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Peak Mission, Vision, and Values 
 
 
 
 
 
 
 
 
 
 
 
 
 
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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Get to Know the Peak Team 
 
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. 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 Specialist 
 Drew Brown is a Process Improvement Specialist for the City 

and County of Denver’s Peak Academy, with a background in 
sustainability and a business degree from the University of 
Minnesota - Twin Cities. He specializes in helping employees 
build trust on their teams, and facilitating departmental 
strategic planning and goal setting. His belief is that 
everyone’s voice matters and he strives to create 
opportunities for individuals to express their ideas and find 
productive ways to implement them. In college, he was a 
Division 1 athlete and received Academic and Athletic All-
American honors, and he competed in the 2008 Olympic 
Trials. He grew up in Aurora, CO and still lives there with his 
wife Megan, daughter Riley, Remus the dog and Loki that cat. 

 
Andy Rees – Continuous Improvement Specialist 

 

Andy joined the Denver Peak Academy team as a Process 
Improvement Analyst in August 2016 after spending three 
years working as the Marketing and Outreach Coordinator at 
the Denver Animal Shelter. Andy loves to meet, train, and 
work with employees across the City to continuously make 
Denver a better place to work and live. He is particularly 
passionate about helping employees eliminate the things that 
bug them within their work processes, resulting in greater job 
satisfaction and enjoyment. When not working, Andy enjoys 
spending time with his wife, Erin, and his kids, Ada and Ian.   
 
Andy grew up in SW Kansas and received his Bachelor of 
Business Administration from Washburn University (Topeka, 
KS), majoring in Marketing and Management.  
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Nathaniel Bradley III – Continuous Improvement Specialist 

 
 

Nathaniel is a Continuous Improvement Specialist with 
Denver Peak Academy. Before joining the team full-time, he 
spent time interning at the City and County of Denver and the 
City of Miami. While in Denver, he assisted Peak Academy 
with facilitating and innovating the training curriculum. With 
Miami, he worked in the Strategic Planning Office assisting 
with projects for the three-year strategic plan and the Miami 
Innovation Academy. Through his internship experiences, 
Nathaniel built a strong love for process improvement and 
public service. 
 
Nathaniel grew up in Aurora, CO and received his Bachelor of 
Arts from the University of Miami (Coral Gables, FL), majoring 
in English and minoring 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 has 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 helping 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. 

  
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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Group Norms 
 
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.  
 
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 and 
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 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 conversation. Don’t interrupt. Listen. 

Don’t judge or minimize other’s 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.  
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Process Improvement Overview 
What is Process Improvement? 
Process Improvement is a systematic approach to identifying 
opportunities, solving problems, and testing results. It applies 
a continuous improvement methodology1 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 process 

• Implementing solutions driven by the people who do 
the work (a bottom-up rather than top-down approach)  

• Identifying and eliminating waste within 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 of 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 solutions 
• 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 
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Practice 
Reflect on how your process contributes waste to either humanity, citizens, or individuals. 

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

  
 
Notes

 
  

 

 

 



 

12 
 

Voice of Customer & Equity for Customers 
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: 

• Internal Customers:  
o People or processes downstream from you, but still within your organization 
o Internal customers are important, but their requirements should be analyzed and 

understood as they may be creating unnecessary waste 
• External Customers:  

o People, organizations, or processes outside your organization 
o External customers are usually the ones who are “paying” for the products or 

services 
 
Customers also fit into two distinct roles: 

• End users 
o Most important customers- those for whom the widget was designed 
o Personally uses the widget to achieve the desired outcome 

• Brokers 
o Acts as agent for your product or service, transferring it to the end user 
o Makes the widget easier to use, more appealing, and/or more accessible; 

encourages the end user to accept the product 
 
Who is the customer? 

• Customers may be seen as “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 

 
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 
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.  
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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 getting 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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System of Work 
Tool Overview – System of Work 
Organizations are collections of systems that produce hundreds of widgets. By improving the 
systems, we can improve the organization.  
 
A System Of Work (SOW) shows a high-level overview of a process and is made up of four (4) 
components: 

Factory  Widget  Customers  Outcomes 
 
How to Use It 
To use this tool, you need to identify the System of Work for your specific process. Here are some 
questions you can ask to easily identify your SOW: 

• Factory: What is my process? 
• Widget: What service or widget am I providing to my customer? 
• Customer: Who am I providing the service or widget to? 
• Outcome: What metrics do I use to track my results? 

 
When to Use It 
This tool is helpful for ensuring that each of these SOW factors are in alignment with each other. The 
following questions can help you further evaluate your SOW: 

• Factory: Has my process changed at all? 
• Widget: Are we producing the service or widget our customer needs? 
• Customer: Has the customer for this process changed? Are we serving everybody that needs 

our widget? 
• Outcome: Do our metrics accurately reflect our results? How can we improve our factory to 

deliver better outcomes?  
   
Example 

 
Practice – System of Work 
Identify one of your Systems of Work: 

Factory (Process) Widget Customers Outcomes 
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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 | Identify and communicate the reason for change through a compelling Why 
Statement and current and future state process metrics 

• Green – See It | See the problem and opportunity to innovate through the usage of Gap 
Analysis tools and brainstorm solutions for improvement 

• Blue – Solve It | Select, plan for implementation, and track results of selected improvements 
and address lessons learned upon completion of the improvement 

 
 Front Back 

  
 
How to Use It 
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. Then, explain how this opportunity to 
innovate can help the organization do better, more efficient work for your customers. Address what’s 
standing in your way and what our future state could be if we tackled it. Remember, no solutions! 
You need to appeal to the emotional and rational side of the brain to convince people to act, so also 
include mention of your most compelling metrics from your current state. 
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Current State: The Current State section contains our current or baseline process metrics broken 
down into QMEATY – Qualitative, Money, Errors, Amounts, Time, Yearly Cost and Savings.  

 

Qualitative relates to the feelings staff and customers have about the 
process. This can be anecdotal based on what you hear, or measurable by 
utilizing customer service scores, net promoter scores, or some other 
customer service-related metric  

 
 

The Money section will contain both soft and hard dollar costs, though not 
every process will have both cost types associated with it  

• Soft dollar costs of a process can include the hourly rate of staff time 
as well as the hourly rate of the customer’s time in the process. For 
the cost of staff time, use the actual dollars per hour figure that the 
staff in the process make – use an average if several staff are 
involved and make different hourly rates. For cost of the customer 
time, Peak Academy typically uses the Denver citizen average dollars 
per hour figure of $25/hour  

• Hard dollar costs include material costs associated with each widget 
produced in the process. This can include printing costs, fuel, 
maintenance costs, etc. 

 

Equity Errors reflect anything in your process that may be inequitable. 
These errors may be barriers to different types of customers within your 
process. Think of who may be burdened by these errors and how. 
Operational Errors reflect what # or % of the current Amount is completed 
in error. Errors include process or widgets requiring rework, having defects, 
or not completed correctly the first time 

 

Amounts is all about the frequency of the process or widgets produced. This 
section should show how many times you do the process or how many 
“widgets” you produce per day, per week, or per 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 each time we 
complete the process or produce a widget. For example: 5 minutes/widget. 
20 minutes/customer  

 

Yearly Cost is 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  

 

Yearly Savings is broken down into Yearly Savings and Yearly Savings to 
Customers. Yearly savings includes all hard and soft dollar savings related to 
internal organizational costs. Yearly Savings to Customers includes all hard 
and soft dollar savings related to external customers such as citizens  

 
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. Some metrics, such as staff 
hourly rate and process volume, may not be within your control to change. Make sure the goals you 
establish in your future state metrics feel realistic and attainable.  
 
