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Black Belt Training
Day 1 ð Introduction to Innovation

Action Items:

Ç Sign in (located on the whiteboard closest to the door)

Ç Grab a seat

Ç Write your name and pronouns on the front/back of name plate

Ç Answer the questions on the middle board
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We Want to Hear from You!

ÅGrab some stickies and a sharpie! Contribute the following to the 
questions on the board:

Any guidelines or 

rules to add to 

our group norms?

What are you 

most looking 

forward to about 

this experience?

What was your 

BEST and WORST 

customer service 

experience?

What do respect 

and dignity mean 

to you?
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Welcome and Introduction

For the person next to you, create 5 
SEPARATE sticky notes for each question:

1. Name & Pronouns (ex: he/him, she/her, they/them,)

2. Agency

3. Specific task in your job that you love the most

4. What brings you the most joy outside of work?

5. Title of project that youõre working on for this class

|  We will present what we learned about our partner to the cohort

As we introduce each other, listen out for where your work/project ideas may overlap and make note of people in the training 

that you may want to connect with.
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Black Belt Training Intentions

Community Empowerment Connection

Create a community of 

innovators

Teach tools to empower you all 

to innovate outside this class 

and be a change champion

Create an environment where 

people from different 

positions/departments can 

connect
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Black Belt Training: Community Norms

No Titles ð Check your title at the door. Just use first names throughout training.

Stay Present/Electronic Devices ð No phones or laptops on tables during training. No checking phones in 
the room ð excuse yourself for urgent matters or wait until a break.

Adhere to Start and Break Times ð Weõre all here to learn together. Coming back from break late is disruptive 
and disrespectful to other participants and facilitators.

Be Respectful ð Allow others to speak. Donõt dominate the conversation or interrupt. Listen. Donõt judge or 
minimize otherõs thoughts and experiences.

Brave Space ð What is said here stays here, what is learned here leaves here.

Calling Out Behavior ð Peak facilitators will call out non-adherence and disrespect of these rules. Itõs not 
personal, itõs about protecting the experience, respect, and dignity of everyone.

 òOuchó ð when someone is violating community norms

 òOopsó ð when youõve violated community norms

Can we agree?
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Black Belt Training: House Keeping Items

ÅRestrooms
 behind the black marble elevators. men/women/gender neutral.

ÅBreak areas 
  4th floor ð break room with fridges/microwaves/vending machines, patio

  1st floor ð convenience store

ÅEvacuation plan
  down the stairs ð meet at 15th and Tremont

ÅSlides available online
  denvergov.org/peak
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Maze Game
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Maze Game Rules

Everyone 
must 

complete the 
maze correctly

You must exit 
the maze and 
start over if 
there is a 

misstep (defect)

You may not 
talk while 

someone is in 
the maze

If you donõt 
beat the time, 
you are given 
a new maze
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Maze Game Debrief

What was the most challenging part of 
completing the maze in Round 1?
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Maze Game Debrief

What was the most challenging part of 
completing the maze in Round 1?

ÅConfusion around the process

ÅCouldnõt communicate with one another

ÅDidnõt know where to start
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Maze Game Debrief

What was the most challenging part of 
completing the maze in Round 1?

ÅConfusion around the process

ÅCouldnõt communicate with one another

ÅDidnõt know where to start

| Innovation Tools: Process Mapping, Waste Identification, Voice of the Customer



10/31/2025 ü#ýCONNECT WITH US LINKEDIN |  DENVERGOV.ORG/PEAK

Maze Game Debrief

What improvement ideas allowed your 
team to improve the most?
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Maze Game Debrief

What improvement ideas allowed your 
team to improve the most?

ÅCollaboration

ÅFinding the maze entrance faster

ÅFollowing the person in front of you closely

ÅUsing Visual Management
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Maze Game Debrief

What improvement ideas allowed your 
team to improve the most?

ÅCollaboration

ÅFinding the maze entrance faster

ÅFollowing the person in front of you closely

ÅUsing Visual Management

| Innovation Tools: Gap Analysis, Brainstorming, Solution Tools, Change Management
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Maze Game Debrief

How did you know if you were successful 
with the maze?
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Maze Game Debrief

How did you know if you were successful 
with the maze?

