, 2022 -- Current State 

 
 
 
 
 
 
 
 
 
 
Key: 
 
 

Value Added: The Peak Team added signs for the training room to help Black Belt students 
find the room. 

 
Business Necessary – OTI: External employees must go through security due to City 
regulations. Also, individuals who do not have badge access to the Webb Building have to take 
the elevators you need a Webb Building badge to access the stairs.  

 
Opportunity to Innovate: The Peak Team could provide further instructions to students so they 
would not have to ask the security desk for help upon arrival. 
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Gap Analysis: Spaghetti Diagram 
 
Tool Overview – Spaghetti Diagram  

A spaghetti diagram is a visual representation of a physical or digital space using a process flow 
line(s) to show the path of an individual, item, or activity through a process. The diagram is 
intended to show: 

• How customers, team members, and/or objects move 
• Unnecessary movement and better layouts  

 
How to Use It:  

1) On a drawing space draw the floor, room, building, physical environment, or digital environment 
where your process takes place. Include as much detail as possible including the furniture, stairs, 
hallway, etc. 

2) Identify the object/person you wish to track and its starting point on the map  
3) Start your line and replicate the actual flow of your object/person on the map and continue the 

line until the completion of the process. Use arrows to show the direction of movement 
4) A common mistake in a spaghetti diagram is drawing the line through walls; do not do this, as 

this does not realistically represent the actual flow of the object/person  
5) If you did it right, you’ll notice that the line will most likely look like a piece of spaghetti, which is 

where its name is derived from  
6) Now, trace the path of the individuals moving through this process 
7) Use different colors to map different people or objects moving through the space. And be sure 

to include a legend to identify the colors 
8) Assess the map for excess movement, stops, or strange movements 
9) For additional assessment, you can add times and/or distance to a spaghetti diagram to show 

how long and how far each line of movement takes 
 

When to Use It:  
A spaghetti diagram can be used to evaluate any process, but the tool is most helpful when evaluating 
a process with Motion and/or Transportation waste identified in the process map. 

 
Example   
Title: Arriving at Peak  
Training Room. 
Date: 03/07/2022, Current 

 
Key: 

 
 

CCD Employees 
 
 
 
External Employees 
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Gap Analysis: Communication Circle 
 
Tool Overview – Communication Circle 

Communication Circles are a visual representation of the communication steps that occur 
between departments, staff, and customers during a process. The Communication Circle will:  

• Identify all the major actors (or who) is in the process 
• Define the types of communication which will be used and to whom 
• Help find possible bottlenecks and the need for centralized communication 

 
How to Use It: 

Draw a large circle and write the names of the people or part of the organization that are involved 
in the process. Connect them by drawing a line to each player as you move your way through 
the process.   

• Utilize different colors to define different types of communication (email, phone) or use 
different colors to define who is communicating.  (Include a legend) 

• Use arrows to show the direction of the communication. 
• Use the title of the section or division, not individuals’ names. 

 
Some key questions that can help you while using this tool are: 

• How many people are involved in this process? 
• How many forms of communication and how many transactions take place? 
• Are there steps we can eliminate to clear up the communication? 
• Is there anyone out of the loop that needs to be included? 

 
When to Use It:  

When a process has many different people involved, and where a lot communication is needed to 
complete the process. This tool is especially useful when there is significant wait time associated 
with getting responses back or when there are errors made either due to a lack of communication 
or receiving mixed messages from multiple people 

 
Example   
Title: Arriving at Peak Training Room  
Date: 3/07/2022 Current 

 
 
 
 
 
 
 
 
 
 
 
 
 

Management 
Analyst 

Peak Team 

Webb Security 

Black Belt 
Students 

Security / 
Help Desk 
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Gap Analysis: Fishbone Diagram 
 
Tool Overview – Fishbone Diagram 

A fishbone diagram is a root cause analysis tool. The tool breaks down steps that you identified 
as opportunities to innovate into a specific issue to focus on. The diagram is intended to show: 
• The problem (or effect) 
• The categories of the causes of the problem 
• The contributing factors (or causes) of the problem 

 
How to Use It: 

• Create the body of a fish on a large piece or on a whiteboard. Add six “bones” to the fish with 
the categories of Machines, Methods, Materials, Mother Nature, Manpower, and Measurements 

• Use the 8 Wastes from your process map to identify and choose a problematic process step to 
analyze. Place the identified problem on the “head” of the fish 

• Write on sticky notes each contributing factor (causes) to the identified problem 
• Place the sticky notes in the fishbone diagram organized by the category that the cause most 

closely aligns with: 
o Mother Nature (environment), Methods (process), Measurements (data), Materials 

(inventory), Machine (settings or tools), and Manpower (people)  
o If needed, you can be creative and use categories other than the six already mentioned 

above (i.e., Software, Market Conditions, etc.) 
• Once contributing factors have been identified, brainstorm solutions for how to solve for the 

identified contributing factors that are within the control of the team or process owner 
• Include an image of your completed Fishbone Diagram in the Gap Analysis section of the 

innovation form 
 

When to Use It:  
Once a process problem has been identified, use the Fishbone Diagram to identify contributing 
factors to the problem. It works particularly well within a group setting to gather feedback from 
multiple participants. 
 

Example: Arriving to Peak Training Room (Opportunity to Innovate)  
 
 
 
 
 
 
 
 
 
 

 
 
 

Marginalization 
(Equity) 

Manpower 
(People) 

Materials 
(Inventory) 

Measurements 
(Data) 

Mother Nature 
(Environment) Methods 

(Process) 
Machines 

(Technology) 

# of 
students 
coming 

from where 

Room 
signage 

# of PEAK 
and 

security 
staff 

Email 
translation to 
smartphone 

# of students 
unfamiliar w/ 

Webb building  

Email images 
don’t change 
w/ seasons 

BB Trainees 
having to ask 
security for 
directions 
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Practice! 
 