Gap Analysis: In the Gap Analysis section, include your usage of tools such as the Process Map, 8 
Wastes, Value Add Analysis, Fishbone Diagram, Spaghetti Diagram, Communication Circle, and the 
5-Whys. Utilizing these tools and including them in the Gap Analysis section will highlight what 
barriers are holding you back from achieving your future state goals.  
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Brainstorm: When Brainstorming, formulate ideas in the form of a hypothesis, or an If we… then we… 
statement, and generate ideas with the intention of breaking down or removing the barriers 
identified in the Gap Analysis. Don’t be afraid to generate LOTS of ideas. The first idea that comes to 
mind isn’t always the best idea. Generating lots of ideas helps us identify low effort and high impact 
improvements. Include stakeholders and customers to generate ideas that benefit all.  
 
Action Plan: Narrow your brainstorm down to no more than 2-3 items that you’d like to implement 
and test. Within the Action Plan section, detail the actions that must be completed, assign them to a 
lead individual (listed first) and include the supporting team members who will oversee completion of 
those items, and assign a due date. Update the action plan throughout your improvement to show 
progress as it’s made. 
 
Photos or Screenshots: The Photos and Screenshots section of the Innovation Form is for just that. 
Take a picture or screenshot of the work you did to show it’s been completed. If available, include a 
picture of the before and after of your improvement. Additionally, other documentation and 
attachments can be submitted with your Innovation Form.  
 
Results: Results are tracked against your identified current state metrics and your established future 
state goals. You can copy and paste your current state and future state metrics straight into the 
results section. When testing the results of your improvement, do a cadence of three results check-
ins. This can be done at 30/60/90 days, or in a shorter or longer duration depending on your 
process volume.  
 
Lessons Learned: In Lessons Learned, use the Plus/Delta tool to capture feedback from all parties 
involved in the improvement to determine what went well, the pluses, and what didn’t go well or still 
needs to change, the deltas. This feedback can be used to celebrate and highlight your successes as 
well as identify future opportunities for improvement. 
 
Additional Notes: If you have more details to capture for your improvement, include them in the 
Additional Notes section. This can include savings calculations, additional project narrative, time 
study information, or anything else you feel isn’t captured in a previous section.  
 
When to Use It 
The Innovation Form is intended to be used throughout all phases of a process improvement. It is 
designed to support all phases of an improvement including helping communicate the need for 
change, seeing the problems and opportunity to innovate, brainstorming and testing solutions, and 
tracking results of improvements. The form is also used to document all process improvements 
within the City and County of Denver which provide recognition to individuals and agencies for their 
improvement efforts.  
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Examples 
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Notes
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Peak Innovation Form Annotated Guide 
Innovation Name:  Title your innovation in a way that would 
describe your project to somebody who doesn’t know anything 
about it  
Who’s Involved: List people involved in implementing the 
innovation. Include yourself and any colleagues that contributed to 
the project 

Start Date: List the date that 
you started working on your 
innovation  
End Date: List the date that 
you fully implemented your 
innovation  

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. Then, explain how 
this opportunity to innovate can help the organization do better, more efficient work for your 
customers. Address what’s standing in your way and what our future state could be if we tackled it. 
Remember, no solutions! You need to appeal to the emotional and rational side of the brain to 
convince people to take action, so also include mention of your most compelling metrics from your 
current state. 

 

 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 

List the costs associated with each of 
the following (if applicable to your 
process/innovation):  
 
[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. 
For example, you may include one rate 
for yourself and another for the team 
lead.  
 
[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.  
 
Tip: you can find average salaries for all 
City positions linked in the resources 
section of the Peak website. 
 

 Errors 

Equity Errors: List any metrics that 
capture errors in your process 
attributable to inequities. As an 
example, the percentage of a specific 

Equity Errors: List metrics that capture 
what you anticipate will be errors in your 
process attributable to inequities after 
your innovation. Or, in the event you do 

https://www.denvergov.org/content/denvergov/en/mayors-office/programs-initiatives/peak-performance/peak-academy/Resources.html
https://www.denvergov.org/content/denvergov/en/mayors-office/programs-initiatives/peak-performance/peak-academy/Resources.html
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population that cannot access your 
process because of a systemic barrier. 
In some case, when you don’t have 
specific metrics, you can describe the 
inequity. 
 
Operational Errors: List how many 
widgets produced, or what percent of 
the work completed, results in an error 
(e.g. requiring rework, having defects, 
etc). In some cases, when the error rate 
is not relevant, you can describe the 
errors in the process. 

not have metrics, describe how the error 
will be improved.  
 
 
 
 
Operational Errors: List how many 
widgets produced, or the percentage of 
the work that you anticipate will be 
completed in error after your innovation. 
Or, describe how the error will be 
improved. 

 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. 

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). 
 
Tip: Double check and make sure your 
units align (e.g. if salary is listed in 
dollars/hour, convert time to hours as 
well). 

Calculate the total anticipated yearly 
cost for your future process. 

Yearly Savings (CS Cost – FS Cost) 
Calculate: Current State Yearly Cost – Future State Yearly Cost 

Yearly Savings to Customer 
(Value of Customers Time) 

Calculate: Current State Customer Yearly Cost – Future State 
Customer Yearly Cost 

 

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

 

 
Waste Observed  

(Check All that Apply) 
 

Waste Observed  
(Check All that Apply) 

☐ Defects ☐ Transportation 
☐ Overproduction ☐ Inventory 
☐ Waiting ☐ Motion 

Non-Utilized Talent/Things ☐ 
 

Brainstorming 
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Brainstorm 
If we… Then we… Experiment Outcome 

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.  

Action Plan (What Did You Do?) 1-2 Sentences 
Action Item Assigned To Due Date/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. 

 

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

 

Results (How is Everyone Better Off?): 1-2 Sentences 
Write a brief description of the outcome of your innovation. Remember, it’s okay if it wasn’t the 
success you were hoping for. 

 

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      
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Amounts      
Time      
Yearly Cost      

 

Lessons Learned 
What Went Well (+) What Didn’t Go Well/Needs Changed ( ) 

After you complete your innovation, note what 
went well. This can be related to both the 
outcome of the innovation as well as the process 
of implementing the innovation. It can be helpful 
to collect feedback from all innovation 
participants.  

Similar to the (+) section, note what didn’t go well 
related to the outcome of the innovation or the 
process of implementing the innovation. 
Incorporate the feedback of all innovation 
participants. Ideas noted here may lead to future 
innovations.  

 

Additional Innovation Notes Here 
If applicable, use this section for anything not captured above. You can include photos, show your 
math from the current and future state sections above, or provide any other documentation. If you 
don’t have any additional content, it’s fine to leave this section blank.  
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Peak Innovation Form Completed Example 
Innovation Name:  DHS Self-Service Customer Area 6S*  
Who’s Involved: Enola Trusty and Shae Ortega 
*Example modified from real innovation 

Start Date: 12/1/2019 
End Date: 3/7/2020   

Why Change is Needed 
At DHS, our mission is to help our clients navigate social and economic pressures by connecting them 
to services. Currently, some of our clients access these services by submitting documentation in the 
self-service room. However, the current layout does not support the client’s needs. Customers must 
walk across the room many times to complete a single transaction, resources are not readily available 
causing unnecessary printing, and it can be difficult for people with mobility issues to navigate. This 
layout results in the area being minimally self-service with over 97% of guests requiring assistance 
from a single DHS staff member. If we work together to improve the layout of the self-service room, 
we can ensure clients have a seamless experience where they are empowered to meet their needs. 

 

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

 Qualitative 
(Feelings) 

Customers are confused on how to 
access the resources they need and 
frustrated by long wait times. Staff is 
stressed out having to serve a large 
number of customers.  

Customers are happy with a 
straightforward and easy experience. 
Staff is not stressed by the number of 
customers they need to serve.  