ÅKept track of time during the rounds

ÅKnew when you made an error

ÅAligned success to an identified goal
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Maze Game Debrief

How did you know if you were successful 
with the maze?

ÅKept track of time during the rounds

ÅKnew when you made an error

ÅAligned success to an identified goal

| Innovation Tools: Innovation Form, Quantitative Metrics, Testing/Piloting Solutions, Tracking Results
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What is Process Improvement?

Continuous 

Improvement 

Methodology

Non-

Proprietary

Driven by the 

people who 

do the work

Investment in 

fellow 

employees

Delivering 

value to 

customs on 

demand

A set of tools 

to SAY IT, SEE 

IT, and SOLVE 

IT

$

Managers/Leaders: For your project, donõt use process improvement to 

innovate on your staff. Use the tools you learn to set a vision and a goal for 

your teams. Empower them to help identify solutions and implement change.
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Elements of Innovation

ÅStaff Driven

ÅCustomer Focused

ÅEquity Focused

ÅSustainable

ÅWithout new technology or people

ÅWith relationships based on trust

ÅImplemented and tracked with a score

ÅSmall in scope

ÅWithin your control or influence
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5 Principles of Innovation

1. Identify the value 

that your 

customers demand

2. Map the steps 

required to deliver 

that value

3. Deliver without 

waste (Flow)

4. Deliver on 

demand (Pull)

5. Seek perfection 

and standardize

This is a continuous process
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Objectives for Black Belt Training

SAY IT SEE IT SOLVE IT
Start With Why Tools to Identify Waste Tools to Eliminate Waste
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SAY IT SEE IT SOLVE IT
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Break Time!

(10 minutes)
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Voice of the Customer & Equity in Innovation

pg. 13
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Ken Miller ð We Donõt Make Widgets
Weõre Different

Myth #1

We donõt make widgets

Myth #2

We donõt have 
customers

Myth #3

Weõre not here to make 
a profit

| A widget is the product and/or services produced as a result of your output. Once they are defined, they are easier to measure.
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Who is the Customer?
There are two types of customers:

Internal Customers

ÅDownstream in your organization

External Customers

ÅOutside your organization

ÅòPayingó for the product or services
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Who is the Customer?

Customers can also be categorized based on how close they are to the value you 

are delivering with your widgets.

Primary 

(End User, Receives Your Services)

Secondary 

(Internal Customers, Brokers)

Tertiary 

(Investors/Shareholders, 
Taxpayers, Stakeholders)
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Who is your PRIMARY customer?
(end user, your work triggers their process, they 

directly receive your services, who your process is 
mainly for)

What do they value most?

What would they say GOOD 
customer service looks like?

Discussion



10/31/2025 ü#ýCONNECT WITH US LINKEDIN |  DENVERGOV.ORG/PEAK

Equity For Your Customers
pg. 14

What is equity?

ÅWhen race and other social identities can no 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?

ÅWhoõs excluded?

ÅHow do we avoid making things worse?

| Focus on incremental progress

Race/

Ethnicity
Class

Ability

Gender

ReligionCulture

Sexual

Orientation

Age

Language
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The 5 Põs of Equity and Empowerment

Using the 5 Põs, think through 
an issue/decision in your 

process.
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Example: Voting Accessibility

Need for change:
Voters with disabilities have low voter turnout rates due to barriers in the 
process

VoC:
Consulted with strategic partner organizations in ADA community to 
develop a new process

Improvement:
System for eligible voters to register and access electric ballot online 
that is ADA compliant

Outcome:
ÅImproved voter turnout
ÅMore equitable voting process (better governmental representation)
ÅImproved relationships with community organizations

Shelby Miller & Denver 

Elections Division
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Example: Spanish Translations

Need for change:
Official communications sent to Spanish-speaking customers are often 
translated in free software and are inaccurate and/or culturally insensitive, 
creating a barrier for vulnerable populations accessing long-term care benefits

Improvement:
Native Spanish speaker created a cheat sheet of common translations

Azalya Realivazquez
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Discussion

Race/

Ethnicity
Class

Ability

Gender

ReligionCulture

Sexual

Orientation

Age

Language

ÅWho may be inadvertently excluded from 
your process?

