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Black Belt Training
Day 2 – Gemba Walk and Tools to Eliminate Waste

Action Items:

❑ Sign in (just need your initials for Tuesday)

❑ Consider signing up for a Gemba Walk!
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Gemba Walk Breakout Organization

•Room Assignments

•Grab a bin

•Complete the following tools:

• Process Map

• Gap Analysis Tools ( 5 Whys, Fishbone Diagram, Plus/Delta, Spaghetti 
Diagram OR Communication Circle)

• Innovation Form (Why Change is Needed, CS QMEATY, FS QMEATY)
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Day 2: Lunch

(1 hour)

Lunch
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Gemba Walk Readouts

Readout Format

•10 Minutes: Present findings from 
Gemba Walk

•10 Minutes: Comments from Gemba 
Walk hosts and tool critiques from 
the Peak Team
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Day 2: Break 1

(10 minutes)

Break Time!
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Pick a New Seat ☺

Sit with people you haven’t gotten to know yet! 
(Avoid sitting with people that you work with)
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Solve It!!!

Create solutions by thinking about:

• YOU (improve your flow)

• ERRORS (prevent mistakes)

• YOUR CUSTOMER (make things 
easy, attractive, social, and 
timely)
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SOLVE IT We are here
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Behavioral Insights Techniques
pg. 46
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Nudge Techniques

How can we “nudge” our 
customers into making 
better decisions without 
limiting their choices?
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Choice Architecture

How choices are 
presented impacts how 

decisions are made
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Video: The Fun Theory

Link

https://youtu.be/2lXh2n0aPyw?si=sE23ZMH6EYPVF6CS
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Video: The Fun Theory BIT Video
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DMV - Increasing Online Renewals for License Plates

Before Innovation After Innovation
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E.A.S.T. Framework – Solve It!

• Take out your cards!

•Use the E.A.S.T. cards to brainstorm potential nudges

SOCIAL

TIMELYATTRACTIVE

EASY
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EASY and ATTRACTIVE

Take out your EASY and ATTRACTIVE 
cards, use them to brainstorm 

ideas ABOUT YOUR OWN PROCESS

How can we “nudge” our customers 
into making better decisions by 
making their choices EASY and 

ATTRACTIVE?

Use your pink WASTE stickies from your process map!
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SOCIAL and TIMELY

Take out your EASY and ATTRACTIVE 
cards, use them to brainstorm 

ideas ABOUT YOUR OWN PROCESS

How can we “nudge” our customers 
into making better decisions by 

making their choices SOCIAL and 
TIMELY?

Use your pink WASTE stickies from your process map!
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SOLVE IT 2

We are hereSOLVE IT
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Brainstorming, Prioritizing, & Action Planning
pg. 49
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Innovation Form Brainstorming Section 1

Innovation Form Brainstorming Section

Reminders:

• Solution-oriented: “if, then” statements

• What might have an impact on the gaps we identified?

• What do we expect to or anticipate will happen if certain actions are done?
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Innovation Form Brainstorming Section 2

Innovation Form Brainstorming Section

• Experiment phase – Test in small-scale, real-world scenarios, allowing us to decide in an environment 

that encourages failure

• Get feedback – How did it go? What barriers were encountered, and how might they be addressed?
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Let’s Practice Brainstorming
pg. 50

• Brainstorm solutions to improve your chosen process

• Prepare to share out after 10 minutes of brainstorming
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Day 2: Break 2

(10 minutes)

Break Time!
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Prioritizing Ideas: Impact/Effort Matrix
pg. 51

• Prioritize ideas and help set direction

• Determine what to do

• Determine what NOT to do

• Avoid activities with little value

• Avoid the noise

• Evaluate time and resources

• Facilitate group collaboration

• Visualize getting the biggest impact 

with the least effort
Low Impact

High Impact, 
Low Effort

“Quick 
Wins”

High Impact, 
High Effort

“Major 
Projects”

Low Impact, 
Low Effort

“Easy 
Actions”

Low Impact, 
High Effort

“Revisit 
Later”

High Impact

Low Effort High Effort
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What It Looks Like In Action

• Transfer ideas from brainstorm 
(if we…/then we…) into the 
Impact/Effort matrix
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How We Can Make Change Easier

• Start small
• Work on things within your control

• For larger changes, leverage the power of the process map and SHRINK THE 
CHANGE!

• Develop momentum by:
• Include, Engage, Collaborate

• Celebrate achievements, even the small ones

• Continuing to reach out and involve others

• Building on successes
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The Power of the Pilot

• What is a pilot?

• A pilot is a trial period to test an idea, 
gather feedback, and identify problems 
before long term implementation

• Why do a pilot?

• “Low commitment!”

• “We can always go back!”

• “It’s just a pilot!”



10/31/2025 ‹#›CONNECT WITH US LINKEDIN | DENVERGOV.ORG/PEAK

SOLVE IT 3

We are hereSOLVE IT
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Action Planning

• Use this tool to plan out your project in advance and actively manage the project 
throughout

• Also use it after the fact to tell the story of your project tasks in the innovation form

• Identify key milestones for your project

• Assign each milestone to one person (others may be involved but clarify who will “own” each item)

• Schedule a target date to complete the task then regularly check on progress
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Peak-Jeopardy!
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Closeout: Plus/Delta Day 2

Plus/Delta

Optimistic Closure: What do you do to recharge each day?

• What do you like about the 

training content so far?

• What can be improved about 

the content in the future?
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