 Money 

Soft Costs: $18.54/hr DHS staff 
 
Hard Costs: $0.05/printed page 
 
Customer Soft Costs: $25/hr  

Soft Costs: $18.54/hr DHS staff  
 
Hard Costs: $0.05/printed page  
 
Customer Soft Costs: $25/hr 

 Errors 

Equity Errors: 100% of customers with 
mobility aids and strollers have 
difficulty navigating the space (14% of 
customers impacted)   
 
Operational Errors:  
3% self-service 

Equity Errors: 0% of customers with 
mobility aids and strollers have 
difficulty navigating the space (14% of 
customers directly benefit)   
 
Operational Errors: 
50% self-service 

 Amount  
200 pages printed/day 
300 customers/day  

75 pages printed/day 
300 customers/day 

 Time 

Staff Time: 7 hours/day helping 
customers  
 
Customer Time: 8 minutes/customer 
(time spent completing entire self-
service transaction) 

Staff Time: 4 hours/day helping 
customers 
 
Customer Time: 4 minutes/customer 
(time spent completing entire self-
service transaction) 

Yearly Cost 
(Annualized) 

Soft Cost Calculation:  
7 hrs/day x 1 staff member x $18.54/hr 
= $129.78/day x 260 working days/yr =  

$33,742.80 staff time  
 
Hard Cost Calculation:  
200 pages/day x $0.05/page =  
$10/day x 260 working days/yr =  

$2,600 printing costs 

Soft Cost Calculation: 
4 hrs/day x 1 staff member x $18.54/hr 
=  
$74.16/day x 260 working days/yr =  

$19,281.60 staff time 
 
Hard Cost Calculation:  
75 pages/day x $0.05/page =  
$3.75/day x 260 working days/yr =  



 

25 
 

 
Customer Cost Calculation: 
8 min/customer = .133 hrs/customer 
.133 hrs/customer x 300 customers/day 
=  
40 hrs/day x $25hr=  
$1,000/day x 260 working days/yr=  
$260,000 customer time 

$975 printing costs 
 
Customer Cost Calculation: 
4 min/customer = .067 hrs/customer 
.067 hrs/customer x 300 customers/day 
=  
20 hrs/day x $25hr=  
$500/day x 260 working days/yr=  

$130,000 customer time 
 

Yearly Savings (CS Cost – FS Cost) 

Calculation: 
$33,742.80 - $19,281.60 = $14,461.20 (Soft Cost Staff Savings) 
$2,600 - $975 = $1,625 (Hard Costs Savings) 
 
Total = $16,086.20 

Yearly Savings to Customer 
(Value of Customers Time) 

Customer Savings Calculation:  
$260,000 - $130,000 = $130,000 Total 

 

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

 
 
The space is confusing to the customers, it is laid out in in a way that causes excessive motion, and 
there are multiple factors in the room that contribute to a time-consuming process for customers.  

 

 

 
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 Outcome 
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Move the printer Eliminate a lot of back and forth 
movement across the room  

Success – printer move reduced 
motion 

Move the self-service room to a 
larger area in building 

Will have more space for people 
to move around room  

Did not implement – no 
reasonable alternative spaces 

Eliminate confusing signage and 
improve remaining signage 
directing people to correct 
forms 

Will reduce duplicate printing  Partial success – signage 
changes reduced some 
duplicate printing but there is 
still some confusion 

Hire additional staff Will have more people on-hand 
to direct customers and answer 
their questions, reducing their 
wait times  

Did not implement – no 
available budget 

Eliminate queuing line Help people understand that 
they can follow the steps and 
don’t need to stand in line 

Partial success – lines are 
reduced. However, regular 
customers are used to lining up 
and have continued to do so. 
Over time we expect a culture 
shift to improve this  

 

Action Plan (What Did You Do?) 
Action Item Assigned To Due Date/Date Completed 

Gemba walk and complete time 
study 

Enola  12/1/2019 

Draft proposed layout of room  Enola and Shae 12/20/2019 
Submit proposal for approval Enola and Shae 12/20/2019 
Submit implementation 
requests  

Shae 1/20/2020 

Move copier DHS Facilities Team 2/15/2020 
Update signage DHS Marketing Team 2/21/2020 
Make minor adjustments to 
room to finalize 

Enola 3/7/2020 

 

Please Add Photos or Screenshots of What You Did 
Before:                                                                      After:  
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Results (How is Everyone Better Off?): 1-2 Sentences 
Did a complete 6S of the existing space to make it easier for customers to navigate. Re-arranged 
materials to improve room flow, eliminated and improved signage. As a result, there is much less 
motion waste as people move back and forth across the room, and a larger number of people are able 
to complete what the need without help (truly self-service).  

 

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

stress 
Happy, stress-
free 

Happier, 
reduced stress 

Pending Pending 

Money Soft Costs: 
$18.54/hr DHS 
staff 
 
Hard Costs:  
$0.05/page 
 
Customer Soft 
Costs: $25/hr  

Soft Costs: 
$18.54/hr DHS 
staff  
 
Hard Costs: 
$0.05/page 
 
Customer Soft 
Costs: $25/hr 

Soft Costs: 
$18.54/hr DHS 
staff  
 
Hard Costs: 
$0.05/page 
 
Customer Soft 
Costs: $25/hr 

  

Errors Equity Errors: 
100% 
customers 
with mobility 
aids and 
strollers have 
difficulty in 
space 
 
Operational 
Errors: 3% self-
service 

Equity Errors:  
0% customers 
with mobility 
aids and 
strollers have 
difficulty in 
space 
 
Operational 
Errors: 50% 
self-service  

Equity Errors: 
15% 
customers 
with mobility 
aids and 
strollers have 
difficulty in 
space 
 
Operational 
Errors: 75% 
self-service 

  

Amounts 200 pages/day 
300 
customers/day  

75 pages/day  
300 
customers/day 

125 pages/day 
300 
customers/day 

  

Time Staff Time: 7 
hours/day 
helping 
customers  
 
Customer 
Time: 8 
minutes/custo
mer  

Staff Time: 4 
hours/day 
helping 
customers 
 
Customer 
Time: 4 
minutes/custo
mer  

Staff Time: 5 
hours/day 
helping 
customers 
 
Customer 
Time: 6 
minutes/custo
mer 

  

Yearly Cost Soft Cost: 
$33,800 staff 
time  
 
Hard Cost:  
$2,600 
printing  

Soft Cost: 
$19,250 staff 
time 
 
Hard Cost:  
$975 printing  
 

Soft Cost: 
$24,100 staff 
time 
 
Hard Cost:  
$1,625 
printing  
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Customer 
Cost: 
$260,000 
customer time 

Customer 
Cost: 
$130,000 
customer time 

 
Customer 
Cost: 
$195,000 
customer time 

 

Lessons Learned 
What Went Well (+) What Didn’t Go Well/Needs Changed ( ) 

• Staff collaborated well to identify root cause 
and solutions  

• Customers have provided positive feedback  
• Walking through process lent insight to future 

opportunities for improvement  

• It took longer to implement than expected  
• Before they reach the self-service room, some 

customers are told they have to see the self-
service staff member to apply for benefits. So 
even with improved 6S some customers don’t 
self-serve. May be opportunity to create 
standard work and cross-train other staff in the 
future  

 

Additional Innovation Notes Here 
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Peak Innovation Form – Blank Copy 
Innovation Name:    
Who’s Involved:  

Start Date:  
End Date:   

Why Change is Needed 
 

 

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

 Qualitative 
(Feelings) 

  

 Money 
  

 Errors 
Equity Errors:  
Operational Errors: 

Equity Errors:  
Operational Errors: 

 Amount  
  

 Time 
  

Yearly Cost 
(Annualized) 

  

Yearly Savings (CS Cost – FS Cost) 
 

Yearly Savings to Customer 
(Value of Customers Time) 

 

 

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 Outcome 
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Action Plan (What Did You Do?) 1-2 Sentences 
Action Item Assigned To Due Date/Date Completed 

   
   
   
   
   

 

Please Add Photos or Screenshots of What You Did 
 

 

Results (How is Everyone Better Off?): 1-2 Sentences 
 
 
 
 
 
 
 

 

Results: Updated Metrics 
Metric Current State Future State 30 Day 60 Day 90 Day 
Qualitative      
Money      
Errors      
Amounts      
Time      
Yearly Cost      

 

Lessons Learned 
What Went Well (+) What Didn’t Go Well/Needs Changed ( ) 

 
 
 
 
 
 
 

 

 

Additional Innovation Notes Here 
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Steps for Successful Improvement - Visual 
 
This visual shows the process flow of implementing a successful improvement. It complements the 
innovation form to guide the improvement. The first four steps on the visual arrow are captured in Gap 
Analysis and Waste Observed sections of the innovation form. The last two steps on the visual arrow are 
captured in the Brainstorming and Action Plan sections of the innovation form.   



