Green Belt Training
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Welcome! We will begin shortly. Make sure you've
signed in and get comfortable!
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Green Belt Training Road Map

Welcomes & Tools to Identify Tools to

Introductions | Waste ' Eliminate Waste
(50 min) (50 min) (120 min)

Process * Process Mapping Innovation Form

Improvement * 9 Wastes 6S

Exercise Standard Work

About Denver Peak Checklists

Principles of Production Boards

Innovation Work on your Just
Do It!

Post Training: Innovate!
We expect you to implement what you've learned!
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Course Norms

Stay Present

Avoid using phones or We’'ll break during the Be respectful of all
laptops during the training, but feel free to people. Allow everyone to
training. step out or stretch if you participate and be
need a break. thoughtful of the impact
of your words.
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Let’s Get to Know One Another!

When you introduce yourself please answer the following questions:

4

NAME &
PRONOUNS

YEARS WITH
THE CITY
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Tennis Ball Exercise
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Tennis Ball Exercise Rules

N (

—

The ball must past | No one can touch | Youmustfollowthe| There can be no This must be done
through everyone’s | the ball more than | Same orderineach| drops (“defects”). in 10 seconds
hands once round If so, start over
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Tennis Ball Exercise Debrief

CONNECT WITH US



Denver Peak & Process Improvement Overview
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Up Next: Meals Per Hour Video - Toyota
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Meals Per Hour Video

Discussion

* Whywas change needed in their
process?

* What changes did they make to their
process?

* What metrics did they focus on to
know their changes were successful?
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Denver’s Peak
Performance
What's in it for you?

1. Improve your job for yourself, your
coworkers, and your customers

2. Gain skills to help you see and solve
problems efficiently

3. Structure your solutions for lasting
success
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Increasing the Capacity to Do More Good
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Employees Employees Amount Saved Peak

Annual Budget
Completed Completed by Peak for Denver Peak | Employees*

Black Belt Green Belt Trainees (Fully Staffed)*
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Elements of

Innovation

- Staff driven THINGS THINGS
 Customer focused THAT YOU CAN
* Sustainable MATTER CONTROL

Without new technology or people

With relationships based on trust

Implemented and tracked with a score T

Small in scope THINGS

Within your control or influence T0
FOCUS ON
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Equity for Your Customers Race/

What is equity? L Ethnicity
When race and other social identities can no o
longer be used to predict life outcomes or the

quality and depth of services received in the city.

How can we improve equity through

process?
Who may we be excluding from our process? As
we make improvements, how can we ensure we
don’tinadvertently reduce equity?

Religion
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5 Principles of Innovation
/—_\

1. Identify the value | 2. Map the steps | 3. Deliver without 4. Deliver on 5. Seek perfection
that your required to deliver waste (Flow) demand (Pull) and standardize
customers demand that value

\_____/

This is a continuous process
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BREAK!

Please be back in 10 minutes!
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Tools to Identify Waste

Process Mapping and the 9 Wastes
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How Do You ID Waste? Process Maps!

e Atooltoillustrate
every step in the
process from
beginning to end

DENVER
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Why?

e Toanalzye and find

opportunities to
innovate

To know the process
To build consensus

and involve the people
who do the work

How?

Use butcher paper and
sticky notes

Map as a group,
silently, with everyone
participating

Capture each step and
identify waste
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Process Maps

First: identify the first step

Title: Residential Parking Program
Date: May 1, 2016

Second: identify the last Current State
of the process 5 min 5 min 5 min step of the process
l { ‘ \ : \ : \ l
Clerk matches Clerk identifies Clerk walks to Clerk accepts
iﬂg:;z:ilf;l “0?1 address with a sticker wall and finds payment from
computer location for associated with sticker in the customer and
b * stickers address stack provides sticker
4 — 4 r B
5 min
* Who & what do these Legend
Clerk updates things stand for on your Y Key Step
customer map?
information in » Use different colors to j Clerk Process Step
system indicate different roles
, « Use adiamond to show a - Customer Process Step

decision point

v

; Decision Point
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Read maps left to right
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Process Maps Are Visual!

A good process map not only outlines the steps, it also notes waste in the process (in pink) and how long each step
takes.

