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Black Belt Training
Day 3 ð Bringing It All Together

Action Items:

Ç Sign in (just need your initials for Wednesday)

Ç Consider signing up for a Gemba Walk!
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Listen for Connection

ÅBefore you can shift the mindset or the 
nature of discussion with the speaker, you 
must first understand their mindset

ÅTry to drift away from false listening, people 
can tell when you listen to respond.
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I Want to Innovate Buté
pg. 58

1. Why do you work where you work?

2. What do you need to stay ignited at work?

3. What are your biggest barriers to innovation?

4. Who is your biggest advocate?

ÅPassion

ÅFlexibility

ÅSupport/Check-ins

ÅAutonomy

ÅAdvance notice

ÅCollaboration

ÅAppreciation/Celebration

ÅLearning Opportunities

ÅCommunication

Å*Fill in the blank*
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Conflict Management

What To Do With Laggards In Your Way
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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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Leveraging Relationships to Overcome Challenges

ÅCreate Connection

ÅCareer, Community, Cause

ÅUnderstanding Love/Fear

ÅEveryone Has a Story ð Stay Curious

ÅSelf Awareness ð Whatõs your role in 
this?
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Connection/Moving Closer
Career, Community, Cause

CAREER

is about Work

ÅAutonomy

ÅUsing your strengths

ÅPromoting learning and 
development

ÅIntrinsic motivation

COMMUNITY

is about People

ÅFeeling respected

ÅFeeling cared about

ÅRecognized by others

ÅDrives sense of connection 
and belongingness

CAUSE

is about Purpose

ÅFeeling that you make 
meaningful impact

ÅIdentifying with the 
organizationõs mission

ÅSource of pride
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Connection/Moving Closer
Understanding Love/Fear

LOVE
Å Responding with patience and understanding

Å Prioritizing well-being of others

Å Forgiving mistakes and offering support

FEAR
Å Reacting defensively or aggressively to perceived threats

Å Manipulating or controlling others to feel safe

Å Withdrawing from people/situations that cause 

discomfort

Å Shows up as anger, frustration, disengagement, 

annoyance, resistance
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Video: LOU

Link

https://www.youtube.com/watch?v=Q8MS4LLlv8Y
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Connection/Moving Closer
Everyone Has a Story ð Stay Curious

ÅHave you ever been LOU?

ÅHave you ever been JJ?

ÅWhich concepts that we 
discussed do you see at play 
in the video?
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Connection/Moving Closer
Everyone Has a Story ð Stay Curious

òWonder is where love begins. When we choose 

to wonder about people we donõt know, when 

we imagine their lives and listen for their 

stories, we begin to expand the circle of who 

we see as part of us.ó 

ð See No Stranger by Valarie Kaur
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Applying Emotional Intelligence to Change

Self-Awareness Self-Management Social Awareness Relationship 
Management

Å Be conscious of how you 

show up in the world

Å Be aware of your actions, 

reactions, habits and 

behaviors

Å Know how to manage your 

emotions and your 

triggers

Å Develop techniques for 

owning and controlling 

your part in the situation

Å Understand the emotions 

of those around you

Å Deeply listen and have 

empathy for others

Å Be able to communicate 

with people in a variety of 

roles

Å Build and maintain solid 

relationships over time
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Self-Awareness

ÅWhat is your role in the situation at hand?

ÅAre you protecting your feelings or are you 
centering the work/the customer?
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The Trap of Nice and Polite

òWe avoid tough conversations, including giving honest, 

productive feedback. Some leaders attributed this to a 

lack of courage, others to a lack of skills, and shockingly, 

more than half talked about a cultural norm of ònice and 

politeó thatõs leveraged as an excuse to avoid tough 

conversations. Whatever the reason, there was a 

saturation across the data that the consequence is lack 

of clarity, diminishing trust and engagement, and 

increasing problematic behavior.ó

ð Dare to Lead by Brené Brown



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

Framework for Crucial Conversations
pg. 60

FBI (Feelings, Behavior, Impact) is a framework 

provided by the Chapman Foundation
Å Feelings: State your primary feelings about their 

behavior

Å Behavior: Express the specific behavior that you have 

observed

Å Impact: Tell them the impact their behavior has had 

on you

I feel disappointed that you were 30 minutes late to the meeting yesterday afternoon, and now Iõm 

unsure if I can rely on you in the future.e
x
a

m
p

le
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FBI: Why This Works

FEELINGS

ÅFocusing on how you feel 
leaves less room for the 
other people to dispute 
your statement