 

32 
 

Gemba Walks 
Tool Overview  
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 and identify waste within the 
process. It’s important to clearly scope the process & 
customers of the process prior to completing a Gemba 
Walk.  
 
How to Use It 
Gemba Walks are similar to shadowing a person on the 
job. You can start by deciding what process you want to observe and who will walk you through the 
process. On the day of your Gemba Walk, be sure to bring a notebook, a writing utensil, and an open-
mind as you follow them along the process. While you observe, be sure to ask plenty of questions in 
order to get a complete understanding. 
 
As you complete a Gemba Walk, the following questions can help you gather the information you 
need for the Gap Analysis Tools: 
 
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? 

 
Value Added Analysis Questions 

• What steps in this process would your customer pay for? 
• What steps in this process are required by law? 

 
8 Wastes Questions 

• What are some of the pain points in this process for you? 
• What are some of the pain points in this process for your customer? 

 
Spaghetti Diagram Questions 

• Is there any movement from the staff or customer 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? 



 

33 
 

 
 
When to Use It 
Gemba Walks can be a great tool to use before you begin process mapping. They provide an 
accurate account of how the process works in the current state. The information that you gain from 
the Gemba Walk will also make using the Gap Analysis Tools significantly easier. 
 
Gemba Walk Participants 

Participant Name Role Phone # 
   
   
   
   
   
   
   
   
   

 
Notes
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Notes
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Process Mapping 
Tool Overview  
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. Process mapping can bring 
forth a clearer understanding of a process or series of parallel processes. Process maps are great 
visual aids that enable members of a team to see, understand, and evaluate a process for 
opportunities to improve.  
 
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 end points 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 work groups, 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’) 
• Remember: You’re not going to break anything! Strive to ensure the process map is accurate 

and reflects the work as it’s actually done! 
 
When to Use It 
Process mapping should be used at the beginning of an identified process improvement opportunity. 
An image of your process map can be included in the Gap Analysis section of the Innovation Form as 
this tool helps us to identify what’s holding us back from achieving our future state. 
 
Example 
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Practice 
Which of your processes would you or your team benefit from seeing in the form of a process map? 

  
 
Map out a process (at a high-level: 5-7 steps) that you are a part of: 

  
 
Notes 
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The 8 Wastes - DOWNTIME 
Tool Overview  
The 8 Wastes, or DOWNTIME, is a tool 
to identify the 8 types of waste that can 
exist in a process. When added to a 
process map, the 8 Wastes help us to 
quickly identify pain point steps within 
our process which allows us to focus 
our improvement efforts on individual 
steps of the process rather than a 
complete process overhaul. This is 
referred to as shrinking the change.  
 
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 

 
The 8 Wastes Related Examples 

Defects • Contacting customer back for additional information 
• Task produced incorrectly, requiring customer to come back 
• Customer receives different results/answers from different staff 

Overproduction • Pushing work downstream before the next person is ready 
• Producing reports no one needs  
• Entering repetitive information 

Waiting • Waiting for info, resources, or approvals 
• Dependency on others to complete tasks 
• System response time or system down time 

Non-Utilized / 
Underutilized human 
talent and things 

• Underuse of a person’s talents or specific skillset 
• Underuse of an available physical resource such as printers, 

computers, scanners, and software 

Transportation (Things) • Delivery of document hard copies for a wet signature 
• Moving equipment from one location to another 

Inventory • Extra office supplies or other materials than is needed 
• Searching through file cabinets for needed records 
• Trouble locating materials or supplies to complete a task 

Motion (People) • Unnecessary motion between areas, such as collecting supplies 
• Hand carrying paperwork to other departments 
• Pivoting between systems to complete a task 

Excessive Processing • Collecting the same information multiple times in a process 
• Time spent on unnecessary tasks 



 

38 
 

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. Focusing on these process steps will 
maximize the impact of your improvements for both staff and customers.  
 
Example 

 
 
Practice 
Which of the 8 Wastes are common in your work processes (circle below)? Describe the most 
common wastes in more detail.  

Defects Overproduction Waiting 

Non-Utilized / 
Underutilized 

human talent and 
things 

Transportation Inventory Motion Excessive 
Processing 

 

 
Notes 
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Value Added Analysis 
Tool Overview  
A Value Added Analysis is a tool 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 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. 
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Once all process steps have been categorized, add the value added analysis chart to the bottom of 
your process map. Keep in mind that approximately only 5% of any given process is typically 
considered value-added. 
 

 

VA  
(Value Added) 

BN/OTI 
(Business Necessary, 

Opportunity to 
Innovate) 

OTI 
(Opportunity to 

Innovate) Total 

# (of steps) 
    

% (of total steps) 
    

Time (total of steps)     

 
When to Use It 
The Value Added Analysis should be used after your process map is created. This can be done before 
or after your complete the 8 Wastes. Completing this analysis prior to making process changes will 
help you improve the customer experience by focusing on process steps that do not add value 
(Opportunity to Innovate), which will speed up delivery of the value added steps to the customer. 
 
Examples 

 
Practice 
Consider a process you do at work - what steps of the process do your customers find value in? 

 
 
Notes
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Fishbone Diagram – Gap Analysis Tool 
Tool Overview 
A fishbone diagram is a root cause analysis tool. When 
using a fishbone diagram, one can identify and organize 
causes to a problem so that the causes can be prioritized 
for further investigation. 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 of paper 
such as butcher paper, flip chart pad, 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 (gauges), 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. The Fishbone Diagram is arguably the most versatile gap analysis tool as it 
can be used to analyze any process related problem. It works particularly well within a group setting 
to gather feedback from multiple participants simultaneously as each participant is able to identify 
contributing factors to the identified problem from their own perspectives.  
 
Examples 
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Practice 
Complete the Fishbone Diagram boxes below using an identified problem from one of your 
processes:  

Contributing Factors (Causes) Problem (Effect) 
Machines Machines Machines 

 

•  •  •  

Mother 
Nature/Environment Manpower/People Measurements 

•  •  •  

Marginalization   

•  •  •  

 
Notes
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Spaghetti Diagram – Gap Analysis Tool 
Tool Overview  
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 process flow line 
enables process teams to identify redundancies in 
the workflow and find opportunities to improve the 
process. This diagram is intended to show:  
 

• The layout of the work area 
• How customers and team members (or 

objects) move 
• Unnecessary movement 
• Better layouts 

  
How to Use It 

• On a sheet of butcher paper, flip chart paper, or a whiteboard, draw the floor, room, building, 
physical environment, or digital environment in which your process takes place. Include as 
much detail as possible including the furniture, stairs, hallway, etc. 

• Identify the object/person you wish to track and its starting point on the map  
• 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 
o 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  
• 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  
• Now, trace the path of the individuals moving through this process 
• Use different colors to map different people or objects moving through the space. And be 

sure to include a legend to identify the colors 
• Asses the map for excess movement, stops, or strange movements 

o 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.  
 
Examples 
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Practice 
Use the space below to create a spaghetti diagram for a work process you’re a part of.  

 
 
Notes 
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5 Whys – Gap Analysis Tool 
Tool Overview  
The 5 Whys is a gap analysis tool that refers to the practice of 
asking “why” to further understand and get to a root cause(s) of an 
identified problem. 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, 
however, it can also be completed on a sheet of butcher paper, flip 
chart paper, or a whiteboard.  

• When a problem is identified, begin asking the question 
“why” to dig in deeper to the root cause 

• Ask as many or as few why’s as you need to get to a 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 for 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 the 5 Whys to identify a root cause to a problem identified either from a process map and the 8 
wastes or during a conversation in which a process problem is identified.  
 