ÅIn what ways could your process enhance 
equity?

ÅHow will you ensure you donõt exacerbate 
inequities?

ÅWere any of the best or worst examples you 
shared on the group boards impacted by 
equity?
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Gathering the Voice of the Customer & Assessing 
Their Experience

ÅCustomer comments and complaints

ÅFocus groups

ÅRequest for rework

ÅSecret shoppers

ÅOnline reviews (e.g. Yelp)

Å311 Data

ÅCounter wait times

ÅProcessing times

ÅDemographic information (ensure representation)

How do you hear YOUR customerõs voice?
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Voice of Customer Workshop

ÅPeak-facilitated workshop

ÅDesigned for workgroups to 
develop effective plans to gather 
the voice of their customers

ÅLeverages best practices in 
evaluation and community 
engagement
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Video: Building Equity Through Innovation
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Day 1: Break 2

(10 minutes)

Break Time!
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Change Management

pg. 15
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A Little Exerciseé

òI AM AN 

INNOVATOR 

LEADING 

THROUGH 

CHANGE!ó
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Why Change Can Be Hard (At First)
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Two Systems at Work

Emotional/The Elephant Rational/The Rider
|||||

Å Instinctive

ÅFeels pain and pleasure

ÅStrength: Doer
Å Love and compassion turn into energy and 

drive

ÅWeakness: Desire for instant gratification, 

short-term payoff

ÅReflective, conscious

ÅDeliberates, analyzes

ÅStrength: Planner
Å Looks to the future, long-term thinking

ÅWeakness: Analysis paralysis, lack of 

decision making
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How Do We Move Both?

Motivate the Elephant
ÅWhat looks like laziness is 

often exhaustion

ÅFind the Feeling

ÅShrink the Change

ÅGrow Your People

|||||

Direct the Rider
ÅWhat looks like 

resistance is often lack of 

clarity

ÅFollow the Bright Spots

ÅScript the Critical Moves

ÅPoint to the Destination

Shape the Path
ÅWhat looks like a people 

problem is often a 

situation problem

ÅTweak the Environment

ÅBuild Habits

ÅRally the Herd
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Find the Feeling ð Why Change is Needed

Knowing something isnõt enough to cause 

change. Make people feel something.
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Video: Know Your Why

Link

https://youtu.be/1ytFB8TrkTo?si=0avebZGlVe4MmgxT
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Motivate the Elephant

ÅWe must understand people to 
lead change efforts

ÅBehaviors, habits, perspectives, 
emotions, and insights drive the 
success (or failure) of change!
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Gloves on the Boardroom Table

The Problem:
Å The company was wasting millions due to poor purchasing habits

Å Factories bought 424 types of gloves from different suppliers at different 

prices

Å A single pair of gloves ranged from $3 to $17 across locations

The Solution:
Å A summer intern investigated glove purchases across all factories, traced 

back what the company was paying for them, and collected a specimen 

of each glove

ÅA òGlove Shrineó was createdð each glove collected was tagged with the 

price paid

Å All 424 glove types were presented to executives at a boardroom meeting

The Outcome:
Å Leadership recognized the problem and mandated change

ÅThe òGlove Shrineó traveled to multiple plants, reinforcing the need for change

Å Company overhauled purchasing, saving millions
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Why Change is Needed
pg. 16

ÅTalk about Why Change is 
needed with your table and jot 
down any helpful notes ð think 
of the elephant!

ÅCreate your own Why Change is 
Needed statement in your 
workbook
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Point to the Destination ð QMEATY
pg. 17

Change is easier when you 
know where youõre going and 

why itõs worth it
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Understanding Current State vs Future State

Current State (CS) represents where we are NOW

Future State (FS) represents where we want to go

That which doesnõt get measured, doesnõt get 

improved

The importance of baselines ð you have to 

understand where we are to know where we 

want to go
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QMEATY!

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

Money
Hourly Rates & 

Material Costs

Errors
How many widgets 

have defects? What 

equity errors are in the 

process?

Amounts
How many widgets do 

you make?

