point

Lean Transformation Case Study:
Lessons Learned from Year One of the
Washington State Employment Security
Department’s Lean Deployment

Jenifer Franklin

Director, ESD, Office
of Lean
Transformation

jfranklin@esd.wa.gov

October 2013

Stew Henderson

Director, ESD, Lean
Capacity Development

shenderson@esd.wa.gov

Pat Edmonds

Principal, Point B
Consulting

pedmonds@pointb.com



Objectives

Through a case study of one state agency’s interesting and

ongoing experience with deploying Lean, the presentation will
provide participants:

> A tested and refined framework to drive a Lean transformation
within Washington State government

» Proven best practices and tips for state and local government
agencies to consider when deploying a robust Lean program

» Cautions and lessons learned for state and local government
agencies to consider when deploying Lean
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“Lean is not a program, it is a
strategy.”

~ Darrell Damron
Enterprise Lean Consultant
Results Washington
Office of the Governor
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Introduction to ESD

Washington State Employment Security Department (ESD):
o Serves citizens through three primary channels:

o WorkSource: ESD partners with Workforce Development
Councils and other local partners to help citizens find employment

o Unemployment Insurance (Ul): In 2012, the department paid
more than $2.5 billion in unemployment benefits to nearly 382,000
jobless workers.

o Labor-Market Data: ESD collects, analyzes and disseminates
job-related data relating to Washington and its regions and
communities.

o Led by Commissioner Dale Peinecke
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ESD’s Lean journey

« 2012: Gov. Gregoire’s Lean initiative — two “Model Area”
projects

« Most audacious: Ul Claims Adjudication

o Completely changed the work of 140 staff
« 2013: Built on success, expanded in Ul
« Launched agency-wide effort

o Strategic Planning

o Office of Lean Transformation
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“If you don't have time to do it right
the first time, when are you going to
find time to do it over?”

~ Author Unknown
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A framework for Lean in state government
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Voice of the Customer
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Voice of the customer: Users of Economic
and Performance Data and Analytics
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Potential Employers
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Agency Lean strategy deployment — A3
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Formal Lean effort kicked off

ESD Lean Charter

Project Name Customers of the Process
ESD Lean Process Improvement MA State unemployed workers and participating employers
Goal Statement Team Members )
ESD will build on initial Lean efforts to set the foundation for continuous : T
improvement in the agency’s performance and results for the people we Pro_ectCham '9"‘ Nan o e
serve. Specific objectives: Project Sponsor: Susan —
+ESD leaders understand and can carry out their roles in implementing Lean ProjectOwner: Stew [ sioc
+A cadre of ESD staff is trained with practical experience in Lean concepts Subject Matter Experts: Cynde, Jenifer, Jan, Administrators, ikt
and tools, and can train others in basic Lean concepts and tools Adiudication Managers. Intake Managers
+ESD has an agprpach in place to identify, launch, and implement projects to : anagers. 2 e i
lmfrove core business processes and réduce overpayments Lean Consulting Team: Pat, Ryker, Stew
A Lean ng?n%ggment syst;e@{tt)undation is in ple;ce inclttjdin? a mlea?ureament L
approach to drive accountability, governance infrastructureto selectan . . .
oegrseeimprovement projects,yar%d a continuous improvement plan. Project Milestones (Subject to change, as needed)
Scope DELIVERABLE MILESTONE DUE WEEK OF
hli—i_ Initial 1/21
1. Assessment, A3
- Focuson Ul and Claim Center operations| - Support for enE?agements Project Initialization, dgiiaierd 2615 _
+ A3/ Current state assessment outside of ES Project Work Plan 2/11 B e
. \{Vork Ia(r; i ) . pireict Leatntprojgct Management, and
+ Lean leadership seminars implementation ! .
. Lean conce ta%d tool training for coFr)IsuItants y Work Plan Status reports Ongoing
designated ESD project staff « Major IT system changes
. édvisory consulta;cion for inflightand new 2. Leadership and 1/28
' ngg ﬁ'\g%az-xggeenr}ee%tsinfrastructure Management Lean Seminars Other Dates
- Revised current state assessment Orientation TBD after CSA ==
Success Conditions (Individual project charters to include metrics) 3f[raini29 al_Cadre Jrainingplen i
-ESD Operations A3 drafted and methodology in place ofLean Facilitators L ean team training Ongoing
+ESD Lean operations governance Frogram in place Launch project portfolio 2/11
-Lean project portfolio in place and launched with ESD teams assigned iorior (oariaams GhTia Ex3
.;)r:gggg% ;;Igg S;rt;'nlglemented for designated ESD operations managers and 4.Lean Consulation o o0 9" Ongoing o
- Services _—
Dependencies Build Lean management Ondoi
- - infrastructure paeind e
-Solid collaboration between consultants and staff _ L
+ +Requested data will be provided by applicable stakeholders, as available 5 L orsy
== | « Identified SMEs will be available throughout the project aeean Updated current state
meeee | -ESD team will provide extracts from ESD database (filtered as needed) Transformation ecasemant 6/30 -
«Projectwill leverage any existing analysis that ESD already has Assessment
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5-day end-to-end Ul process workout —
planning session
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CHANGE
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Root Cause — “Fishbone” Diagram”

Project Prioritization — Payoff Matrix
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3 components to enduring Continuous Improvement