Examples 

Problem Statement: My car stopped in the middle of the road on my way home from work. 
  

Why did this occur (1): Because I ran out of gas. 
  

Why did this occur (2): Because I didn’t buy any gas on my way to work. 
  

Why did this occur (3): Because I didn’t have any money. 
  

Why did this occur (4): Because I lost it all last night in a poker game. 
  

Why did this occur (5): Because I’m not very good at gambling.  
 
 

Problem Statement: 50% of lifeguard applicants drop off at swim pre-test. 
  

Why did this occur (1): Because they fail the test. 
  

Why did this occur (2): Because they’re inexperienced swimmers. 
  

Why did this occur (3): Because they thought the class would teach them to swim. 
  

Why did this occur (4): Because the application didn’t communicate details to them. 
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Practice 
Complete the 5 Whys boxes below using an identified problem from one of your processes: 

Problem Statement:  
  

Why did this occur (1):  
  

Why did this occur (2):  
  

Why did this occur (3):  
  

Why did this occur (4):  
  

Why did this occur (5):  
 
Notes
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Communication Circle – Gap Analysis Tool 
Tool Overview 
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. 
• Remember, you are looking for redundant and duplicative communications as well as 

bottlenecks that can be alleviated.  
 
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 
This tool is most useful in processes where many different people are involved, and 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 
This example comes from Community Planning and 
Development (CPD) and demonstrates the communication 
flow of a customer getting the necessary approvals for a 
Certificate of Occupancy (CO). 
 
In this particular example, you will notice that the customer 
and the admin team need to communicate with nearly every 
other person involved in this process. By creating this 
Communication Circle, CPD can consider ways that they could 
reduce the amount of back-and-forth communication or ways 
to reduce errors that may stem from having so many touch 
points. 
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Practice 
Time to create your own communication circle!  

• List all titles of positions, agencies and any other points of contact around the outside of the 
circle 

• Use the different colored pens/markers to define types of communication or to differentiate 
who is communicating, create a legend 

• Use arrows to show the direction of the communication 
 

“Process Name” Communication Circle 
Current State “Date” 

 
 
    
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
• Identify bottlenecks, unnecessary communication & points of contact and eliminate 
• Create future state communication circle 
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“Process Name” Communication Circle 

Future State 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
 
Notes 
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Plus (+)/Delta (Δ) – Gap Analysis Tool 
Tool Overview  
The Plus/Delta is a tool that broadly captures what is working well and where the pain points are in a 
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, that means 
change. This segment captures anything 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 heading section and two columns.  
• 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 for that theme 

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 
(On the innovation form, this will inform the “why change is needed”) 

• As a gap analysis tool after doing a process map and identifying waste  
(On the innovation form, include this in the “gap analysis” section) 

• After a process improvement project to inform continuous improvement efforts 
(On the innovation form, include this in the “Lessons Learned” section) 

 
Example 
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Practice 
 

Plus (+) Delta (Δ) 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Notes 
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6S – Solution Tool 
Tool Overview  
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.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
How to Use It 
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. Things to consider include equipment, tools, furniture, 
items on walls, bulletin boards, or items present in aisles, stairs, corners, etc. 

  
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. When possible, take doors off cabinets to items are easy to spot. 
 
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.  
 
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. Help others keep the area neat with labels, outlining areas where tools/equipment 
are kept. 
 
 

Sort

Set in 
Order

ShineStandardize

Sustain

Safety 
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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. 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. 
 
When to Use It 
Use a 6-S for unruly workspaces, share supply storage or in the virtual space for shared drives. A 6-S 
can help to eliminate transportation, motion, inventory and overproduction wastes. 
 
Examples 

 
 
Practice 
Brainstorm areas within your workspace that would benefit from a 6-S project: 

 
 
Notes
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Behavioral Insights (Nudge) Techniques - Solution 
Tool 
Tool Overview  
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 Easy 

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

o How to Apply: Create a list of the five to nine items, crucial to the completion of a 
task, that can be ticked off when completed. 

o Example: Checklists for airplane pilots have reduced errors and accidents. 
• Substitution: It is easier for us to substitute a similar behavior than to eliminate an 

entrenched one. 
o How to Apply: Encourage people to switch from using one product to a similar 

product that makes them healthier, wealthier or happier.  
o Example: Getting people to swtich from cigarettes to e-cigarettes may be easier than 

getting them to quit nicotine altogether.  
• Ordering Effects: The positioning of a piece of information (i.e. what comes before or after it) 

influences how it is perceived.  
o How to Apply: Put the best choices first or last: their ‘primacy’ or ‘recency’ can 

encourage people to choose them. 
o Example: Placing a healthy food item at the top or bottom of a menu increased its 

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

o How to Apply: Break up a complex challenge into more manageable ‘chunks.’ 
o Example: Jobseekers were more successful at finding jobs when the task was broken 

down in to manageable steps (e.g. improve and update resume). 
• Goal-Setting: We are more likely to achieve objectives if we are given a specific goal.  

o How to Apply: Set an individual or an organization a clear, challenging goal (ideally 
one that can be measured).  

o Example: Experienced marathoners who were asked about their goal in a pre-
marathon survey ran six minutes faster than those who were no asked about their 
goal.  

  

Easy 
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• Simplification: We are more likely to take action when it’s easy for us to do so (and when it is 
clear what is being asked of us). 

o How to Apply: Make a service easier to use or a message easier to understand. 
o Example: Simplifying a form doctors use to prescribe medicines dramatically reduced 

clinical errors.  
• Friction Costs: We can be deterred from taking an action by seemingly small barriers (like 

filling in an extra form). 
o How to Apply: Reduce the hassle factor or frictions in a system to encourage uptake.  
o Example: Sending taxpayers directly to a form, rather than a website 

that contains the form, increased response rate. 
• Defaults: We tend to ‘go with the flow’ of a pre-set option: 

o How to Apply: Change the default setting to encourage more positive 
behavior. 

o Example: Automatically enrolling people into workplace retirement plans 
increased the number of savers.  

 
Example – Easy  
By making it a default that new retirees would receive their pay stubs via email rather 
than physical mail, the Denver Employees Retirement Plan was able to save over 
$80,000 a year. 
 
Practice – Easy  
What can you do to make your process easier for your customers? 

Easy Strategy If we… … then we 
Checklist 
 

If we…  … then we  

Substitution 
 

If we…  … then we  
 

Ordering Effects 
 

If we…  … then we  
 

Chunking 
 

If we…  … then we  
 

Goal-setting 
 

If we…  … then we  
 

Simplification 
 

If we…  … then we  
 

Friction Costs 
 

If we…  … then we  
 

Defaults 
 

If we…  … then we  
 

 
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). 
 
  

Attractive 
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Strategies for Making Choices More Attractive 
• Framing Effect: We react differently to the same information, depending on how it is framed. 

o How to Apply: When encouraging a positive behavior, frame it in a way that is 
appealing.  

o Example: Food decscribed as 99% fat free may be evaluated more favorably than 
food described as 1% fat. 

• Scarcity: We are more attracted to goods if we believe supply is limited. 
o How to Apply: Highlight scarcity of goods to make them more attractive. 
o Example: Noting the limited timeframe in which a government program was available 

increased sign-up rates. 
• Personalize: We are more likely to respond to messages or services which are tailored to us.  

o How to Apply: Refer to an individual by name in communications and build services 
around indivdual needs. 

o Example: Including a person’s name at the start of a text message increased the 
payment rates of court fines.  

• Mental Accounting: We think of money as being allcoated for different categories rather than 
as being interchangeable across categories.  

o How to Apply: Encourage people to set aside money into different ‘mental accounts’ 
to help them achieve financial goals.  

o Example: Dividing money into two envelopes—one which was designated for savings—
increased the total amount of money people saved.  