Time

How long does it 

take to make your 

widget? Wait time?

Yearly Cost
The total cost of your 

process over the 

course of the year

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. 
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Types of Savings

Hard Savings Soft Savings Savings to the Customer

Improvements that reduce budget 

expenses

Improvements that save peopleõs 

time (opportunity cost)

Soft, hard, and equitable (dollar) 

savings to the customer

Examples

Å Reduce paper usage

Å Cutting down on water usage

Å Finding cheaper alternatives for 

materials or software

Examples

Å Reduce rework by simplifying a 

form

Å Create instructions to make 

processes easier and quicker

Examples

Å Reduce time spent waiting in line

Å Reduce number of trips 

customers must take
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Soft Savings Example
PCard Policies & Procedures Shortcuts

Problem ð Why Change is Needed

The policy and procedures for Procurement Cards (PCards) is very vague and not easily understood by all users. PCard coordinators are often asked the 

same type of inquiry or to do the same action multiple times. This is very time consuming and reduces efficiency.

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

Qualitative (Feelings) Overwhelmed Comfortable navigating their ways through the 

system and knowing rules and policy

Money PCard Coordinator: $22/hr

PCard Holder: $25/hr

PCard Coordinator: $22/hr

PCard Holder: $25/hr

Errors Operational: constant calls, emails, face-to-

face

Operational: less confusion/questions via calls, 

emails, face-to-face

Amount 50 Card Holders

300 calls a month

50 Card Holders

300 calls a month

Time 300 calls a month (7 mins/call)

PCard Coordinator: 17.5 hrs/month 

PCard Holder: 17.5 hrs/month 

300 calls a month (5 mins/call)

PCard Coordinator: 12.5 hrs/month 

PCard Holder: 12.5 hrs/month 

Yearly Cost (Annualized C: 17.5 hrs/ mo*$22/ hr*12 mo/yr = $4,620

H: 17.5 hrs/ mo*$25/ hr*12 mo/yr = $5,250

=$9,870

C: 12.5 hrs/ mo*$22/ hr*12 mo/yr = $3,300

H: 12.5 hrs/ mo*$25/ hr*12 mo/yr = $3,750

=$7,050

Yearly Savings (CS Cost ð FS Cost) $9,870 - $7,050 = $2,820
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Hard Savings Example
Clean Soil Reuse

Problem ð Why Change is Needed

There is an increasing demand for soil reuse in response to redevelopment in and around the City and County of Denver, and this change offers an 

opportunity to reuse clean soil thereby reducing costs associated with disposing of excess clean soil, purchasing additional clean soil, and 

transportation costs.  This change reduces waste, reduces project costs, and reduces vehicle emissions. 

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

Qualitative (Feelings) Feels like we arenõt doing our part to conserve 

resources

Proud of saving resources and money

Money $2.90 per mile for soil transport

$1,849,715 in fees for soil replacement

$2.90 per mile for soil transport

$0 in fees for soil replacement

Errors Operational: 0% of soil is being reused Operational: 100% of soil is being reused

Amount 302,942 miles per year (hauling soil to landfill)0 miles per year (hauling soil to landfill)

Time N/A N/A

Yearly Cost (Annualized $2.90 x 302,942 miles = $878,531.8

$1,849,715 fees for soil replacement

$2.90 x 0 miles = $0

$0 fees for soil replacement

Yearly Savings (CS Cost ð FS Cost) $2,728,246.80 Hard Savings

Yearly Savings to Customer
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Savings to Customer Example
DOTI ROWE Booting Policy

Problem ð Why Change is Needed

If a customer has a boot device on their vehicle there is a release window of 4 hours once fines are paid. This is too long of a window period and 

increasing waiting time for the customer.