LYoot S
> ﬂﬁm gafzcas

G Remember to give your map a title, date, and current/future state

f 24 jize MIN @

Note the different
. colors used for
| different
-\ individuals/groups
I'in the process
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General Rules of Thumb

Mark
milestones /
time to deliver
value

Left to Right Document Boxes: steps in Diamonds:
volumes of a process (label decisionsin a
“widgets” “who” and use process

produced verbs) (yes/no, x/y)

Use pink stickies Map for what
to represent happens 80% of
waste/pain points the time

| A widget is the product and/or services produced as a result of your output | Always begin with your scope

KN DENVER
Eu DENVER PEAK LINKEDIN | DENVERGOV.ORG /PEAK

' THE MILE HIGH CITY



Instructions

Process Scope

E”% DENVER

Process Map Exercise

Sample Process: Going to see your Doctor

As a team, create a process map ;
P :C <X~ (v i\
All members must participate : |y 2%\54 s % - Cortent taxe
—— | By L5y il

First step: Patient enters through the front doors at the

Doctor’s Office

Last step: Patient exits through the front doors at the
Doctor’s office

We must pay a co-pay

We will not be getting prescriptions as a part of our general
physical

\ S
0
e = e

Hint: Document what the process looks like 80% of the time
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The 9 Wastes
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Title: Residential Parking Program

Process Maps .
\ A \

' ‘ ‘ Current State
Clerk pulls up Clerk matt.:hes Clerk i.d entifies Clerk walks to Clerk accepts
information on address with a sticker wall and finds payment from
No location for associated with sticker in the customer and
BT stickers address stack provides sticker

y *x 7 y

| -
Clerk updates
customer

information in
system

DD

|19 DENVER | By
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The 9 Wastes

Using the pink sticky notes, write the letter of the type of
waste and place under the corresponding step

Use pink sticky notes to capture all the waste (or pain
points) in a process

Everyone will do this on their own (silently). It’s okay if a
step already has waste identified. We want to see piles
of pink!

Step back and analyze

Shrink the change! Where is your biggest area for
improvement? (Think about what takes the most time
and has the most pink stickies)
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BREAK!

Please be back in 10 minutes!

”,
E;d LA A DPEENLEIE LINKEDIN | DENVERGOV.ORG/PEAK



Innovation Form

PESK . » . .4
xCADE MY Peak Innovation Form DENVER XCADE M) Peak Innovation Form DENVER

Innovation Name: Start Date: = =
Who's Involved: End Date: Brainstorming
Why Change is Needed Then we... Experiment Outcome
Current State (CS) Costs Future State (FS) Costs

S (CS) (Fs) Action Plan (What Did You Do?) 1-2 Sentences

® Qualitative Action ltem Assigned To Due Date/Date Completed

(Feelings)

S Money

o Equity Errors: Equity Errors:

Errors Operational Errors: Operational Errors:
# amount
Please Add Photos or Screenshots of What You Did

@ Time

Yearly Cost

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

Yearly Savings (CS Cost — FS Cost)

Yearly Savings to Customer Results: Updated Metrics
alue of Customers Time Current State | Future State 30 Day 60 Day 90 Day
Gap Analysis — What holds us back from our Future State? Qualitative
Money
Errors
Amounts
v Waste Observed v Waste Observed Iimel —
early Lo
(Check All that Apply) (Check All that Apply)
n Lessons Learned
= | Defects C | Transportation What Went Well What Didn’t Go Well/Needs Changed
O | Overproduction 0 | Inventory at went Well (+) atDidn't Go Well/Needs Changed ()
O [ Waiting O | Motion
[ | Non-Utilized Talent/Things [0 | Excessive Processing

THE MILE HIGH CITY
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Peak’s Innovation Form - Problem Statement

Problem - Why Change is Needed

Sample Questions:
» Why are we doing/changing this?

* /s there a circumstance or emergency demanding change?

» What is the impact of this issue on the customer?

Problem - Why Change is Needed--Example

» We can lose our funding if we don’t fix this

* Qur top customer complaint is how long it takes to get the widget

* We can help more people get business licenses, improving the local economy
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QMEATY!

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

©

Money Errors Amounts Time Yearly Cost
Hourly Rates & How many widgets How many widgets do How long does it The total cost of your
Material Costs have defects? What you make? take to make your process over the

equity errors are in the widget? Wait time? course of the year
process?

Racial disparities exist in all these categories. In process improvement we need to know the benefit and the burdens so we can
mitigate for them.