• Lotteries: Lotteries are effective because we tend to overweight the likelihood of rare events, 
and focus more on the prize than the probability.  

o How to Apply: Give participants a chance to win a few, big prizes.  
o Example: Entering people into a lottery encouraged more people to lose weight than 

standard incentives.  
• Loss Aversion: We dislike losses more than we like gains of an equivalent amount. 

o How to Apply: Focus on the potential loss associated with an action or lack of action 
(‘it will cost you X’), rather than the potential benefit. 

o Example: Paying teachers in advance of the school year, but requiring them to return 
the money if their students did not do well, enhanced teacher peformance. 

• Salience: Our attention is drawn to what is novel and seems relevant to us. 
o How to Apply: Make the most important information or required action stand out so 

that it attracts attention. 
o Example: Putting a handwritten message on the outside of envelopes increased the 

number of people who paid their tax on time.  
• Endowment Effect: We tend to value objects we already own more than equivalent objects 

we do not yet own. 
o How to Apply: Give a person something or increase their sense of ownership so that 

they value it more. 
o Example: People given a coffee mug were, on average, willing to sell it at higher 

prices than others were willing to pay for it.  
 
Example – Attractive  
By celebrating the achievements of City workers in Denver during the Peak Academy Awards, the 
idea of implementing and documenting innovations with the innovation form became more attractive 
to Green Belts and Black Belts. 
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Practice – Attractive  
What can you do to make your process more attractive for your customers? 

Easy Strategy If we… … then we 
Framing Effect If we…  … then we  

 
Scarcity 
 

If we…  … then we  
 

Personalize 
 

If we…  … then we  
 

Mental Accounting 
 

If we…  … then we  
 

Lotteries 
 

If we…  … then we  
 

Loss Aversion 
 

If we…  … then we  
 

Salience 
 

If we…  … then we  
 

Endowment effect 
 

If we…  … then we  
 

 
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.  

o How to Apply: Create quick feedback loops that enable individuals and organizations 
to monitor their performance. 

o Example: Student given regular and constructive feedback on their English and Math 
substantially improved their performance. 

• People Helping People: Public services can be delivered more efficiently and effectively by 
encouraging citizens to support one another. 

o How to Apply: Redesign public services to make mobilizing the public’s contribution a 
core principle.  

o Example: King’s College Hospital’s volunteering program generated a big return on 
investment by getting volunteers to provide practical help to patients and visitors.  

• Messenger Effect: We are heavily influenced by the communicator of information. 
o How to Apply: Enhance the effect of a message by considering who the individual or 

organization conveying the information is. 
o Example: People were more likely to sign up to the Army Reserve when sent an email 

from a real and named officer. 
• 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. 
o How to Apply: Encourage someone to commit to and write down a goal, then to set a 

penalty for failing to achieve it. 
o Example: Smokers who made a commitment to quit (and agreed to forfeit money if 

they failed to do so) were more likely to be successful. 
  

Social 
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• Relative Ranking: We are influenced by how our performance compares with others’, 
especially those with similar characteristics to ourselves.  

o How to Apply: Give people feedback on how their behavior compares to their peers, 
friends, or colleagues. 

o Example: Doctors prescribed fewer antibiotics after they had been made aware that 
they were in the top 20% of antibiotic prescribers in their local area. 

• Network Nudge: We are influenced by the behavior of friends and friends of friends. 
o How to Apply: Tap into the social networks of the individuals you are seeking to 

influence. 
o Example: Those who were asked to donate to charity by colleagues who had already 

donated were more likely to donate. 
• Reciprocity: We have an inherent desire to help those who have helped us in some way. 

o How to Apply: Offer help or a gift to someone to encourage them to give something 
back. 

o Example: People were more likely to join the Organ Donor Register if they were 
asked, ‘If you needed an organ transplant, would you have one? If so, please help 
others.’ 

• Descriptive Norm: We use other people’s behavior as a cue for what’s acceptable and 
desirable. 

o How to Apply: When people are doing the right thing (paying their taxes, recycling), let 
everyone know. 

o Example: Telling people who have not paid their taxes that 
most people have paid on time increased payment rates. 
 

Example – Social  
By creating a production board, the Accounting Services team for the City of 
Denver was able to increase flow in their inventory management process 
 
Practice – Social  
What can you do to make your process more social for your customers? 

Easy Strategy If we… … then we 
Feedback 
 

If we…  … then we  
 

People Helping 
People 
 

If we…  … then we  
 

Messenger Effect 
 

If we…  … then we  
 

Commitment 
Contracts 

If we…  … then we  
 

Relative Ranking 
 

If we…  … then we  
 

Network Nudge 
 

If we…  … then we  
 

Reciprosity 
 

If we…  … then we  
 

Descriptive Norm 
 

If we…  … then we  
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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. 
o How to Apply: Expose individuals to sights, words or sensations that encourage 

positive behaviors. 
o Example: People contributed more money in exchange for coffee they consumed 

when a picture of a pair of eyes was displayed. 
• Anchoring: Exposure to a number influences subsequent judgements. 

o How to Apply: Encourage greater levels of effort by setting higher initial ‘anchors.’ 
o Example: Decisions by legal experts on the length of a prison sentence were 

influenced by the number they threw on a dice.  
• Deadlines: We are more likely to achieve goals if we have a clear deadline. 

o How to Apply: Give people an expiry date or deadline for the use of a service or 
completion of a task. 

o Example: People given coupons with expiry dates were more likely to use them than 
those given coupons without a deadline for their use. 

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

o How to Apply: Give people a head start so that they are more likely to finish a task or 
process. 

o Example: Coffee stamp cards with 12 boxes, of which 2 are pre-stamped, are 
completed more quickly than coffee stamp cards with 10 unstamped boxes. 

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

intervention.  
o Example: Asking people if they would like to donate money in their wills at the 

moment they were writing their wills increased the number of people donating from 
5% to 10%. 

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

o How to Apply: Make an initial, small request before making a larger request. 
o Example: People asked to sign a petition for a good cause were more likely to donate 

to that cause at a later point in time. 
• Implementation Intention: We are more likely to do something when we specify how, when 

and where we will do it. 
o How to Apply: Get someone to spell out when, where, and how they will do something 

(e.g. vote, or get a flu shot). 
o Example: Encouraging people to write down the time and date they will go to get a flu 

shot increased uptake.  
• Present Bias: We disproportionately prefer rewards that come sooner and costs that are 

borne later. 
o How to Apply: Encourage positive behaviors today by moving the costs into the future. 
o Example: Save More Tomorrow encourages individuals to commit to future increases 

in pension contributions (rather than having to make a sacrifice today).  
 
 

Timely 
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Example – Timely  
By sending a message that read “’I’d rather be waiting at the 
DMV during the holidays’, said NO ONE EVER” to city residents 
who needed to renew their licenses near the holiday, online 
renewals greatly increased  

 
Practice – Timely  
What can you do to make your process more timely for your 
customers? 

Easy Strategy If we… … then we 
Priming If we…  … then we  

 
Anchoring 
 

If we…  … then we  
 

Deadlines 
 

If we… … then we 

Head Start 
 

If we…  … then we  
 

Prompts 
 

If we… … then we  
 

Foot-In-The-Door 
Technique 

If we… … then we  

Implementation 
Intention 

If we… … then we  

Present Bias 
 

If we… … then we  
 

  



 

61 
 

Visual Management - Solution Tool 
Tool Overview  
Visual management is a way to keep track of work in an easy to understand way in a plain sight, 
accessible location. It can help demonstrate the volume and status of work, understand the quality 
of your service or the capacity of your team to help with level-loading. We know that teams are more 
successful when they have clear measurable goals and can see whether they are winning or losing in 
meeting those goals in the form of a scoreboard. Other benefits of visual management include: 
1. Showing productivity in “real-time” 
2. Providing transparency to the process 
3. Improving customer service  
4. Increasing “flow” in the process 
5. Lowering operational costs 
6. Promoting a safer workplace 
7. Empowering employees  

  
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. Be creative! There are several different types of 
visual indicators such as diagrams or pictures, checklists, videos, and signs. Choose the one that 
makes the most sense for your workplace.  
 