Try to make a Communication Circle for your chosen process improvement: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Try to fill out a Spaghetti Diagram for your chosen process improvement: 
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Gap Analysis: The Five “Whys” 
 

Tool Overview – Fishbone Diagram  
The Five Whys is a gap analysis tool that uses question-asking techniques to get to the root 
cause. The tool illustrates the importance of digging down beyond the most obvious cause of a 
problem. Failure to determine a root cause results in treating the symptoms of the problem 
instead of its cause—in which case, the problem will return 

 
How to Use It: 

The 5 Whys is most effectively used as a conversational tool and can also be completed on a 
drawing space 
• When a problem is identified, begin asking the question “why” to dig deeper into the root 

cause. 
• Ask as many or as few why’s as you need to get to the root cause of the problem. You’ve 

reached the root cause when you can no longer answer the question “why”, or when you feel 
the next answer would result in a solution. 

• Once a root cause has been identified, brainstorm solutions for how to solve the identified 
root cause, provided the cause is within the control of the team or process owner. 

• Include your completed 5 Whys in the Gap Analysis section of the innovation form. 
 

When to Use It:  
Use this tool to identify a root cause to a problem identified either from a process map and the 
8 wastes or during a conversation where a problem is identified. 
 

 

Because I'm not very good at checking my emails.

Because I didn't read the email from the Peak Management Analyst.

Because I didn't know where I was going. 

Because I had to ask the security desk where to go.

I was late to Black Belt training day one.
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Practice! 
Try filling out a Fishbone Diagram for your chosen process improvement: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Try filling out the Five Why’s for your chosen process improvement: 
 

 

Marginalization 
(Equity) 

Manpower 
(People) 

Materials 
(Inventory) 

Measurements 
(Data) 

Mother Nature 
(Environment) 

Methods 
(Process) 

Machines 
(Technology) 
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Plus (+) / Delta (Δ) 
 
Tool Overview – Plus / Delta 

The Plus/Delta is a tool that captures what is working well and where the pain points are in the 
process. The “plus” section represents the positive aspects for the process, which are the ones 
that should be leveraged and remain in the process. The “delta” is from the Greek symbol, Δ, 
which means change and shows what in the process that isn’t going well and needs 
improvement.  

 

How to Use It: 
Choose the focus of your Plus/Delta analysis, which can be the entire process or a specific piece of 
the process. Plan to complete this with a group that includes representation from all stakeholders.  

• Create a T-style chart that has a heading section and two columns and label the left column 
“Plus” and the right column “Delta”.  

• Use sticky notes to write down everything that is going well in the “Plus” column.  
• Then, use sticky notes to write down everything that isn’t going well in the “Delta” column.  
• Within each column, group the stickies by theme.  
• For each theme in the Plus column, identify how to leverage the theme to improve other 

aspects of the process, or, how to ensure changes to the process don’t eliminate that theme.  
• For each theme in the Delta column, brainstorm solutions for how to solve that theme’s pain 

point, provided the cause is within the control of the team or process owner.  
 
When to Use It: 

This tool is useful to quickly capture perspectives from a lot of different people, especially when 
those individuals may not be familiar with more specialized tools. It is versatile and can be used in 
multiple ways in a process improvement project:  

• Before doing a process map to inform the focus of the project 
• As a gap analysis tool after doing a process map and identifying waste  
• After a process improvement project to inform continuous improvement efforts 

 
Arriving at the Peak Training Room 

Plus (+) Delta (Δ) 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

Easy for CCD 
employees 
w/ badge 
access 

Signs for 
room on the 

4th floor  

Pictures in 
email 

Names on 
tables w/ 
workbook 

Email sent 
out prior w/ 
instructions 

Didn’t know 
what door 
to enter in 

Couldn’t find 
the sign-in 

sheet 

No signs on the 
first floor 

Security took 
a long time 
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The Innovation Form: See It! 
 
Identify What Holds You Back: 
• This statement should include information gathered from using the Gap Analysis tools (e.g. 

Process Map, Fishbone Diagram, Spaghetti Diagram, Communication Circle, 5-Whys). Ideally, 
include the photos or digital copies of your tools here. If you don’t have these, you can include 
a description of the take-aways from your usage of these tools. 
 

Address Waste Observed: 
• The waste observed section is for you to use DOWNTIME to identify all wastes in your chosen 

process improvement.  
 

Example: Arriving at the Peak Training Room 

Gap Analysis – What holds us back from our Future State? 
 
Currently the security check point and communication between the Peak Team and Black Belt 
students is not allowing for a seamless experience of entering the training room.  

 
Waste Observed 

(Check All that Apply) 
 

Waste Observed 
(Check All that Apply) 

☒ Defects ☒ Transportation 
☐ Overproduction ☐ Inventory 
☒ Waiting ☒ Motion 
☐ Non-Utilized Talent/Things ☐ Excessive Processing 

 
Notes: 
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Practice! 
 

Gap Analysis – What holds us back from our Future State? 
  

 
Waste Observed 

(Check All that Apply) 
 

Waste Observed 
(Check All that Apply) 

☐ Defects ☐ Transportation 
☐ Overproduction ☐ Inventory 
☐ Waiting ☐ Motion 
☐ Non-Utilized Talent/Things ☐ Excessive Processing 

 
Notes: 
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Head to Gemba Walks! 
 
General Questions:  

• What is the name of the process you are going to “walk”? 
• What is the goal of this process? 
• Who are the customers in this process? 
•  

Process Mapping Questions:  
• What is the first step of the process? 
• What is the last step of the process? 
• What are the remaining steps in the process? 
• How long does each step take to complete? 

 
8 Wastes Questions:  

• What are some of the pain points in this process for you and/or your costumer? 
 

Spaghetti Diagram Questions:  
• Is there any movement from the staff or costumer in this process? 
• Do any items or documents move in this process? (physically or digitally) 

 
Communication Circle Questions: 

• How many people communicate in this process? Who are they? (Remember to use titles not 
names) 

• How often are these communications happening? 
• Is there any wait time associated with these communications? 

 
Notes:  
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  42 

6S – Solution Tool 
 

Tool Overview – 6S 
6-S is a tool used to eliminate waste and improve a workspace by organizing supplies, tools 
and information in an easy and efficient manner. It utilizes six steps, all beginning with “S”, to 
effectively organize the space.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
Sort: What does not belong? Separate unnecessary items from the necessary. Red tag items 
by putting a red tag on every item in the space. Designate a length of time, and every time you 
use an item during that time, take the tag off. The items that still have red tags at the end can be 
disposed of or stored elsewhere for infrequent use. 