BEHAVIOR

ÅThe other person needs to 
know what they did that 
caused this feeling

ÅBe as specific as possible 
so they can pinpoint it in 
their memory

IMPACT

ÅPeople donõt usually mean 
to negatively impact 
anyone or anything

ÅWhen they know it has, 
they will likely make sure it 
doesnõt happen again

ÅUnderstanding 
consequences can help 
inspire different behaviors 
next time
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FBI Roleplay: Workplace Conflict

You were selected by your team to serve as a 

representative in a citywide initiative. While 

brainstorming on how to move the needle forward 

on a citywide goal you find yourself in a heated 

conversation with another agency after you share 

your idea.

Scenario 1

You were selected by your team to serve as a 

representative in a citywide initiative. While 

brainstorming on how to move the needle forward 

on a citywide goal, you find yourself in a heated 

conversation with another agency after you share 

your idea.

They publicly disagree with you and questioned your 

qualifications to be in the room. How will you 

respond?

Scenario 2

You work out in the field and ensure Denver stays 

vibrant, safe, and beautiful. One day you come in 

and discover that your peer has been promoted to a 

supervisor. Since your peerõs promotion, theyõve 

been treating you poorly. 

During a team meeting with the division manager, 

they call you out in front of the whole group and 

accuse you of slacking. How will you respond?

The Conflict: The Conflict:
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Letõs Play the Square Game!
pg. 61
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Square Game Debrief

ÅHas this ever happened to you when a 

leader has communicated a vision?

ÅHave you as a leader thought you were 

clear but still faced confusion?

ÅHow do we bridge a difference in vision?
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What is Managing Up?
pg. 62

ÅProactively influencing and communicating 

with leadership to gain their support, align 

expectations, and ensure successful change

Å Involves understanding perspectives, 

priorities, and concerns of decision-makers

ÅRequires tailored communication and actions 

to help them see the value of change
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3 Reasons Why Leadership Resists Change

FEAR OF 
DISRUPTION

LOSS OF 
CONTROL

UNSURE OF THE 
BENEFIT

Å Worry it may cause chaos 

or confusion

Å òWe donõt have time to 

address that right nowó

Å òWe tried something 

similaró

Å Ideas feels forced, 

misaligned with their 

goals, and there is a lack 

of understanding

Å òWe need to approve all 

decisions moving 

forwardó

Å Current State processes 

are fine the way they are

Å òWhy fix something that 

isnõt broken?ó

Å òThat sounds like more 

workó
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Addressing the Resistance

Practicing 
active listening

Asking open-
ended 

questions
Gaining clarity

Successfully shift the 

mindset or the nature 

of the discussion
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Melody Wildingõs 4C Communication Styles

Å To understand how leadership 

approaches conversations, decision 

making, feedback, and conflict you must 

understand their style of conversation
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Practicing the 4C Communication Styles
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Break Time!

(10 minutes)
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Puzzles!

Round 1
No Talking or 

Collaborating

Round 2
Sort and Set in 

Order

Round 3
Shine and 

Standardize

Dump your puzzle pieces in 

the center of the table and 

put the container under your 

desk

You can now work together 

and talk. Your puzzle is made 

of wooden pieces. Organize 

your pieces.

Place unnecessary pieces 

back in the box. You will be 

given a picture of the 

complete puzzle.
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6-S

pg. 66
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6-S 2

6-S

Safety

Sort

Set in 
Order

ShineStandardize

Sustain
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6-S: Sort

Å Separate unnecessary from the 

necessary

Å Remove things not regularly required 

for the process

Å Add things that are missing

Å Discard junk

RED TAG items

Å For follow-up, evaluate and decide
Å Item is needed = keep it

Å Item not needed = discard it!

Before a 6-S

After a 6-S
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6-S: Set In Order

ÅProvided needed tools within easy 

reach

ÅCentrally locate shared items

ÅStandardize workstations where 

similar work is done
A place for everything, and everything in its 

place.