"A DENVER
E DENVER PEAK LINKEDIN | DENVERGOV.ORG /PEAK

’ THE MILE HIGH CITY



Innovation Form: Tell

; ® ®
4 Qualitative Customers upset about not Customers relieved to receive food.
t h e Sto ry (Feelings) receiving food. Staff frustrated Staff empowered and clear about the
with confusing process. process.
515/hr, $15/hr
Using the form: > Money
" Equity Errors: Equity Errors:
Families with transportation Enough food to feed all families so it
° G ra b you ra ud ience Wlth a _ access barriers are often the last in | does not matter what place they are in
. & Errors line and don’t always receive food | line
compelling Why statement
Operational Errors: Operational Errors:
. 10% wasted space in boxes 0% wasted space in boxes
° Use em Otl On a nd data to Create a # Amount | 864 boxes (contain 40 meals each) | 1,260 boxes (contain 40 meals each)
na rrative O 3 min/box 11 sec/box
Time 3 hrs distribution time 1.2 hrs distribution time
. (hourly rate)*(# boxes)*(time to (hourly rate)*(# boxes)*(time to pack
[
SOIVe WIth Others to ensure the Yearly Cost pack each box) = $15*864*3 min | each box) = 515*1260* 11 sec (.003hrs)
beSt id eas (Annualized) (.05hrs) = S648/day = $57.75/day
S648 *365 = 5236,520/yr $57.75 *365 = $21,078.75/yr
. $236,520/yr - $21,078.75/yr =
Yearly Savings (CS Cost — FS Cost) $215,441.25
Yearly Savings to Customer People are waiting less time for food and everyone in
(Value of Customers Time) need ultimately gets food.
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Innovation Form: Involve the Team

Gap Analysis — What holds us back from our Future State?
Transporting too much air and having too much unnecessary motion in our process stands
between our current and future state

Waste Observed

(Check All that Apply)

Waste Observed

(Check All that Apply)

rdidinlim]l <

Non-Utilized Talent/Things

Defects X | Transportation
Overproduction [] | Inventory
Waiting X | Motion

[

Excessive Processing

Use smaller boxes to
transport food

Brainstorming
Then we...
Will fit more boxes into the
truck and be transporting
more food and less air

Experiment Outcome
Instead of only 864 boxes,
1,260 boxes were now being
fit into each truck

Use continuous flow and
rearrange the space to cause
less motion

Will pack each box at a much
faster rate

Instead of it taking 3 minutes
to pack a box, it took 11

seconds

DENVER
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Action ltem

get smaller boxes

Assigned To
Establish dimensions for and | Team Lead 1

Due Date/Date Completed

12/1/2012

Innovation Form: Track Actions & Progress

Action Plan (What Did You Do?) 1-2 Sentences

Re-design work space to
require less motion on the
part of employees

Please Add Photos or Scree

—
=
—

Team, led by Team Lead 2

12/3/2012

nshots of What You Did

Metric Current State

Future State

30 Day

Process is greatly improved. We reduced processing and distributing times, and increased
g to ultimately serve many more families.

90 Day

Qualitative | & ® J J ®

Money $15/hr, $15/hr $15/hr, $15/hr, $15/hr,

Errors Not all All families All families All families All families
families receive food | receive food receive food | receive food
receive food
10% wasted | 0% wasted 0% wasted box | 0% wasted 0% wasted
box space box space space box space box space

Amounts 364 boxes 1,260 boxes 1,260 boxes 1,260 boxes 1,260 boxes
40 meals/box | 40 meals/box | 40 meals/box | 40 meals/box | 40 meals/box

Time 3 min/box 11 sec/box 3.5 min/box 30 sec/box 11 sec/box
3hrs 1.2 hrs 1.2 hrs 1.2 hrs 1.2 hrs
distribution | distribution distribution distribution distribution

Yearly Cost | $236,520 521,078.75 5402,412.50 557,487.50 521,078.75
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Innovation Form: Lessons Learned

Lessons Learned

What Went Well (+) What Didn’t Go Well/Needs Changed (1)
- Everyone in need was receiving food - Packaging time increased before it began to
- The leader learned how to structure things | decrease so we could reach our target state
step-by-step rather than seeing whole
process as one step

Additional Innovation Notes Here
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Exercise: Innovation Form

 Workindependently at your table

* Think of one innovation idea related
to your work. Reminder: it must be
within your control!