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 
everyone accountable to meeting the goal. 
 
Examples 
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Practice 
In the box below, design and draw out one of your own ideas for “Visual Management” to help manage 
or rally around a team process/WIG: 

 
 
Notes
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Mistake Proofing - Solution Tool 
Tool Overview  
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.  
 
Examples 
 
 
 
 
 
 
 

 
 
 
 
  

The bar and message are a clear warning for 
vehicles that are too tall, prevents damage to 

the parking structure and vehicle 

The paper container lid is shaped so that you 
cannot physically put a bottle or other type of 

recycling into the bin 

The new email filter identifies links using 
a color-coded system so it’s easier for 

users to avoid malicious sites  
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Practice 
What kinds of common mistakes are in a process that you own or are involved in? 

 
Describe some examples of mistake proofing for the errors you wrote above? 

 
Draw a picture of what your mistake proofing could look like: 

 
Notes
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Checklists - Solution Tool 
Tool Overview  
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. 
 
There are two kinds of checklist items: 
 

Do – Confirm Read - Do 
Team members perform their jobs from memory and 
experience—often separately from the checklist. After 
that point they stop. 
They then pause to confirm against the checklist that 
everything was done. 

People carry out the tasks as they check 
them off – it’s more like a recipe. 

 
Helpful Hints: 
• Keep checklists simple, visible, accessible, and easy-to-read. 
• 6S your time- what do you spend your time on? How can it be managed more effectively? 
• Review completed checklists with your manager. 
• Make the checklist dynamic and representative of what’s needed. 
• Always look for ways to modify it - what could be added, dropped, or modified? 
 
When to Use It 
Leverage a checklist when a complex process needs simplified. A checklist is particularly helpful 
when there are key “points of failure” that cannot be missed for the process to continue successfully.  
  



 

66 
 

Example 

 
Notes 
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Standard Work - Solution Tool 
Tool Overview  
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. 
 
When to Use It 
For all processes all the time! Standard work can be used to eliminate defects and non-utilized 
human talent. 
 
Examples 
The Denver Animal Shelter created these 
kennel cards to eliminate the defects of 
some dogs getting sick from being given too 
many treats. They also created standards 
around what information should be shared 
about each pet up for adoption. Both of 
these standards allowed for more animals 
to be adopted more quickly. 
 
 
 
 
 
 

Alex Cobell in Excise and Licenses 
created this checklist to enlist the front 
counter’s help with quality control 
relating to Short-Term Rental Licenses. 
This has decreased the issuance of bad 
licenses before they are sent to more 
costly processes like inspections and 
show cause hearings. 
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Practice 
Brainstorm the processes where you do and don’t have standard work implemented currently. Do 
you notice a difference in the waste you see in these processes? Could creating standard work for 
one of the processes without it be one of your innovations?   

 
Notes

 
  

 

Processes that Have Standard Work  
 

Processes that Lack Standard Work  
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Brainstorm 
Tool Overview  
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 import 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 know 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. Also, be specific in your if we… statements as it’ll be 
challenging later on to determine the effort to complete a particular idea if the idea is vaguely stated.  
 
When to Use It 
Use the brainstorming tool throughout an improvement effort to capture ideas, but especially after 
completing your gap analysis tools.  
 
Example 

If we… Then we… 

Define roles and responsibilities for all involved in 
the process including Technicians, Asset Manager, 
Agency Liaison, Managers etc.  

Gives everyone involved clear direction on what 
needs to be done.  

Configure and utilize barcode scanner to read and 
input make, model and SN in the system.  

Minimize human error & typos when adding 
tracking information into the system. 

Create scheduled and opportunistic reporting – 
Baseline data, Report on things that haven't been 
on the network - Point to gaps in data 

Have the ability to identify problem areas and have 
agencies correct 

 
Practice 
Use the below brainstorm box to capture ideas and expected outcomes in the If we… Then we… 
format. 

If we… Then we… 

  

  

  

 
Notes 
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Impact Effort Matrix 
Tool Overview  
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.  

 
When the ideas are placed into the matrix based on the level of 
effort, from low to high, and the impact of implementation, from low 
to high, it is easy to visualize the groupings. This allows the team to 
focus on an idea that will give them the biggest impact with the 
least amount of effort. The illustration to the left categorizes the 
ideas in four categories: Low-hanging Fruit, Quick Wins, Major 
Projects, and Revisit Later. A team would typically pursue the ideas 
in the blue quadrant (the Quick Wins). 
 
 

 
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. 
 
After the team has had sufficient time to brainstorm, using another flip chart, a matrix can be drawn. 
The team should evaluate the impact of their ideas (low to high) versus effort (low to high) and place 
their ideas within the appropriate area of 
the matrix. Ideas in the ‘Quick Wins’ area 
are considered first. 
 
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. 
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Example 
The example to the right is from the Denver 
Public Library – Summer of Adventure 
program. This Impact Effort Matrix focused 
on reducing time spent by the overall time 
spent by the Program Coordinator running 
this process and leveling the load. 
 
After categorizing their ideas, the team 
used a dot voting system to narrow down 
which ideas they would work on 
implementing first. By prioritizing quick 
wins, they were able to make numerous 
innovations and build momentum towards 
tackling larger projects. 
 
 
Practice 
Using the blank matrix on the next page, 
evaluate your brainstorm ideas based on the impact that they will have and the effort they will require. 

 
Notes 

 
  

 

QUICK 
WINS 

PROJECTS 

LOW HANGING 
FRUIT 

REVISIT 
LATER 
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Action Plan 
Tool Overview  
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 completion 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. 
 
Example 
Right-of-Way Enforcement Equipment 6S Project  

 
Practice 
Create an action plan for your innovation idea. Think about what steps need to be accomplished, 
who needs to be involved, and when you want these tasks to be completed 

 
Notes

  

Action Item Assigned To Date Completed 
Clean and Declutter workspace David 3-7-2020 
Label and Organize Equipment David 3-22-2020 
Create standard of work for vehicle 
equipment 

David 3-14-2020 

Create a “vehicle checklist” form Pam 3-13-2020 
Order “form organizers” & other 
equipment 

Deb & Christian 3-10-2020 (3-22-2020) 

Assess fleet and vehicle status Lucas & Ben 3-14-2020 
Delegate stocking responsibility 
and accessibility 

Lucas, Joe, Ben, Paul, Patrick 3-10-2020 

Pilot new process David and ROWE Staff 3-23-2020 

Action Item Assigned To Due Date/Date Completed 
Talk to Supervisor about proposed 
project to gain approval 

[your name]  
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Change Management 
Tool Overview  
In order to lead a change effort, you need to understand the people involved. Their behaviors, habits, 
perspectives, emotions and insights influence their ability to adopt the new state. Resistance to 
change is normal, but not all change is resisted. As Chip and Dan Heath state in their book Switch: 
How to Change Things When Change is Hard, “In our lives, we embrace lots of big changes-not only 
babies, but marriages and new homes and new technologies and new job duties.” 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 change messages 
delivered in person by supervisor for personal messages and by 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 in 

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. 
 
Examples 
For Peak Partnerships, Denver Peak Academy only works with departments that ask for help. This 
shows that they have already committed to the idea that the change is necessary and there is at 
least one change champion present. 
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Practice 
Give some thought to your change management plan.  

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

 
 
Notes
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Change Management Self Assessment 
Assessment Overview  
Think about your process improvement project in which you need to leverage your relationships and 
soft skills. Use the five-point scale to rate your level of agreement in each question below to 
determine what is working well, and what you may need to improve in order to be successful with 
your project.  
 