Downtown Park Operations Irrigation Parts Storage 6S 

Before and After
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6-S: Shine

ÅClean all work surfaces, under and 

behind all equipment

ÅRe-paint to make everything look 

new

ÅMake problems stand out

ÅGoal: Create a visual workplace

Denver Human Services Supply Cabinet
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6-S: Standardize

ÅConsistency and repeatability
Å Within a space

Å Between spaces

ÅMaintain a specific result

ÅLabel

Public Works Tool Storage
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6-S: Sustain

ÅEnsure the space REMAINS clean 

and organized

Å Involve all those who have a stake 

in the process

ÅMake the process part of the 

culture

ÅCreate standard work and adhere 

to the maintenance schedule

Example Schedule
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6-S: Safety

ÅBe on the lookout for safety issues
Å Employee Safety

Å Ergonomic Issues

ÅEliminate opportunities for injury
Å Ensure safety equipment ready to use

Å Properly secure equipment

Å Securely store supplies

General Services uses signs to prevent over-stacking materials
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6-S Opportunities

Your desk or 

workstation

Vehicles Copy/Supply 

Rooms

Training 

Rooms

File Cabinets Forms

$ - Soft and Hard Savings - $
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DHS ð Gift Card Request Form

Current State Future State

Child welfare section: 36 fields to 1

1 page

22 fields

3 

sentences

2 pages

81 fields

7 

sentences
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6-S Innovation
EXL Shared Drive 6-S and SharePoint Migration

What was the problem for the customer?
Å The shared drive was cluttered with 126 top level folders and 306,520 files

What was the improvement?
Å Cleared unnecessary files, organized folder structure by team, created standard 

work, and migrated to SharePoint

What was the outcome?
Å Reduced by 182,520 files, narrowed down to 11 top level folders, soft savings of 

$72,707.70

Who was involved?
Å Audra Miller, Buffy Palmer, Jered Garcia, Brooke Bearman, Lindsey McCutchan, 

Curtis Johnson, Erica Rogers, Layla Meyer, Rodrigo Picasarri, Dominic Vaiana
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Video: Making Denver Parks Beautiful from the Inside Out

Link

https://www.youtube.com/watch?v=wWcup1luGlc
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Visual Management

pg. 68
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Visual Management Systems

Visual Management: The placement in plain view of all tools, parts, production activities, 
and indicators of production system performance, so the status of the system can be 
quickly understood by everyone involved. 

Know where 

you are

See where 

you are

Solve for 

today

| Track and manage progress!

A+
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Life Examples of Visual Management

Gauges For Customer or Staff Colors, Shapes, Signs



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

Maps
CCD Equity Map ð Denver Department of Public Health and Environment (DDPHE)

https://www.denvergov.org/content/dam/denvergov/Portals/771/documents/CH/health-equity/RedliningAnd%20EquityInDenver_9.20.19.pdf
https://www.denvergov.org/content/dam/denvergov/Portals/771/documents/CH/health-equity/RedliningAnd%20EquityInDenver_9.20.19.pdf
https://www.denvergov.org/content/dam/denvergov/Portals/771/documents/CH/health-equity/RedliningAnd%20EquityInDenver_9.20.19.pdf
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Production Boards:
A specific type of visual management
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Peakõs Production Boards

| Done using Planner in Microsoft Teams
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Peakõs Production Boards 2

Peakõs Production Boards

Peakõs Production Board (via Peakõs Website)

https://www.denvergov.org/Government/Agencies-Departments-Offices/Mayors-Office/Programs-and-Initiatives/Peak-Performance/Peak-Academy/Training-Registration/PEAK-Training-Application
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The 4 Disciplines of Execution

Discipline 1 Discipline 2

Discipline 3 Discipline 4

Focus on the 

wildly important

Act on the lead 

measures

Keep a compelling 

scoreboard

Create a cadence 

of accountability
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Performance Metrics: WIG/KPI Format

From òXó

ÅWhere 
you are 
today

To òYó

ÅWhere 
you want 
to go

By òZó

ÅDeadline 
for 
reaching 
that goal

Examples:

ÅGet an òAó in class: Go from a 75% avg to a 90% avg in 3 months

ÅDeaf Customer Services: Resolve high priority issues from deaf customers in 48 hours from 45% 

success rate to 90% success rate by the end of the year
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Lead and Lag Measures

Lead Measures (Input)

ÅTied to actions or critical 
activities that drive a lag 
measure

ÅCan influence change or 
the chance of success in 
achieving WIGs or KPIs

ÅOften harder to identify 
and measure

Lag Measures (Output)

ÅCan not influence 
change as they only 
record what has already 
happened

ÅOften easy to measure 
and represent the result 
we ultimately want, but 
are hard to improve
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Lead Measures

ÅReduce monthly 
spending budget
Å25% reduction

ÅMonthly amount put 
into savings :
Å$200

Lag Measures

ÅSavings Balance:
Å$5,200

Example: Lead and Lag Measures
WIG: Go from $4k to $5k in savings account within 6 months
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Visual Management in a Hybrid Workplace

Planner (integrated into Teams)

Microsoft ExcelSticky notes

Power BI
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When to Leverage Visual Management

When you want to 

passively communicate

When you need to track 

work in progress

When youõre trying to 

reach a goal
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Framework for Implementing Visual Management

Clarify the 

PURPOSE:

Decide the 

FORMAT:

Plan for responsive 

ENGAGEMENT:

ÅWhat is your òwhyó for 

implementing?

ÅWho is the primary 

audience?

ÅWhat way of communicating 

will be the best for your 

audience?

ÅWhat is the simplest way you 

can communicate your 

information?

ÅHow will you ensure your 

audience is regularly 

leveraging your information?

ÅWhat is the best cadence to 

update your information?



Mission: To provide CCD with the access, framework, tools, governance and expertise required to fully 

leverage our data and information assets.

 Data Architects  Data Engineers  Data Analysts

ÅTranslate business 

requirements into data 

warehouses

ÅImplement solutions to 

store and manage data

ÅDevelop methods to 

retrieve data

ÅIngest, transform, and 

deploy data sets

ÅReduce manual data 

work for data 

preparation tasks

ÅFacilitate data 

movement for the 

organization

ÅGather and interpret data 

to solve problems

ÅSupport and troubleshoot 

Power BI issues

ÅEducate others on data 

visualization best 

practices

FeedbackInput

Data Hub Design & Build Data Hub Use

TS Data & Analytics Team



The TS Data & Analytics Team

Data Architecture 

For a full list of our services, visit DenverHub: 

https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx

Data Engineer Data Analytics 

Å Jim Lindauer
Å Lead Application Architecture 

Å Harlan Pooley
Å Sr Data Architect 

Å Simon Chen 
Å Sr Data Architect 

Å Wishes Magalela
Å Sr Data Engineer

Å Shil Joshi
Å Sr Data Engineer 

Å Claire Lambden
Å Sr BI & Data Analyst

Å Anna Sours
Å Sr BI & Data Analyst

Å Lolita Mannik
Å Sr BI & Data Analyst

Gianna Baiges, Data & Analytics Manager

https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx
https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx
https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx
https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx
https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx
https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx
https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx


The Denver Data Hub

Data Architecture Data Engineer 

- A centralized location for all CCD data to be used for analytics and reporting

What is the Data Hub?

How Does it Work?

Analytics & 

Reporting

Data-Driven DecisionsCCD Data Sources

ONE-STOP 

DATA SHOP!

REPLICATE REFRESHAccess GovernConsolidate Secure

Data Hub

V Fast, reliable, scalable, and cost-effective

V Capacity to access, share, and analyze data safely

V Designed to meet current and future data requirements



Power BI Resources

TS supports Power BI as the enterprise data visualization tool for the City and County of Denver. Visit our 

DenverHub site to learn more about:

Å SupportNow requests for Power BI Desktop, Pro Licenses, and Power BI Consultations

ÅMicrosoft Teams Power BI Users Group

Å Template files to get started in Power BI with the CCD color theme

Å Training resources on Power BI and data visualization

Å Publishing reports to Power BI Service and the web with examples of current public CCD dashboards

https://denvercity.sharepoint.com/sites/TechServices/sitepages/Data-&-Analytic-Services.aspx


Data Hub Use Case for Excise & Licenses (EXL)

Å Data: Qmatic (Queue Management & 

Appointment System)

Å Problem: EXL had a Power BI 

dashboard, but the connection to the 

SQL Server kept failing and they could 

no longer use their Qmatic dashboard to 

track wait time, productivity, and KPIs. 