* Complete the first 3 sections of the
Innovation Form: Why Change is y 7
Needed, Current State, and Future ' £
state ‘

7
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Tools to Eliminate Waste

6S, Standard Work, Checklists, Production Boards
PURSUE EQUITY IN ALL OF YOUR SOLUTIONS!
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Creating Flow: 6S - w—

Sustain Sort

* Help make problems visual

 Reduce wastes associated with
searching for supplies, tools, and
information

° Impl‘ove Organization in the Standardize Set in Order
workspace

* Reduce hoarding or unused materials \ /
* Flow: people, things, information Shine
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Creating Flow: 6S

2. Setin Order

Before After

. =]

e Organize and centrally * Eliminate opportunities for
locate shared items injury and properly secure
equipment
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Creating Flow: 6S

9. Standardize 6. Sustain
ROWE Checklists | 27

ROWE Vehicle Checklist (internal document} '

EQUIPMENT OPERATOR'S
CHEC! ST

Consistency and
Ensure the space repeatability

REMAINS clean and Develop a maintenance
organized schedule
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Creating Flow: 6S

Opportunities

Desk
Vehicle

Copy/supply/inventory

rooms
File cabinets

Workshops and garages
Shared drives, email,
websites

Forms (e.g. Equity Toolkit)

Tips
Scope 6S areas small
Include your team and
others

Shoot for improvement,
not perfection

Savings

Soft Dollar: Time saved
because employees can
find things faster; reduce
waiting and rework

Hard Dollar: Money saved
because supplies are
found and used, reducing
wasteful ordering and
spending
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6S In Action ,l 1
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Up Next: 6-S in Action at the Hiawatha Davis Rec Center
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Before

HIAWATHA DAVIS
YOUTH SPORTS
STORAGE

6-S BLACK BELT PROJECT
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Standard Work: Draw a Pig (Round 1)

Draw a pig on the grid-paper provided in your workbook

When you’re done, share it with the class
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Standard Work: Draw a Pig (Round 2)

1. Draw a capital M, so the tip of the middle V of the M touches the intersection of the grid lines in the NW quadrant

2. Draw a capital W, so the tip of the middle V of the W touches the intersection of the grid lines in the SW quadrant

3. Draw a capital W, so the tip of the middle V of the W touches the intersection of the grid lines in the SE quadrant

4. Go back to the Myou drew in Step 1, and draw a slightly upwardly bowed line that runs from the most eastern point of the M, to the
intersection of the grid lines in the NE quadrant.

5. Continue that line from the intersection of the grid lines in the NE quadrant to the most easterly point of the W that you constructed in the 3"
step.

6. Draw a downwardly bowed line from the most western point of the W in the SE quadrant, to the most easterly point of the W in the SW
quadrant.

7. In the exact middle of the box between the NW quadrant and the SW quadrant, draw a circle the size of a dime.

8. Draw an inwardly bowed line from the most westerly point of the M created in Step 1, to the top of the circle you just drew in Step 7

9. Draw an inwardly bowed line from the most westerly point of the W created in Step 2, to the bottom of the circle you drew in Step 7.
10. Draw a horizontal straight line about %2 inch in length starting from the middle of the line you created in Step 8.

11. Draw a horizontal straight line about 1/3 inch in length starting from the middle of the line you drew in step 9.

12. Draw a curly-cue about 1 inch in length starting at the upper third of the line you created in Step 5, extending in an easterly direction.
13. Put two dots in middle of the circle you drew in Step 7, arranged horizontally, and about ¥ of aninch apart.
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Standard Work: Draw a Pig (Round 3)

Draw the pig on another sheet of paper
using the instructions AND the visual
provided
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Standard Work: Is it Repeatable &
Reproducible?

e Continuously improve your processes and o
ea

sustain your innovations State A
e Help train new and old team members

e Change! Itis a living document that should 8
be updated as new processes occur 0 g

. Q5

* Besimple and easy to use g £
o o

e Bevisual: include pictures and timeframes

“Where there is no standard, there can be no kaizen.”

- Taiichi Ohno
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Standard Work Innovation: DAP Kennel Cards

Animal ID:  A227671 g L 8
Kennel No AD 102 (B) denver animal shelter
(3 -~ Adopt Me! o~ (3 — .
‘ CL)| e Wy aeq
o — aewa| e[ | WY " ayeg
siewarl | vg | Wy aeq
» spesul| N | Wy 20
AN " seuwn| wel W »1eq
( ‘ s Wa | Wy #eg
\ ( \ ( s we | Wy aieg
sy e ' NY »neq
J \ J \ speuoy | e | Wy seq
W el W nY 100
s W | Wy #1eq
sevuy e Wy #eq
. ' J ‘
w - speau)
3 . . b
& - Adopt Me! ) ;
Imp Date:  1/8/15 Age: 2 YEAR(S)S MONTHS
Breed: CHIHUAHUA SH Sex: NM  Weight(lbs) 7.4
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Standard Work Innovation: DAP Kennel Cards
Sunbathe with Me! r‘ &

denver animal shelter

My Name is:
BEAR

Animal ID: A326481 Sex : NM
Kennel: AD 204

Breed: GERM SHEPHERD / ROTTWEI
Age: 9 MONTHS

Date of Intake: 5/19/18

Weight (lbs):  48.0

How | came to the shelter:

OWNER SUR

Continuously improve your
standard work to better serve your
customer.