 
Set in Order: Where does it belong? Set up the necessary tools in a place that is most 
convenient for the frequency of their use, and make sure the correct place for each item is 
obvious. Standardize workstations where similar work is done. Centrally locate shared items so 
they are convenient for everyone who uses them. 

 
Shine: Is everything clean and in its place? Does the area feel comfortable to work in? Clean 
all work surfaces, under & behind all equipment. Inspect tools: does anything need maintenance 
or repairs?  Is everything in working order? Items to keep the space clean and organized should 
be easily accessible. 

 
Standardize: How do I know how to maintain the first three S’s? Develop standard work to 
maintain the space that includes diagrams/photos, checklists, and a maintenance schedule. 

Sort

Set in 
Order

ShineStan-
dardize

Sustain

Safety 
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Revisit this as processes and items need change. The standard work should be easily executed 
by others. 

 
Sustain: How do I maintain the first four S’s? Allocate time at end of each day, shift, or week 
to Set in Order & Shine. Schedule an annual repeat of all 6-S activities and adjust where needed 
– continuous improvement. 

 
Safety: Is the space set up in a safe way? Every “S” step has a safety component, however, to 
prevent rework, begin considering safety when setting items in order. Identify hazards or potential 
hazards and remove them. Pay close attention to safety issues involving employee and customer 
safety, ergonomic issues, and ensure safety equipment is operational.  

 
 
Notes: 
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I Want to Innovate But…. 
 
     Why do you work where you work? 

 
 
 
 
 
 
 
 
 

 
 
     What are your biggest barriers to innovation? 
 
 
 
 
 
 
 
 
 
 
 
 
 
      Who is your biggest advocate?  
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Behavioral Insights Techniques: Nudge 
 
Tool Overview – BIT Nudge 

How choices are presented to individuals greatly impacts the types of decisions that they will 
make. By being mindful of how choices are presented to others, one can increase the chances 
that a given outcome will result. We call the various strategies used to frame these choices the 
“Behavioral Insights Technique.” The EAST Framework was created by the Behavioral Insights 
Team and is structured into four categories (Easy, Attractive, Social, and Timely).  
 

 
 
How to Use It – Easy  

People are naturally drawn to options that require the least from them in terms of time and/or 
resources. The higher the friction cost (the relative difficulty associated with a given option), the less 
likely someone is to choose that option. By making the option we hope someone will choose easier, 
we make it more likely they will take that course of action. 

 
Strategies for Making Choices More Easy: 
 

• Checklists: Checklists help us remember important steps in a process, particularly in stressful 
situations.  
 

• Substitution: It is easier for us to substitute a similar behavior than to eliminate an entrenched 
one. Encourage people to switch from using one product to a similar product that makes them 
healthier, wealthier, or happier.  

 
• Ordering Effects: The positioning of a piece of information (i.e. what comes before or after it) 

influences how it is perceived. Put the best choices first or last: their ‘primacy’ or ‘recency’ can 
encourage people to choose them. 

Easy Timely

Social Attractive
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• Chunking: We find it easier to achieve complex goals if they are broken up into subgoals. Break 

up a complex challenge into more manageable ‘chunks. 
 

• Goal setting: We are more likely to achieve objectives if we are given a specific goal. Set an 
individual or an organization a clear, challenging goal (ideally one that can be measured). 
 

• Simplification: We are more likely to act when it’s easy for us to do so (and when it is clear 
what is being asked of us). Make a service easier to use or a message easier to understand. 
 

• Friction Costs: We can be deterred from taking an action by seemingly small barriers (like filling 
in an extra form). Reduce the hassle factor or frictions in a system to encourage uptake.  
 

• Defaults: We tend to ‘go with the flow’ of a pre-set option. Change the default setting to 
encourage more positive behavior. 

 
How to Use It – Attractive  

By framing information in a particular way an individual may perceive a given choice more 
positively and make a different decision than they would have otherwise made (i.e. if a patient 
is told there is a 90% chance of survival with a given surgery, rather than being told that 10% of 
the people who undergo the surgery do not survive). 

 
Strategies for Making Choices More Attractive 
 

• Framing Effect: We react differently to the same information, depending on how it is framed 
When encouraging positive behavior, frame it in a way that is appealing.  
 

• Scarcity: We are more attracted to goods if we believe supply is limited. Highlight the scarcity 
of goods to make them more attractive. 

 
• Personalize: We are more likely to respond to messages or services which are tailored to us.  

Refer to an individual by name in communications and build services around individual needs. 
 

• Loss Aversion: We dislike losses more than we like gains of an equivalent amount. Focus on 
the potential loss associated with an action or lack of action (‘it will cost you X’), rather than the 
potential benefit. 

 
• Salience: Our attention is drawn to what is novel and seems relevant to us. Make the most 

important information or required action stand out so that it attracts attention. 
 

• Endowment Effect: We tend to value objects we already own more than equivalent objects we 
do not yet own. Give a person something or increase their sense of ownership so that they value 
it more. People given a coffee mug were, on average, willing to sell it at higher prices than others 
were willing to pay for it.  
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Notes: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
How to Use It – Social  

Most people will assume that decisions made and affirmed by others have a given level of merit 
or desirability, at least when compared to options that others have rejected. It takes a certain 
type of individual to take the path less traveled or stray from the herd. 

 
Strategies to Make Choices More Social 
 

• Feedback: We are more likely to achieve a goal if provided with timely, structured feedback on 
how we are performing in relation to that goal. Create quick feedback loops that enable 
individuals and organizations to  
 

• People Helping People: Public services can be delivered more efficiently and effectively by 
encouraging citizens to support one another. Redesign public services to make mobilizing the 
public’s contribution a core principle.  

 
• Messenger Effect: We are heavily influenced by the communicator of information. Enhance the 

effect of a message by considering who the individual or organization conveying the information 
is. 

• Commitment Contracts: When we actively commit to achieving a goal, we are more likely to 
achieve it, especially if the commitment is paired with a penalty for failure. Encourage someone 
to commit to and write down a goal, then to set a penalty for failing to achieve it. 
 