The dashboard was down for more than 

a year and they had to implement 

manual reporting that took 10 hours per 

month to run.

Å Solution: EXL Platform Analyst + TS 

Data Analyst rebuild the dashboard 

using Qmatic data in the Data Hub.



Data Hub Use Case for Excise & Licenses (EXL)

Benefits: 

Å Fast and stable connection ð no 

refresh errors! 

Å Timely, standardized reporting for 

all supervisors and managers in 

EXL, and widely available for all 

who need access. 

Bonus:  Collaboration! 

Å Data model can be used by 

multiple agencies (DMV, CPD, 

Clerk & Recorder, Animal Shelter, 

Elections) 

Å Innovation Form Submission to 

Peak Academy (saves EXL 8 

hours/month and $3,300/year by 

eliminating manual reporting). 



Denver Data Team Vision:

ÅEnable city agencies to deliver exceptional services 

by empowering  them with the ability to make 

data-driven decisions.  

Data Team Mission:

ÅImprove city performance by providing the access, 
framework, tools & expertise required to fully 
leverage our data & information assets in 
making informed decision. 

Submit a Request via SupportNow

(Category: Data/Reporting)

https://ccdservice.service-now.com/supportnow
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Day 1: Break 2

(10 minutes)

Break Time!
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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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Standard Work

pg. 70
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Tree Game!

Looking only at your piece of paper (and NOT at your neighborõs), draw a tree!
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Create Instructions
Great Job! Now, create instructions on how to draw your tree using only words and 

numbers. Please add your name.

ÅNo Shapes

ÅNo Pictures

ÅNo Peeking!
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Draw a Neighborõs Tree
ÅNow, exchange instructions with a person at another table

ÅWhen youõre done, compare your new tree to the tree of the owner of the instructions you used

How close is your new tree to the original?
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What is Standard Work?

Standard Work:
ÅCreate standard procedures and 

documentation that willé
Å Mature your process and sustain 

innovation

Å Help train team members

Å This can be as simple as a 

òProcess/Procedure 

Documentó

State 

before 

Innovation

Standard Work

òGlaring problems are sometimes the legacy of 

past solutions ð improvisations and 

workarounds.ó 

ð Dan Heath
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Key Elements of Standard Work

ÅShow òwhat good looks likeó

ÅEasy to read and visual

ÅQuick to understand (7-8 grade 
reading level)

ÅMakes a process repeatable and 
consistent

ÅPrevent mistakes (quality)

ÅMake cross training easier



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

Some Things to Keep in Mind

Always start 

with what the 

customer 

values

Simple and 

clear is always 

best

The more visual 

it is, the easier 

it is to 

understand
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Types of Standard Work

ÅStandard Operating Procedures 

(SOPs)

ÅStandard of Work (SOWs)

ÅPolicy and Procedure Documents

ÅHow-to videos

ÅChecklists

ÅTemplates and Forms

ÅRoles and Responsibilities Matrix
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General Services Project Management Manual

Supporting checklist!Process of òwhat good looks likeó for 

on-call procurement
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Department of Transportation & Infrastructure Traffic 
Signals Roles & Responsibilities Matrix

ÅResponsibilities on top, roles on 

the side

ÅIdentifies process owner and 

collaborators for each 

òresponsibilityó

ÅHelps the entire team understand 

where they fit into the process

ÅMakes the process transparent
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Video: DOTI Striping Standard Work

Link
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Table Discussion: Whereõs My Standard Work At?

Talk about where your process needs standard work and 

put it on your action plan
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Checklists & Mistake Proofing

pg. 71 - 73
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Checklists

òJust using checklists requires [doctors] to embrace different values from ones 

weõve had, like humility, discipline, teamwork.ó ð Atul Gawande

Å Checklists ensure consistent routines, 

allowing us to be proactive, follow 

standards, and ensure success

Å Checklists help:

Å Prevent errors and oversight

Å Reduce variation and increase 

consistency/equity
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Checklists ð Why Use One?