Assessment 

1 2 3 4 5 
Strongly 
Disagree 

Disagree Neither Agree 
nor Disagree 

Agree Strongly Agree 

 Rating 
 SELF-AWARENESS  

1.  I know my strengths and limitations  

2. I know what activities give me the most joy  

3. My feelings are clear to me at any given moment  

4. I can generally predict how I will behave in a given situation  

 SELF-MANAGEMENT  

5. I am in control of my feelings and impulses  

6. I show respect for others’ opinions, even when I think those opinions are wrong  

7. I can accept critical comments from others without becoming upset  

 SOCIAL AWARENESS  

8. I am generally able to understand the way other people feel  

9. I understand the preferences, needs, and wants of others around me  

10. I consider the impact my decisions have on other people  

 RELATIONSHIPS  

11. It is easy for me to develop good relationships with my coworkers  

12. I have high trust relationships with the people I work with  

13. I am able to clearly and effectively communicate with others  

 
How Did You Do? 
List 1-2 areas for improvement from above that you need to improve on and identify what you're 
going to do specifically to improve in these areas. 

 
 
List 1-2 areas of strength from above and identify how you can better leverage those strengths to 
influence positive change. 
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I Want To Innovate But 
Tool Overview  
“I Want to Innovate But” is a module designed to push you to explore your own personal barriers to 
innovation. The most common barrier to innovation is difficult relationships with other people. And 
the most common barrier to better relationships is an inability to understand and empathize with 
others. For many, the more common reaction is to judge, avoid, or instigate conflict and gossip as a 
primary response. As a result, workplaces are fractured and faltering and innovation cannot flourish. 
In this module, we ask you to explore your own story, biases, and fears so that you can better 
understand the lives and experiences of others to create a healthy, connected workspace capable of 
innovating. We’ll work through the key concepts of Love and Fear; Career, Community, Cause; and 
Every Person Has a Story. Please reflect on these concepts in the sections provided on the next 
page.  
 
How to Use It 
Think about your most common barriers to innovation and ask yourself how you’ve personally 
contributed to those barriers through your own actions, behaviors, and communications. Explore your 
own personal beliefs and biases and actively work to learn and grow in a way that improves your own 
personal weaknesses. Read and educate yourself regularly. Know that you can change and grow and 
so can others.   
 
Talk to challenging colleagues in person and directly. Own your own faults and fears and approach 
difficult relationships by listening and gaining empathy. Learn about others fully and thank and 
celebrate generously. 
 
When to Use It 
To improve and enhance all working relationships. 
 
Examples 
Someone expresses resistance to your idea. That resistance angers you and makes you feel like you 
will never see eye to eye with this person. You feel inclined to avoid this person or to vent to your 
coworkers. But then you take a moment to calm down and think about the damage that your own 
passive aggressive behavior will cause to you and to those around you. You decide instead to talk to 
this person directly. You share that this person has upset you but you also humbly express that you 
don’t fully know this person or his/her/their story and you ask more about why this person has such 
feelings. You seek to understand.  You also seek to find what’s best in this person and celebrate and 
thank this person. The person feels seen (not judged by you), the relationship improves, and your 
whole work group functions better because you opted for direct engagement and curiosity instead of 
passive aggressive and judgmental behavior. Your colleagues see your behavior and come to trust 
and rely on you more deeply because you have shown true courage and leadership. You have 
demonstrated how to create a healthy environment through your actions.     
 
  



 

77 
 

Practice 
Action (describe the action 
with facts and no emotions) 

Feeling (describe how it made 
only you feel) 

Intention (open the 
conversation to gain 
understanding, not judgement) 

You missed the deadline we 
agreed to 

When you did that, I felt like 
you didn’t value my time or 
effort 

What was your intention when 
you missed the deadline? Can 
you tell me more about how 
you’re feeling?  

In that meeting, you told me 
that my idea would never work 

When you did that, I felt like 
you didn’t want to work with 
me or work to improve our 
team.  

Was that your intention? Can 
you tell me more about your 
concerns and what I might be 
missing?  

Try here with a conversation you’d 
like to have 
 
 
 
 

  

   
Notes 
Think of the person you are most in conflict with at work. Reflect on how their behavior might be 
driven by love or fear, and what part you’re playing in the conflict (How is your fear showing up? What 
could you do to show some empathy toward this person?) 

 
 
When you think about the Career, Community, Cause concept, which do you feel your current job 
offers you? What would you like to find more of in your work? 

 
 
We all have favorable and unfavorable biases. One way to overcome bias is to learn another 
person’s story. Whose story can you commit to hearing to help repair a work relationship? 
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Takt Time and Level Loading 
Tool Overview  
Takt Time is a calculation used to define the rate at which a product needs to be produced or a 
service provided to meet customer demand. Level Loading is the practice of using product or service 
demand estimates to establish an average production level. Takt Time and Level Loading are 
combined to help workflow follow a consistent and fluid cadence to meet customer demand.  
  
How to Use It 
Takt Time is calculated by dividing the Time Available 
to Work by Customer Demand. Time available to work 
is calculated by taking the total number of hours an 
employee works and subtracting any breaks or 
meetings. Customer demand is determined by 
evaluating the number of products or services 
customers require on average.  

 

Takt Time = 

Time Available 
to Work 

Customer 
Demand 

 

 
Optimal performance is calculated at 85% of Takt Time, which accounts for unexpected events that 
may occur such has work interruptions, rework, and equipment downtime. To calculate optimal 
performance, multiply Take Time by 0.85.  
 
Chart a Takt Time Optimal Performance line on a graph along with processing times from the 
process. Positions or stations below the line fall into the areas of waiting, inventory, and intellect 
waste and positions or stations above Takt Time fall into the area of processing waste. To avoid 
waste, redistribute tasks so that each role in the process is operating at or below Takt Time. This 
process of redistributing workload based on customer demand is level loading. 
 
When to Use It 
Takt Time and Level Loading should be used in work environments that are struggling to meet 
customer demand. It can also be beneficial in work environments that are experiencing uneven or 
unequal workload allocation. Takt Time and Level Loading can be used to address overproduction, 
waiting, non-utilized or under-utilized human talent, inventory, and excessive processing wastes.  
 
Example 
A team of 5 employees processes zoning permits. They work 8-hour days and receive 30 applications 
per day. Each application moves from person to person until the permit is issued.   
 

Time Available to Work (8 Hrs or 480 Min) = Takt Time (16 Min) Customer Demand (30 applications) 
 

Takt Time (16 Min) x 0.85 = Optimal Performance (13.6 Min) 
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Practice 

 
 
Notes
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One Piece (Continuous) Flow 
Tool Overview  
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 customer 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. 
 
Example 
The below graphic helps to illustrate why One-Piece Flow is better for our customers. In this example, 
there are 10 pieces moving through 3 operations in the process. Each piece takes 1 minute to 
process.  
 
In the process on the left, the contracts are reviewed in batches (groups) of 10. John reviews all 10 
contracts before he passes them along to Sally. Sally reviews all 10 contracts before she passes 
them on to Patrick. Because each contract takes 1 minute to review per worker, the first contract is 
fully reviewed after 21 minutes while all 10 contracts take 30 total minutes to review.  
 
In the process on the right, the first contract is reviewed by John and then immediately passed to 
Sally, and then on to Patrick. As soon as John reviews a contract and passes it to Sally, John begins 
reviewing another contract. One-Piece Flow creates an assembly line for the pieces to flow through 
the process. With each contract taking 1 minute to review per worker, the first contract is fully 
reviewed after only 3 minutes with all 10 contracts only taking 12 total minutes to review. (Graphic 
adapted from Ortho Clinical Diagnostics Jan ‘08) 

 

 
 
Notes

 

 

http://www.docstoc.com/docs/51919237/6A-Batch-Processing-versus-Single-Piece-Flow
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Rolling First Time Yield 
Tool Overview  
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 (a.k.a. Rolling Throughput Yield or First-Pass 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 
 
Notes
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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. 
The Ignite Summit presentation day is always an incredibly fun and empowering experience where 
you will present to the Peak team and class participants, coworkers, and leadership from your 
agency.   

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 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 
 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 and Deadline 
Certification Requirements Checklist 

 Requirement Description 
 Attend Black Belt 

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

 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 to 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
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