• Relative Ranking: We are influenced by how our performance compares with others’, especially 
those with similar characteristics to ourselves. Give people feedback on how their behavior 
compares to their peers, friends, or colleagues. 

 
• Network Nudge: We are influenced by the behavior of friends and friends of friends. Tap into 

the social networks of the individuals you are seeking to influence. 
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• Reciprocity: We have an inherent desire to help those who have helped us in some way. Offer 

help or a gift to someone to encourage them to give something back. 
 
How to Use It – Timely          

The idea of making something timely is that individuals are more receptive to messages at 
certain times in their lives than they are at others.  

  
Strategies to Make Choices Timely 
 

• Priming: Our actions can be influenced by subconscious cues. Expose individuals to sights, 
words or sensations that encourage positive behaviors. 

 
• Anchoring: Exposure to a number of influences subsequent judgements. Encourage greater 

levels of effort by setting higher initial ‘anchors. 
 

• Deadlines: We are more likely to achieve goals if we have a clear deadline. Give people an 
expiry date or deadline for the use of a service or completion of a task. 

 
• Head Start: A head start can help us achieve our goals by making it feel like we are making 

progress. Give people a head start so that they are more likely to finish a task or process. 
 

• Prompts: We are more likely to undertake an activity if given a prompt at the right moment. 
Encourage individuals to take action through a well-timed message or intervention.  

 
• Foot-In-The-Door Technique: If we comply with an initial small request, we are more likely to 

comply with a later, larger request. Make an initial, small request before making a larger request. 
 

• Implementation Intention: We are more likely to do something when we specify how, when 
and where we will do it. Get someone to spell out when, where, and how they will do something 
(e.g. vote, or get a flu shot). 

 
• Present Bias: We disproportionately prefer rewards that come sooner and costs that are borne 

later.  Encourage positive behaviors today by moving the costs into the future. 
 

Notes: 
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Visual Management: Solution Tool 
 
 
Tool Overview – Visual Management  

Visual management is a way to keep track of work in an easy-to-understand way in plain sight, 
accessible locations. It can help demonstrate the volume and status of work and understand the 
quality of your service or the capacity of your team to help with level-loading.  

  
How to Use It: 

When creating visual management, it is important to establish what information needs to be 
communicated. The type of visual management to be used can vary depending on the 
organization. Be mindful of company culture when creating visual indicators. Make sure to avoid 
offensive symbols or language. Place visual management in a location everyone can access 
and see it every day. Establish a cadence of accountability that includes expectations for when 
and what the team needs to update and huddling around the information. 

 
When to Use It: 

If you have a team that’s always on the go, using visual management to passively communicate 
with the group around a shared goal can be a great way to save time when you do get together 
for staff meetings. If you have a safety goal that everyone needs to meet, visual management 
can hold. 
 

Example: 
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Mistake Proofing: Solution Tool 
 
Tool Overview – Mistake Proofing 

Mistake proofing is any action taken that can help people (staff and customers) avoid making a 
mistake. Mistake proofing can help eliminate or reduce process errors. This method is one of 
the most commonly used tools in our everyday lives.  

 
How to Use It: 

Identify a mistake that customers or staff are regularly making. Use other tools to identify the 
primary cause of the mistake and when it occurs (Voice of the Customer, Gemba Walk, and/or 
root cause analysis tools). Use this information to brainstorm solutions that will make that 
mistake more difficult to make. Many of the solutions may be derived from other solution tools 
(e.g. 6S, Behavioral Insight Techniques, visual management, checklists, etc.) 

 
When to Use It: 

Use this tool anytime a mistake is frequently occurring in the process.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Notes: 
 
 
 
 
 
 

 



  51 

Practice! 
 
What mistakes do your customers typically make?  
 
 
 
 
 
 
 
 
 
 
 
 
What are common mistakes internally? 

 

 
 
 
 
 
 
 
 
 
 
What mistakes do your customers notice or give feedback about? 
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Checklists: Solution Tool 
 

Tool Overview – Checklists  
We often resist setting standard work because of the natural variation in our jobs; why add more 
by having no structure or routine? A checklist can maintain these routines and behavior, allowing 
us to be more proactive than reactive.  

 
Checklists Can: 

• Prevent errors and oversight 
• Make priorities clearer 
• Reduce variation and increase consistency 
• Allow you to go through an entire process without overlooking any essential steps 

 

How to Use It: 
• Define a clear point at which the checklist is supposed to be used, unless the moment is obvious, 

like when a warning light/icon goes on or an engine/hard drive fails. 
• With any new checklist created from scratch, you should pick the type that makes the most sense 

for the situation. 
• Keep it SIMPLE. 

 
When to Use It: 

Leverage a checklist when a complex process needs to be simplified. A checklist is particularly 
helpful when there are key “points of failure” that cannot be missed for the process to continue 
successfully. 

 
 
 
 
 
Notes: 
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Standard Work: Solution Tool 
 

Tool Overview – Standard Work  
Standard work documents the current best practice to perform a particular task, (i.e., a checklist 
to lead someone through the task). As the standard is improved, the new standard becomes the 
baseline for further improvements. The best standard work is simple, visual, and easy to use. 

  
How to Use It: 

Set the scope for the standard work you’re creating; be sure you know where it starts and where 
it ends. Think about the format that’s best for the process and the team (video, checklist, step 
by step instruction with screenshots for digital processes, diagram, etc.). Once you’ve created a 
draft of the standard work, be sure to have someone test it – if they aren’t familiar with the 
process at all, this can help you ensure your document can be used for cross-training. Anyone 
doing the same job should be using the same standard work. 

 
Key Elements: 

• Shows “what good looks like” 
• Easy to read and visual  
• Quick to understand 
• Prevents mistakes  
• Makes cross-training easier  

 
Types of Standard Work: 

• Standard Operating Procedures (SOPs) 
• Standard of Work (SOWs) – OSEI Equity Plan 
• Policy and Procedure Documents 
• How-to videos 
• Checklists 
• Templates and forms 
• Roles and Responsibilities Matrix 

 
When to Use It: 

For all processes all the time! Standard work can be used to eliminate defects and non-utilized 
human talent. 