ÅA reminder of the key things that get forgotten

ÅTo help experts get better

ÅKeep your customers needs top of mind
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Mistake Proofing Philosophy

òThe wise are not wise because they make no mistakes. 

They are wise because they correct their mistakes as soon 

as they recognize them.ó

- Orson Scott Card

We must first recognize and call out the 

mistake if we want to prevent it!
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Mistake Proofing Discussion

Å What mistakes do your 

customers typically make?

Å What are common mistakes 

internally?

Å What mistakes do your 

customers notice or give 

feedback about? 
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How to Identify Mistakes & Plan for Correction

1. Refer back to the process map and customer 

feedback. What steps have the most 

mistake? What do customers think?

2. Create space for you and your teammates to 

brainstorm and ID methods to òmake the 

error impossible to occuró

3. If it canõt be eliminated, can it be replaced? 

Or reduced?

4. Test it and track it!4.
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Mistake Proofing Innovation
Spanish Speaking Dial-In Option

Problem: Non-Spanish speakers were getting into the Spanish 

queue because the menu option was 2, making wait times increase for 

Spanish speakers, and call re-routing for staff.

Improvement: Changing the Spanish option to 9, which is more 

common practice on call trees.

Outcome: $11,916 staff time and $10,833 customer time saved

Addi Ramos-Marin, CPD
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Common Mistake Proofing Methods

Visual Management / 

Arrangement
Parcel Out

Space Separation

Go / No-go Templates / Document 

Control

Highlighting



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

Just Stop It!

òWhen people are required to jump 

through hoops, all sort of bad things 

might happen, some of them surprising. 

One of the least surprising is that many 

people stop jumping.ó

Get rid of Red Tape!
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Just Stop It! 2

Just Stop It!

SLUDGE
What is an example youõve seen of something 

slowing you down 

or creating additional work with no value?  

What about things that slow down your 

customers? (think policies, requirements, codes, 

etc.)
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The Problem

The Problem: 

Additive Thinking

Research showed fewer than 

10% of ideas to improve an 

organization are subtractive 

in nature

The Impact: 

Overburdening 

The Solution: 

Intentionality 

Americans spend 

11.4 billion hours on 

federal paperwork 

annually 

Bias towards additive thinking 

means subtractive thinking 

requires intentionality and 

focus
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Effects on Equity
Just Stop Its reduce: frustration, anxiety, and sense of humiliation

Results:
ÅLower income people did worse 

on general intelligence after the 

$3,000 exercise due to depleting 

mental resources

Bandwidth Study:
ÅStudy was done with higher 

income and lower income groups 

ÅAsked group to figure out how they 

would handle $300 car repair then 

asked general intelligence 

questions

ÅRepeated the experiment with 

$3,000 car repair

Results:
ÅLower income people did worse on 

general intelligence after the 

$3,000 exercise due to depleting 

mental resources
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Equity and Sludge

ÅSludge can make processes difficult 

to navigate for different marginalized 

groups

ÅKeep the identity wheel in mind when 

thinking about what things to stop

ÅConsider what types of red tape affect 

marginalized groups
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Where to Look for Just-Stop-Its

Process 

Steps

Which steps arenõt 

adding value to the 

process?

Red Tape

Bureaucracy, 

requirements, rules, 

codes, regulations, 

policies that are 

duplicative or 

unnecessary

Wait Time

Can we eliminate 

the barriers that 

cause wait time?

Fields in 

Forms

Are you actually 

going to use the 

information youõre 

acquiring?

Customer 

Tasks

Can we reduce some 

tasks a customer 

must complete 

before becoming a 

customer?
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Just-Stop-It Award Nominee
Mamadou Diallo ð HIV Services Intake

Our top clientõs complaint is how long it takes to complete an intake 

for accessing the HIV services. Clients are waiting 4-8 weeks to 

complete an intake for accessing the HIV services with some 

agencies. The intake process needs to be improved for an easy 

access for clients.

What, Why, & How

Mamadou Diallo, Trent Wilkerson, Michael Mercado

Key Innovators 

Outcomes

15 different forms were all standardized and reduced down to 

1 form, 2-hour intake of services insteadof 4 hours 

previously!