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

Qualitative (Feelings) L J

Money Customer: ~$25/hr Customer: ~$25/hr

Errors Operational: 75%

Equity: Having a large window of time would 

require to miss/take off work ð 50% of people

Operational: 0%

Equity: Having a shorter window of time 

wouldnõt require people to miss/take off work ð 

10% of people

Amount 399 boots/month

4,788 boots/year

399 boots/month

4,788 boots/year

Time 4-hour release window per boot 1-hour release window per boot

Yearly Cost (Annualized 4,788 boots/yr*4 hrs/boot = 19,152 hrs

19,152 hrs*$25/ hr = $478,800

4,788 boots/yr*1 hr/boot = 4,788 hrs

4,788 hrs*$25/ hr = $119,152

Yearly Savings (CS Cost ð FS Cost) $478,800 - $119,152 =$358,300
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Practice QMEATY
pg. 19

Practice QMEATY for your 
project ð the Peak team is 

here to help!
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Rally the Herd

ÅThink of the last time you were in a situation 
where you werenõt totally sure how to behave

ÅWhat did you do to try to fit in?

ÅWe wall talk about the power of peer 
pressure, but ôpressureõ may be overstating 
the case. Peer perception is plenty.
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Start with Change Champions

Convince innovators and early adopters first. Then lean into majorities, then into resistance.

Champions
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What Makes a Change Champion?

Find those vital few who will support and champion your change efforts. Bring them along in your change 

journey and others will follow their lead.

A change champion does not have to be a formal 

leader or supervisor. A change champion is 

someone who:
Å Agrees that the particular change is necessary

Å Believes the benefits outweigh the challenges

Å Has a good relationship with other team members

Å Can help effectively communicate the why

Å Is willing to put the work in to make the change 

successful

Those who innovate together can be certified together!
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Communication Best Practices

Empathy & 

Support

Å Acknowledge the 

impact

Å Provide training and 

resources

Å Be patient and 

understanding

Transparency & 

Honesty

Å Be upfront

Å Explain the WHY and 

Whatõs In It for the 

Audience

Clarity & 

Consistency

Å Repeat key 

messages 5-7 times

Å 7-8 grade reading 

level

Multiple 

Communication 

Channels
Å Tailor your message 

and provide timely 

updates

Two-Way 

Communication

Å Encourage feedback

Å Actively listen

Å Involve them in the 

process
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Start Your Change Management Plan!
pg. 20

òONE DAY, OR DAY 

ONE, YOU DECIDE.ó
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Developing A Change Management Plan
pg. 23
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Day 1: Lunch

(1 hour)

Lunch
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Bright Spot Guest Speaker
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Move Seats

Why do we make you move seats?
ÅA chance to learn how other agencies work

ÅExpand your network

ÅGet different perspectives and insight on your process

Tip: Use this as an opportunity to connect with the people 

you identified in introductions J

Sit with people you havenõt gotten to know yet! 
(Avoid sitting with people that you work with)
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SEE IT: Process Mapping
pg. 28

Process Mapping | 9 Wastes | Value Added Analysis



10/31/2025 ü#ýCONNECT WITH US LINKEDIN |  DENVERGOV.ORG/PEAK

Process Map
pg. 29

Title: Arriving at the Peak Training Room

Date: May 2, 2022

Current State

Enter on 

Court Plaza

Use badge 

entrance

Head to 

elevators

Arrive on the 

4th floor

Read signs 

for Peak 

training room

Sit in seat

Go to security 

line

Remove tech, 

liquids, etc.

Ask help 

desk for 

directions

Do you have 

badge 

access to 

the Webb?

Do you 

know where 

the 

elevators 

are?

Yes

No Yes

No

First: Identify 

First Step
Second: Identify 

Last Step

Map Left to Right

Legend

BB Participant 

Process Step

Decision Point
Å Who and what do these things 

stand for on your map?

Å You can use different colors to 

indicate different roles
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General Rules of Thumb
pg. 28

Left to Right Mark 

milestones / 

time to deliver 

value

Document 

volumes of 

òwidgetsó 

produced

Boxes: steps in 

a process (label 

òwhoó and use 

verbs)

Diamonds: 

decisions in a 

process 

(yes/no, x/y)

Use pink stickies 

to represent 

waste/pain points

Map for what 

happens 80% of 

the time

80%
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Ways You Can Process Map

ÅIn-person using sticky 

notes and butcher paper

ÅFlowchart programs like 

LucidChart or Visio

ÅMicrosoft Excel

ÅPowerPoint Template

ÅOr any other way that works 

best for you!

| Process Mapping should be used as a collaborative tool
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Process Map Example
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Current State Process Map Exercise
Letõs process map your project!