 
Notes: 
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Brainstorming 
 
Tool Overview – Brainstorming  

Brainstorming allows you to capture multiple ideas for how to solve an identified problem and 
can be done individually or in a group. Thorough brainstorming is important for identifying a 
variety of possible solutions to pull from and allows us to first test solutions that we expect to 
have a high impact on our process but require a low effort to implement, also known as quick 
win items (See Impact Effort Matrix section).   

 
How to Use It: 

Create brainstorm ideas in the form of a hypothesis, or an if we… then we… statement. Within 
this framework, you’ll identify the solution or idea in the if we… section followed by an expected 
outcome from that solution or idea in the then we… section. Be sure to brainstorm ideas that 
address each gap identified in your gap analysis tools.  

• If We: List out your brainstorming ideas for how you will address your problem and 
overcome the barriers outlined in your Gap Analysis. In this column, put the action you 
might take. 

• Then We: In this column, list the expected outcome based on the corresponding “if we” 
action. 

• Experiment Outcome: Do a test run of your “If We/Then We” pairs and note what the 
outcome of that test was. Or, if you decided not to implement the idea, note that as well. 

 

When to Use It: 
Use the brainstorming tool throughout an improvement effort to capture ideas, especially after 
completing your gap analysis tools.  

 
Explanation: 

 
Example: 

Brainstorming 
If we… Then we… Experiment Outcomes 

List out your brainstorming 
ideas for how you will address 
your problem and overcome 
the barriers outlined in your 

Gap Analysis. In this column, 
put the action you might take. 

In this column, list the expected 
outcome based on the 

corresponding “if we” action. 

Do a test run of your “If 
We/Then We” pairs and note 
what the outcome of that test 
was. Or, if you decided not to 
implement the idea, note that 

as well. 

Brainstorming 
If we… Then we… Experiment Outcomes 

Add signage on the first floor… …Can reduce the time for 
students to enter the room. 

 
(TBD) 
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Practice! 

 
Notes: 
 
 
 
 
 

We have better communication 
with security about Black Belt 

student arrivals… 

…Can eliminate building 
navigation issues 

(TBD) 

If we put an FAQ in the email 
before Black Belt… 

….Can reduce confusion 
among Black Belt participants  

The Peak Team has gotten 
fewer questions on how to get 

to the room 

If we add a picture of the Webb 
Building entrance in the 

email… 

…The students will have a 
better visual of entrance 

directions 

Students had fewer questions 
about which entrance they 

needed to use  

Brainstorming 
If we… Then we… Experiment Outcomes 
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Impact Effort Matrix 
 
Tool Overview – Impact Effort Matrix 

An Impact Effort Matrix is a tool that helps one decide which solution a team should pursue from 
a list of possible solutions. By using an Impact Effort Matrix, one can visually prioritize solutions 
based on ease of implementation. The matrix can help determine which solutions are the easiest 
to implement with limited time and resources.  

 
How to Use It: 

An Impact Effort Matrix is one tool the team can use during brainstorming, and it can begin by 
members of the team thinking, “If we...” do this, “then we…” solve this. Remember, the goal is 
to generate as many ideas as possible, so don’t worry about potential barriers to your ideas. 

 

Different Axes: 
 You can apply different scales to the axes to help quantify 

– For Impact, you can use: 
 Number of people impacted 
 $ financial return  

– For Effort, you can use: 
 Time needed to implement 
 Staff needed to implement 
 Budget required to implement 

 

When to Use It: 
The Impact Effort Matrix is most impactful after you brainstorm ideas in the If We…/Then We… 
format. This tool will help prioritize your ideas so that you can create items in your Action Plan. 

  High Impact 

Low Effort High Effort 

Low Impact 

Add Peak room 
signs on the 

first floor 

Communicate 
with building 

security 

Add more info 
in emails 

High 
Impact, Low 

Effort
“Quick 
Wins”

High 
Impact, 

High Effort
“Major 

Projects”

Low Impact, 
Low Effort

“Low-
hanging 

Fruit”

Low Impact, 
High Effort
“Revisit 
Later”
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Practice! 
 

  High Impact 

Low Impact 

Low Effort High Effort 
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Action Planning 
 

Tool Overview – Action Planning  
An Action Plan is the roadmap of your innovation project that outlines what action items need to 
be completed to execute the project, who is involved in each action item, and what the deadline 
is for each step. Action Plans are crucial in ensuring that innovations are completed in a timely 
manner. 

  
How to Use It: 

There are three components to the action plan in your innovation form: 
• Action Item: This section is where you will break down your project into steps that need to 

be accomplished. These steps can include meetings, tasks, pilots, or other events. 
• Assigned To: List who is responsible for ensuring the corresponding action item is 

completed. If a step involves a team of people, you should still identify one person from that 
group as a lead that will “own” that action item. 

• Date Completed: Initially, you will list the targeted date for each action item. As you complete 
those items, revisit this section, and update the date to the date completed.  

When to Use It: 
Action Planning should be done after brainstorming solution ideas and choosing which ones to 
implement. Action plans are useful for both planning out your project in advance and actively 
managing the project. 

 
Explanation: 
 

Action Planning (what did you do) 
Action Item Assigned To  Date Completed 

Based on the items you 
brainstormed choose the best 
solutions that you would like to 
carry forward and list out the 
actions you need to take to 
implement those solutions. 

List who is responsible for 
ensuring the corresponding 

action item is completed. 

Initially, list the targeted date 
for completion. As you 

complete items, revisit this 
section and update the date to 

the date completed. 

Add Photos / Screenshots of What You Did 
This section is proof of your innovation. This can include screenshots, physical photos, or send a 
document as an attachment and simply note “see attachment” here.  
 

Results (How is Everyone Better Off?) 
Write a 1-2 sentence description of the outcome of your innovation. Remember, it’s okay if it wasn’t 
the success you were hoping for.  
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Results: Updated Metrics 
Metric Current State Future State 30 Day 60 Day 90 Day 

Qualitative Copy the 
contents from 
the Current 
State section 
on page one 
(i.e. the red 
section) and 
paste them 
into this 
column. 

Copy the 
contents from 
the Future 
State above 
(red section) 
and paste 
them into this 
column. 