50% increase in client 

intakes

50% reduction of total time
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What to Ask

What can you JUST STOP in your project?

When Youõre Thinking 

About Cost vs. Benefit

When Youõre Thinking 

About Your Program

When Youõre Thinking 

About Your Customers

ÅWhat is the magnitude of the 

costs?

ÅHow big is the burden?

ÅWhat is the magnitude of gains?

ÅWho is being helped and who is 

being hurt?

Å Is sludge really helping to reduce 

fraud? By how much?

ÅHow do they vary across 

populations, including the most 

vulnerable?

ÅAre there harmful effects on 

elderly, people with disabilities, 

women and people of color?

ÅWhat are the compliance costs in 

terms of time and money?

ÅWhat are the barriers preventing 

customers from accessing service?

ÅWhere is the ambiguity in our 

process, and how can we eliminate 

it?

ÅWhich customer communications 

are duplicative or overwhelming?
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Day 3: Lunch

*Note: After lunch, you will go to room 4.F.2.
Please wait in front of the room. You will not be let in until 1:30 pm.

Lunch
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Level Loading and One Piece (Continuous) Flow

Please leave all backpacks/other items in the corners of the room!



Level Loading
Level Loading: Creating balanced workloads, activities, or processing times within a process

Level loading can help:

ÅIdentify and reduce process backlogs and improve process flow

ÅEvenly distribute workload across teams , increasing morale and reducing burnout
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Å In this example, level loading without process 

improvement would result in role times of 75 

seconds/role. This does not meet our optimal 

performance takt time of 63.75 seconds/role. 

Å Innovation allows us to improve the time to 

complete each role, preparing our process for 

successful level loading. 

Å In this example, after process improvement 

weõre able to level the process load and 

combine two roles while still meeting our 

optimal performance goal of 63.75 

seconds/role. 



Batching vs. One-Piece Flow
Batching:

ÅCompleting multiple units of work 
before moving it on to the next step

One-Piece (Continuous) Flow:

ÅCompleting a single unit of work 

before moving it on to the next step
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WIP: Work in Progress

ÅWIP is any work that is waiting to be completed

ÅWIP requires storage for the material or 
information, and can have negative impacts on 
productivity, quality, and customer satisfaction

ÅExamples:

o Piles of applications in inboxes

o Clients waiting to be called for the next step

o Groceries at a checkout counter



Rolling First -Time Yield

ÅPercent Complete & Accurate:
ÅProcess step is completed without needing corrections or requesting missing information

ÅRolling First-Time Yield:
ÅEntire process is completed without needing to be fixed or reworked in some way

ÅThis is the product of the Percent Complete and Accurate for each process step, expressed as a percentage

ÅExample: Processing Claims

Receive claim Verify claim Supervisor review Payment Mail claim

90%
900 claims

90%
810 claims

90%
729 claims

90%
656 claims

90%
590 claims

1,000 claims

590 

claims 

done with 

no 

rework



The Results Section

ÅThe Results section is designed to provide a platform for communicating the status of metrics after an innovation has 

been implemented

ÅNow that itõs implemented, how is it going?  

ÅCan also be qualitative, e.g. òdaily website updates/reviews = easily catch mistakesó

Results (How is Everyone Better Off?) 1-2 Sentences / Updated Metrics

Current State Future State 30 day 60 day 90 day

Money

Errors

Lack of clarity in emails / 

limited signs (80% of the 

time)

More clarity in the 

emails / increased 

signage (20% of the 

time)

70% 60% 60%

Amounts

Time

Peak Staff Time: 10 

minutes (.167 hrs)

Trainee Staff Time: 10 

minutes (.167 hrs

Peak Staff Time: 15 

minutes (.25 hrs)

Trainee Staff Time: 5 

minutes (.08 hrs)

Peak Staff Time: 12 

minutes (.20 hrs)

Trainee Staff Time: 8 

minutes (.11 hrs)

Peak Staff Time: 15 

minutes (.25 hrs)

Trainee Staff Time: 7 

minutes (.11 hrs)

Peak Staff Time: 15 

minutes (.25 hrs)

Trainee Staff Time: 6 

minutes (.10 hrs)

Qualitative
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Plant Distribution Simulation