Map out the current state process

Instructions: Use sticky notes and sharpies 

toé

1. Define your scope

Identify the first step and last step 

of your problem

2. Reflect on your experience regarding 

your chosen problem

3. Include a title and legend

Work with a partner, talk with your table, 

and ask the Peak team any questions!
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The 9 Wastes
pg. 31

Rework, 

errors, 

incorrect 

information

D

Defects

Production 

that is more 

than needed 

or done 

before 

needed

O

Overproduction

Time wasted 

waiting for 

the next 

step in the 

process

W

Waiting

N

Non-utilized 

talent/things

Movement 

of things

T

Transportation

Excess 

materials 

being 

processed

I

Inventory

Movement 

of people

M

Motion

More work 

than is 

required by 

the 

customer

E

Excessive 

Processing

Certain 

groups of 

people have 

different 

outcomes

S

Systemic 

Inequities

Underutilizing 

peopleõs 

skills or 

resources
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Shrink the Change
Title: Arriving at the Peak Training Room

Date: May 2, 2022

Current State

Enter on 

Court Plaza

Use badge 

entrance

Head to 

elevators

Arrive on the 

4th floor

Read signs 

for Peak 

training room

Sit in seat

Go to security 

line

Remove tech, 

liquids, etc.

Ask help 

desk for 

directions

Do you have 

badge 

access to 

the Webb?

Do you 

know where 

the 

elevators 

are?

Yes

No Yes

No

Legend

BB Participant 

Process Step

Decision Point

Identified 

Waste

W
Waiting to 

go through D
Bringing 

unauthorized 

items

W
Waiting to 

remove 

items

T
Movement 

of things
D

Bringing 

unauthorized 

items

M
Movement 

to help 

desk

W
Waiting for 

help desk

D
Possible 

wrong info 

given
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Example of Shrink The Change

Remember to keep your waste stickies (pink sticky notes) along with your current state 

process map!
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Steps in a Process Map
pg. 32

Value Added Business 
Necessary

Opportunity to 
Innovate

Steps that improve the 

product for the customer 

and/or the customer is 

willing to pay for

These are steps that are 

required by regulatory 

agencies and/or policies

Activities that donõt 

contribute to the process 

and should therefore be 

improved

Hint: The majority of your process map will likely be Opportunity to Innovate
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Value Added Example
Title: Arriving at the Peak Training Room

Date: May 2, 2022

Current State

Enter on 

Court Plaza

Use badge 

entrance

Head to 

elevators

Arrive on the 

4th floor

Read signs 

for Peak 

training room

Sit in seat

Go to security 

line

Remove tech, 

liquids, etc.

Ask help 

desk for 

directions

Do you have 

badge 

access to 

the Webb?

Do you 

know where 

the 

elevators 

are?

Yes

No Yes

No

Legend

Value Added

Business 

Necessary

Opportunity to 

Innovate

W
Waiting to 

go through D
Bringing 

unauthorized 

items

W
Waiting to 

remove 

items

T
Movement 

of things
D

Bringing 

unauthorized 

items

M
Movement 

to help 

desk

W
Waiting for 

help desk

D
Possible 

wrong info 

given
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Day 1: Break 3

(10 minutes)

Break Time!
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SEE IT

Gap Analysis Tools | Innovation Form Green Section
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Develop 
Process 

Map

(informed by 
Gemba walk)

Identify 
Waste

Select 1-2 
Process 
Steps to 

Focus On

Use Gap 
Analysis 
Tools on 

the 
Identified 

Steps

Brainstorm 
Ideas to 
Address 

Waste and 
Gaps

Select, 
Implement, 

and Test 
Solutions

We are here

P
ro

c
e
s
s
 S

te
p
s

G
u

id
e

d
 b

y
 

In
n
o

v
a

ti
o

n
 

F
o

rm

Steps for a Successful Improvement
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Spaghetti Diagram & Example