After you 
implement 
your 
innovation, 
measure your 
results in 
regular 
intervals. Note 
the results of 
your first 
measurement 
in this column.  
 
 
 
 

Note the 
results from 
your second 
measurement 
in this column. 
 
Tip: the 
30/60/90-day 
intervals are 
an option but 
your process 
may call for 
shorter or 
longer 
intervals, 
depending on 
how frequently 
it occurs. 

Note the 
results from 
your third 
measurement 
in this column 

Money      

Errors      

Amounts      
Time      
Yearly Cost      

 
Example: Arriving at the Peak Training Room. 
 

Action Planning (what did you do) 
Action Item Assigned To  Date Completed 

Add FAQ to emails Isheia Williams 12/14/2022 

Peak Team communicates with 
security before training Isheia Williams 05/22/2022 

Contact Security Desk Isheia Williams 5/29/2022 

Add navigation signs on the 
first floor Kayleigh Vocca 06/02/2022 
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Results: Updated Metrics 
Metric Current State Future State 30 Day 60 Day 90 Day 

Qualitative Frustration/Confusion 
 

Seamless/Easy More 
seamless / 
easy 

More 
seamless / 
easy 

More seamless 
/ easy 

Money $29/hr (Man. Analyst) 
$25/hr. (CCD 
employee) 
 

$29/hr (Man. 
Analyst) 
$25/hr. (CCD 
employee) 
 

$29/hr (Man. 
Analyst) 
$25/hr. (CCD 
employee) 
 

$29/hr (Man. 
Analyst) 
$25/hr. (CCD 
employee) 
 

$29/hr (Man. 
Analyst) 
$25/hr. (CCD 
employee) 
 

Errors Lack of clarity in 
emails / limited signs 
(80% of the time) 
 

More clarity in the 
emails / increased 
signage (20% of 
the time) 

70% 60% 65% 

Amounts 24 Participants per 
Black Belt Training  
11 Black Belt 
Trainings per Year  
1 email per Black 
Belt Training  

24 Participants per 
Black Belt Training  
11 Black Belt 
Trainings per Year  
1 email per Black 
Belt Training  
 

24 
Participants 
per Black Belt 
Training  
11 Black Belt 
Trainings per 
Year  
1 email per 
Black Belt 
Training  

24 
Participants 
per Black Belt 
Training  
11 Black Belt 
Trainings per 
Year  
1 email per 
Black Belt  

24 Participants 
per Black Belt 
Training  
11 Black Belt 
Trainings per 
Year  
1 email per 
Black Belt 
Training 

Time Peak Staff Time: 10 
minutes (.167 hrs)  
  
Trainee Staff Time: 
10 minutes (.167 hrs) 
 

Staff Time: 15 
minutes (.25 hrs)  
  
Staff Time: 5 
minutes (.083 hrs)  

Staff Time: 
12 minutes 
(.20 hrs) 
 
Staff Time: 8 
mins (.13 hrs) 

Staff Time: 
15 minutes 
(.25 hrs)  
 
Staff Time: 7 
mins. (.11 hr) 

Staff Time: 15 
minutes 
(.25hrs) 
 
Staff Time: 6 
mins (.10 hrs) 

Yearly Cost 
(soft costs)  

1 x.167hrs=.167  
.167x11= 1.84 hrs  
1.84 hrs x $29 = 
$53.36 (annually)   
  
24 x .167hrs = 4hrs 
4hrs x11 = 44hr 
44x$25=$1,100 
annually 
 

1 x.25hrs = .25hr 
.25h x 11 =2.75 hr 
2.75 x $29 =$79.75 
annually 
 
24 x.083hr= 2hrs 
2 x11=22 hrs 
22 x$25=$550 
annually 

1x.20=.20 hrs 
.20x11= 2.2  
2.2x$29= 
$63.8 
annually 
 
24x.13hr=3.12 
3.12x11=34.3 
34.3 hrsx$25= 
$858 
annually 

1 x.25hr = .25 
.25 x 11=2.75 
2.75 x $29 
=$79.75 
annually 
 
24x.11=2.64 
2.64x11=29 
29x$25= $726 
annually 

1 x.25hr = .25 
.25 x 11=2.75 
2.75 x $29 
=$79.75 
annually 
 
24x.10=2.4 
2.4x11=26.4 
26.4x$25= 
$660 annually 

Add Photos / Screenshots of What You Did 

(Insert images of gap analysis tools) 

Results (How is Everyone Better Off?)  
It is an easier experience for Black Belt participants because it takes less time to find the training 
room.  
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Practice! 
 

 

 

Results: Updated Metrics 
Metric Current State Future State 30 Day 60 Day 90 Day 

Qualitative      

Money      

Errors      

Amounts      

Time      

Yearly Cost      

Action Planning (what did you do) 
Action Item Assigned To  Date Completed 

   

   

   

   

Add Photos / Screenshots of What You Did 

 

Results (How is Everyone Better Off?)  
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Change Management 
 

 
Tool Overview – Change Management   

To lead a change effort, you need to understand the people involved. Their behaviors, habits, 
perspectives, emotions, and insights influence their ability to adapt to the new state. Resistance 
to change is normal, but not all change is resisted. Minimize resistance with clear, constant, and 
caring communication that appeals to both the rational and emotional sides of your audience. 
Use your emotional intelligence and empathy to truly get to the heart of people’s frustration and 
apprehension. Find Change Champions within your organization so that you’re not leading the 
effort alone. 

  
How to Use It: 

Craft the Message: Lessons from Switch 
• Direct the Rider – Give a clear indication of where to go and how to get there (the QMEATY 

section of the Innovation Form) 
• Motivate the Elephant – Find the emotional connection (a well-crafted WHY statement in your 

Innovation Form) and shrink the change (quick wins in your Innovation Form’s Action Plan) 
• Shape the Path – make it easy, build habits, rally the herd: people prefer to change messages 

delivered in person by a supervisor for personal messages and by the director for 
organizational messages, need to repeat messages 5-7 times to stick 

 
Change champions do not have to be formal leaders or supervisors. Find people who 
• Agree the change is necessary 
• Believe the benefits outweigh the challenges 
• Have good relationships with others on the team 
• Can help effectively communicate the WHY 
• Are willing to put in the work to make the change successful 

 
When to Use It: 

Anytime you’re asking others to make a change that affects their daily lives in some way. 
  