If you want to meet with me, take a picture of this card or remember
my name and go let someone at the front counter know!

Behavior Information Medical Information

Behavior Assessment; Level 4 Rabies Vaccination: 5/26/18
This excellent guy is Bear, a fun loving Shepherd mix that is just

about nine months in age. He loves to run and play and is Apparently healthy at this time.
seeking a family committed to providing him with ample exercise

opportunities. Bear loves play time with other dogs but can be a

forward and vocal player!

Disclosures;
* None

”;
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Checklists

e Checklists ensure consistent
routines, allowing us to be proactive,
follow standards, and ensure
success

* Checklists help:

* Prevent errors and oversight

 Reduce variation and increase
consistency/equity

“Just using checklists requires [doctors] to embrace different values from ones we’ve had, like humility,
discipline, teamwork.” - Atul Gawande
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Keeping Score: Production Boards

What is a production board? What happens when you keep score?

A Visual Management tool; easy to
understand, in plain sight, and for all

Helps demonstrate the status and volume of
work

Know if you are winning or losing; sooner and
when it matters

It's not once a year, it’'s continual
Understand the quality of your service
Know your capacity to complete your work
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Keeping Score: Production Boards "
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This production board visualizes the business outreach done by the City Council Aides in District 8.
The colors represent what level of attention,/follow-up each area needs.
-Leya Hartman, Black Belt Cohort 89

Production Board highlighting projects, milestones,
roadblocks, progress, and successes for the OHR Service
Team.

-Jessica Lemmer, Certified Green Belt

W/
DENVER DENVER
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Keeping Score: Production Boards

DONE. (Cometer)

TO 4 w (Plum-‘q)

/,

)

R

%, 3
_deg
)

u

 ACCAED(TATION
OREANIZATIONAL DeVeloP MM
Deer [Disiow Luppops
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Peak Training Metrics

Last Refresh: Jul 25, 2023 09.00 AM

Black Belts Trained by Year (7)

Your

Green Belts Trained by Year (7)

L 0
<O1H b

Yoar

Public Service Superheros Trained by Year (7)

Year

Total Actualized Savings To Date

$61,936,582

Savings by Year Actualized (?)

$10M

Year

Innovations Identified and Actualized by Year (?)

@ innovations Identified @ Innovations Actualized

Yoar

Black Belts Trained to Date
2,635
Green Belts Trained to Date
8.151
PSSH Trained to Date
143
BB, GB, & PSSH Trainings to Date

748

Innovations Identified to Date

4,760
Innovations Actualized to Date
3.562
Avg Savings/Actualized Innovation
$17.388

Avg Days/Actualize Innovation
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When Implementing

Production Boards

* Know your audience

* Engage and be responsive to the
information
 Does anyone need help?
 What's working?
* Did we meet ourgoal?
e Arethere opportunities to innovate?

* Find and fix problems, celebrate
successes, enhance transparency,
Improve customer service
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“Just Do It!” Innovation ldeas

Update your materials to
Perform a 6-S and submit \ / use people-first language

before and after photos to
the Peak Academy

Update a form to cut down on
errors or missed fields

Create a Production Board to show how
you’re performing based onyour key

metrics '

Create Standard Work to explain your Reduce or eliminate
process in a visual and easy to understand waste in a process to

way reduce wait times

-
-«

Create a checklist to reduce
\ defects and cut down on missed

steps

KN DENVER
Eha DENVER PEAK LINKEDIN | DENVERGOV.ORG /PEAK

' THE MILE HIGH CITY



Leverage Peak

We can help beyond training!

hS

%N

Continuous Strategic
Improvement Planning & KPI
Facilitation Setting

Trust Building & Roles &
Change Responsibilities
Management Delineation
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Next Steps After Training

* Look for an email from us! You will get a link to
our website and a copy of the innovation form

* Plan and implement at least one innovation
and submit your completed innovation form to
receive your Green Belt certification

* Submit Innovation Forms directly to your
trainer

* Stayin touch and help us celebrate innovation ,, vl
in the city! S —
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INNOVATE.

ELEVATE .
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