ÅDiagram of the work area

ÅMaps physical or digital motion/transportation

ÅThings to include in this tool:
ÅClear title and date

ÅColor Coding

ÅLegend

ÅClearly shows each motion as it occurs in the process

Title: Arriving to Peak Training Room

Date: May 2, 2022

Current State

Legend
CCD Employees with Webb Building Access

External Individuals/CCD Employees without Webb Building 

Access

This Gap Analysis tool is helpful if you have Motion and Transportation waste
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DOTI ROW Team Digitizing SUDP/PW Permit Process

Before Innovation After Innovation
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Communication Circle & Example 

4

Management 

Analyst

Webb

Security

Security/Help 

Desk

Peak 

Team

Black Belt 

Students

1

2

3

4

5

6

This Gap Analysis tool is helpful if you have Waiting and Defect waste due to communication

ÅID major players

ÅID major bottlenecks

ÅThings to include in this tool:
ÅClear title and date

ÅColor coding

ÅLegend

ÅLines with arrows and numbers to show how 

information is flowing

Legend

Peak Team

Black Belt Students

Management Analyst

Title: Arriving to Peak Training Room

Date: May 2, 2022

Current State
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DOTI Construction Change Order

From Black Belt Basia Kaminska
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Fishbone Diagram

This Gap Analysis tool is helpful for any process and can help you dive deeper into whydefects are happening

ÅRoot/Cause Analysis Tool

ÅBreaks down steps you identified as 

opportunities to innovate into specific 

issues to focus in on

ÅTips to use for this tool:
Å The larger problem should be a step, not an 

entire process

Å You donõt need something in every category

Å You can change categories to fit your needs

Å Try to add as many contributing factors as 

possible

Marginalization 

(Equity)

Manpower

(People)

Materials

(Inventory)

Measurements

(Data)

Mother Nature

(Environment)

Methods

(Process)

Machines

(Technology)
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Fishbone Diagram & Example

Marginalization 

(Equity)

Manpower

(People)

Materials

(Inventory)

Measurements

(Data)

Mother Nature

(Environment)

Methods

(Process)

Machines

(Technology)

Title: Arriving to Peak Training Room

(Opportunity to Innovate)

Date: May 2, 2022

Current State

Å Things to include in this tool:

Å Clear title and date

Å Sticky notes from the whole 

group

Å Categories that fit your 

process

Å Post as many stickies as you 

can think of

BB Trainees 

having to ask 

security for 

directions

Donõt know # 

of people with 

Webb badge 

access

Room Signage
# of Peak and 

Security Staff

Email images 

donõt change 

with the 

seasons

Email- primary 

form of 

communication

Email 

translation to 

smartphone
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TS Community Media Equipment Rental

From Black Belt Corrine Williams
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The Five òWhysó
Å Question-asking technique to get to the root cause

Å Use this tool in a respectful manner

Car Battery Example

Issue: My car wonõt start.
Å Why (#1): The battery in my car is dead.

Å Why (#2): The alternator isnõt working.

Å Why (#3): The alternator belt is broken.

Å Why (#4): I didnõt replace the alternator belt when I should have.

Å Why (#5): Iõm not remembering to service my car on time.

This Gap Analysis tool is helpful for any process and can help you dive deeper into why 

defects are happening

To test logic, use the word 

òthereforeó to read back 

through each question
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The Five Whys Example

Because policy required scenarios to be used as a grading 
tool rather than a learning tool.

Because only one student can do a scenario at a time per 
group.

Because scenario requirements limit more than 20 students.

The maximum number of CIT students is 20.

Title: Crisis Intervention Training (CIT) Scenario Process

Date: November 18, 2024

Current State

From Black Belt Sgt G M Vogler
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CPD Denver Board of Adjustment (BOA) Internal 
Process
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Plus/Delta Tool

ÅWhat is going well so far?

ÅWhat are the positive outcomes?

ÅWhat do the customers like about the 

process?

ÅWhat metrics are we doing well on?

ÅAfter this project, what communities have 

benefitted?

ÅWhat can be done better in the future?

ÅWhat are the pain points for staff and/or 

customers?

ÅWhat are the defects?

ÅWhat metrics need to be improved?

ÅAre there any communities who have been 

burdened by this project?

| This tool can be used before and after a project

This Gap Analysis tool is helpful for any process and helps validate the 9 Wastes!