Roger’s Innovation Adoption Curve 
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Practice! 
 

What are some ways you have changed? Why? 
 
 
 
 
 
 
 
 
 
What are some risks of changing? 
 
 
 
 
 
 
 
How can you celebrate quick wins that you have identified? 
 
 
 
 
 
 
 
Notes: 
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Emotional Intelligence 
 
What Is Emotional Intelligence? 

Emotional Intelligence (EI) is the capacity to be aware of, control, and express one's emotions, 
and to handle interpersonal relationships sensibly and empathetically. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Applying Emotional Intelligence to Change Management: 

• Before:  
 One on One Interviews with Stakeholders 
 Voice of Customer 

• During:  
 Gemba Walk 
 All Viewpoints at the Table – think about the identity wheel 

• After:  
 Celebration!  
 Collect feedback 

Notes: 
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“Seek first to understand, then to be understood.” 
- Stephen Covey, paraphrasing St. Francis of Assisi 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
Notes: 
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Improving Our Relationships 
 
The Dreaded Drama Triangle: 

The drama triangle (first described by Stephen Karpman in 1961) is used in psychology to 
describe the deceptive way in 
which we present ourselves as 
"victims," "persecutors" and 
"rescuers." Although all three 
are 'roles' and none may be true 
to who we really are, we can all 
get caught in a cycle that is hard 
to escape. 

 
 
 
 
 
 
 
 
 
 
The Empowering Dynamic: 

Escaping the Drama Triangle involves turning it on its head by creating a positive variant and 
working from a state of ‘presence’ as 

a leader.  This creates the 
Empowerment Dynamic (TED).  
• Victim to Creator  Shifts from 
reacting to choosing 
• Rescuer to Coach  Shifts from 
telling to asking  
• Persecutor to Challenger  
Shifts from putting down to building 
up 
 
 
  



  68 

Practice! 
 
Creating your change management plan: 

• How will you communicate with your audience before, during, and after the change? 
• What is in it for your audience, why should they come along?  
• What are the risks of not changing?  
• How do we know we made it? 
• What resistance do you expect? 
• Who are your change champions? How might they help you face the resistance? 
• How can you celebrate the quick wins you’ve identified? 
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Level Loading 
 
Tool Overview – Level Loading 

Level loading is used to create balanced workloads, activities, or processing times within a 
process. Balancing a process reduces the non-value-added portion of the process cycle time, 
and removes the waste of items in the queue 

 
When to Use It: 

• Identify and reduce process backlogs and improve process flow 
• Evenly distribute workload across teams, increasing morale and reducing burnout 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
Notes: 
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One Piece Flow & Batching 
 

Tool Overview – One Piece Flow & Batching 
The two most common flows found in workplaces are Batching and One-Piece Flow. Batching 
is the completion of multiple units of work before moving them on to the next step in the process.  
One-Piece Flow is the completion of a single unit of work before moving it on to the next step 
in the process.  

 
Though it is sometimes difficult to achieve One-Piece Flow in our work environments, One-Piece 
Flow is the ideal state for our process. In a process that utilizes One-Piece Flow, we’re able to 
deliver value to our customers faster (pull).  

 
When to Use It: 

This tool is especially helpful in situations where backlogs lead to increased wait time for the 
customer. By implementing one-piece flow, organizations can deliver faster service to their 
customers and increases the organization’s capacity to handle a larger volume of widgets. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
Notes:  
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Rolling First-Time Yield 
 
Tool Overview – Rolling First-Time Yield 

For a process to achieve high quality, each step in the process must have a high-quality output. 
Additional work along the way (due to errors, edits, loss, requests for more info, etc.) requires 
more labor time and resources to produce a completed product, thus affecting our rolling first-
time yield. Traditional yield calculations (# completed correctly at the end / # started in the 
beginning) don’t account for this rework, and thus don’t provide an accurate depiction of the 
waste in the process.  

 
Rolling First-Time Yield calculates the percent of time a product or service is completed without 
any rework or re-handling during the process. Rolling First-Time Yield (RFTY) indicates the 
efficiency of a process and can be used for identifying improvement opportunities within a 
process. 

 
How to Use It: 

First, determine your error rate (as a %) for each step of the process. Errors occur any time there 
are corrections, requests for missing information, misplaced documents, or some other form of 
rework (e.g. delays). Subtract your error rate from 100% to determine your Percent Complete & 
Accurate (%C&A) for each step of the process.  

 
Rolling First-Time Yield is computed by multiplying each %C&A together. For five process steps, 
each with its own %C&A: 
Rolling First-Time Yield = %C&A1  *  %C&A2  *  %C&A3  *  %C&A4  *  %C&A5 

 
 Example: 
  
 
 
 
 
 
 
 
 
In the above example, each step requires some sort of additional work or has a defect/error rate of 10% 
associated with it. We calculate the Rolling First-Time Yield by multiplying the % correct at each step 
of the process: 
 
0.90 (%C&A1) * 0.90 (%C&A2) * 0.90 (%C&A3) * 0.90 (%C&A4) * .90 (%C&A5) = 0.59 or 59% Rolling 
First-Time Yield 
 
In this case, 59% of the claims that enter this process are completed without any additional rework, 
delays, or other defects. When we multiply this by the number of claims we receive (1,000) we find the 
number of claims completed with no rework throughout the process.  
  

.5178 * 1,000 = 518 claims done with no rework 
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Black Belt Ignite Summit 
 
Ignite Summit Overview:   

Every City and County of Denver Black Belt is required to make an Ignite presentation which will 
be presented at the Ignite Summit approximately one month after the completion of Black Belt 
Training. Outside participants are encouraged, but not required, to attend and present at the 
Ignite Summit.  

 
Black Belt Ignite Summit Date/Time: ________________________________ 

 
Your presentation will focus on you, your agency, and your identified improvement project. After 
presenting, we’ll open it up to guests and the Peak Team to provide positive feedback regarding 
your presentation. 

 
Ignite Summit Preparation:   

• Throughout the training, you will have time to apply the tools to your project. Additionally, 
Day 4 of Black Belt training is designed to give you dedicated time to work on your identified 
improvement project and begin preparing deliverables for the Ignite Summit presentation.   

• 1-2 weeks after training, you will participate in a one-on-one check-in meeting with your Peak 
Partner to talk about your improvement project and Ignite Summit presentation.  

o Reach out to your Peak Partner as needed for support with your project/presentation. 
• While time is provided at the end of the training, you will be expected to dedicate some time 

outside of training to prepare for your Ignite Summit presentation. 
 
Presentation Format: 

• Must be between 3-5 minutes long 
• Must cover the below deliverables for your identified improvement project 
• Must auto-advance if presented in a digital format (you may NOT use a clicker) 
• Must include visuals which may be done in a physical or digital format 
• Supervisors – Must cover how you will set a vision and goal for your team and empower them 

to help identify solutions and implement the change for your identified project. 
 
Presentation Deliverables Checklist and Suggested Outline:   
 

 
Deliverable Suggested 

Time Overview 
 

About You 30 sec Suggestions: Joys/passions outside of work, favorite quotes 

 About Your 
Agency 30 sec Suggestions: agency overview, size of agency, budget, 

mission/vision/values, agency performance metrics 
 Process Map 30 sec Complete (at least) a high level, 5-10 step, process map to 

highlight the process you’ve selected for your project 
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 Innovation 
Form 1 min Complete and present the Why Change is Needed, Current 

State, and Future State section of the Innovation Form 
 

Gap Analysis 
Tool 1 min 

Use one or more gap analysis tools and present an overview 
of the gaps identified that are holding you back from achieving 
your future state goals 

 
Solution Tool 30 sec 

Choose a single solution tool and present how the tool would 
benefit the process and help to achieve the desired future 
state 

 

Action Plan 30 sec 
Complete and present an action plan for your project, detailing 
what actions you’ve already completed and upcoming action 
items that will move you towards completion of your project 

 
Wrap-Up 30 sec Presentation wrap-up and why you want to be a Black Belt 
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Certification Requirements & Deadline 
 

Certification Requirements Checklist: 
 

 Requirement Description 
 Attend Black Belt 

Training Attend the 3.5-day Peak Academy Black Belt training class 
 

Send Management 
Analyst Summit 
PowerPoint  

You MUST send the Peak Academy Management Analyst your 
presentation for the Black Belt Ignite Summit the Friday BEFORE the 
Summit. If your presentation is not submitted by then you will not be 
allowed to present at the Summit. 

 Present at Black Belt 
Ignite Summit 

Present about your identified improvement project at your Black Belt 
cohort Ignite Summit 

 
Complete Your 
Improvement Project 

Work with other stakeholders, as needed, to identify, test, and 
implement solutions for your improvement project. Leverage your 
Peak Partner as needed 

 
Complete Your 
Innovation Form 

Document your improvement through completion in the Peak 
Innovation Form. Work with your Peak Partner as needed to 
complete the innovation form 

 Submit Innovation Form 
to Peak Academy 

Submit your completed Peak Innovation direct to your Peak Partner 
or to peakacdemy@denvergov.org 

 
Certification Deadline: 

Black Belt trainees have one year from the completion of training to complete the requirements 
for Black Belt certification.  

  
Black Belt Certification Deadline Date: ________________________________ 

 
In the event we do not receive a completed improvement from you by your certification deadline, 
you will need to retake Black Belt training again.  

 
Improvement Project Tips: 

• Shrink the Change – If your project feels too big, it probably is. Focus on shrinking the change 
into manageable chunks that can be completed in no more than 3-6 months.  

• Focus on What’s in Your Control – Improvement projects are most successful when we stay 
in our lane and focus on what’s within our control.  

• Leverage Your Network – As a trained Black Belt, you’re joining a network of thousands of 
trained City and County of Denver staff, many of which are likely from your agency. Partner with 
other trainees to complete your project! Everyone who completes an action item gets credit! 

• Leverage Your Peak Partner – You have an assigned Peak Partner who is here to support you 
and make sure you’re successful! Don’t hesitate to reach out any time you have questions, need 
support, want to bounce ideas off someone, or just need to vent.  

• Pivot If Necessary – If it feels like you’re not going to be able to work on the project you originally 
identified, don’t be afraid to pivot! Either narrow the focus of your project or pivot to a new project. 
Just don’t wait too long to pivot.  

mailto:peakacdemy@denvergov.org


  75 

Blank Innovation Form 
 
Innovation Name:         Start Date: 
 
Who is Involved:         End Date: 

Problem – Why Change Is Needed 
 

 

  Current State (CS) Costs Future State (FS) Costs 

Qualitative 
(Feelings) 

 
 
  

 

Money 

 
 
 
 
 
  

 
 
  

Errors 

 
 
 
 
 
  

 
 
 
  

Amount 
 
 
 
  

 
 
 
  

Time 
 
 
  

 
 
  

Yearly Cost 
(Annualized) 

 
 
 
 
  

Yearly Savings (CS Cost – FS Cost)  
  

Yearly Savings to Customer 
(Value of Customers Time) 
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Gap Analysis – What holds us back from our Future State? 
 

 
Waste Observed 

(Check All that Apply)  
Waste Observed 

(Check All that Apply) 
☐ Defects ☐ Transportation 
☐ Overproduction ☐ Inventory 
☐ Waiting ☐ Motion 
☐ Non-Utilized Talent/Things ☐ Excessive Processing 

 

Brainstorming 
If we… Then we… Experiment Outcomes 

  

 

  

 

  

 

Action Planning (what did you do) 
Action Item Assigned To  Date Completed 
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Results: Updated Metrics 
Metric Current State Future State 30 Day 60 Day 90 Day 

Qualitative  
 
 

    

Money  
 
 

    

Errors  
 
 

    

Amounts  
 
 

    

Time  
 
 

    

Yearly Cost  
 
 

    

   

Add Photos / Screenshots of What You Did 

 

Results (How is Everyone Better Off?)  
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Lessons Learned 

What Went Well What Didn’t Go Well / Needs Change 
  

Additional Innovation Notes Here 
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