P or o= = s -p
|
|
|
g !
o Strategic breakthrough initiatives [
g- [T T T T s s s m == = = —— )
S . _l
= ] _—— . ts
: | Tactical Kaizen even
! C d
| —_—————— nt
| S improveme
I — Daily contlrIuou
- |
g
Time
pointb. == rloyme

Department
WASHINGTON STATE
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Staff ownership: Continuous improvement teams

DRAFT Proposed Lean Idea Continuous Improvement Approach —1 Feb 13

| L 4

[ ] 1. Parson
generates 2a. ldea recorded in visible,
impravement idea standardized, centralized
share site

femar)  foany)  gam) )

3d. Referred to
Partner / Cross-
Function Continuous

2b. Nofification sent to person Improvement Team Improvement Team Improvement Team Improvement Team
submitting the idea (If not

anonymaous): 6

- Thank you

- Confirm receipt

- SLA for update (e.g. 30 days) W

3a. Referred to 3b. Referred to Adj 3c. Referred to
Template Continuous Intake Continuous

i 0@ ©

4a. Proceed to 4b.Pilot / 4e. Lean Project:
Implementation Experiment Referred to Steering
Committee to evaluate

4d. Rejected

7. Update
idea status in

5. ldea submitter shared site

updated with
disposition of idea
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Project chains: Learning through Experimentation

Improvement

Improvement
Hypothesis #1 @

Hypothesis #2a

Improvement N

Hypothesis #2b? Y
Improvement
Hypothesis #2 Improvement

Hypothesis #2b

Improvement

Hypothesis #2b2
Improvement
Hypothesis #3

Improvement

~
Hypothesis #2c Y

Improvement
Hypothesis #4
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_ with Lean?
A framework for Lean in state government Everything!
How we manage innovation and
cultural change
Governance: Lean
Steering Committee
4 ) 4 )
HZ‘;::::i::t 4 How we innovate )
_ [ Continuous Improvement ] [ Project ]
[ Voice of the ] Projects Discipline
Customer :
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Driving accounta

nility for results: Governance

Mission / Purpos

CORTENTE
. . . . AGENDA — Sept. 18, 2013 fgemde P!
Strategic planning and investmpnt-an-asi  5:3010:00, Perkins Confaranc Room. 4 aor. Weaple Park ;:?:ﬁ::r: 2
aligned Objectives Call-in information: 380-407-3780; Pin code 3078258 Coreer S e o B ek ey iil’ approves
Responsible resource allocatio|  netwsi ~ DraftAgenda
objective define in Ul Claims C = 1tam & iaturs (InformDlzcusaiDecids) Lead conamonator success | B | for approval and
Measurement of resu e EPHECTE s = S EATT
improvement . 10 min. [+ o Feview 4 Tom I=st mesing FaCII=r | = All 230y W NElp ks Mesing work a|th0ugh Chair
MII'I ut (ot [ informr Steening Committee Updates Al « LEam any ciflical upo=es
200200 = IfonT. POl StEs Dpaes Faciit=ar | = Ananer 2y quesions
Member 5 LD EUSINESS tfolio to all
| | 5min |- Repart an Upfront =ue Resalution Pliots Sieve A | = CI3NTy 0N NEx S8pE pO oliotoa
= TE min. | - SElE of the QuaIy Review Profed ThEvE | = LNty 0 TEH SIape licit feedback
(E=pecialy orf 15 min. | » Upd3ie from the Defiact Pravention Team Steve R | = CIANTY ON NEXI S1206
Accountable derttzetan ""::'“ — 5 min. | - Dlecuse. STl check on he pace of change Al - FICT72st OlecUssIon, CRear NEX] Eeps
. ; i e NEW BUSHESS
improving C . :::'R: = mir, | = WL Of e new Ofce of Lean Transiammabion, and Sw | - Answer any questcns o Members
o ket mad haw il b2 supparting L {espacially OC Ops)
Help to dev e 15 min. | * FE=dMEtTEnTs of SponEarsHip for Lean feams, based on Suzan | . Clanty on net steps
Track and & EI-'E.E iy changes of leadership and dosure of Seattie ofice p
p— s dang = TLoEMGE
recommend » Disores SER Cammit== 1 ) mmﬁ » DECHlE: Redew neaded folow-up 1 this mesiing FaCII=0r | « Clanty WhoranaiDy when
st - Charter 2p 10 min. [+ DiscUss: Agenda Nems Jar et mesing CRar | = IpUt from Camminze
Serve as pd pr— - Sirong fag fickal) [ = WonT. Good of e Crder A | - Addiional updates [ime permiting)
Steering Cc ) et L ‘ég?!mrmet - Dlscuss_Wesinyg Evallsion (8] _ Faclitziar | - Hones! exchange; 10 ITprovements
Track and r| | e [OREEE |- TS e - ifer, Matt B
requiremen| [E=E e L &
Oversee @ § |oes see| |- coses
; fobzertn fathis ontre pace i ab'es
planning, e e 204
projects , W |timmen | "5SS — ' - prioritized Lean project
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What changes

_ with Lean?
A framework for Lean in state government Everything!
How we manage innovation and
cultural change
Governance: Lean Change Mgt: “J-
Steering Committee Curve”
4 N 4 )
HZ‘;T,:::i::t 4 How we innovate )
_ [ Continuous Improvement ] [ Project ]
[ Voice of the ] Projects Discipline
Customer :
[ Coan Stateay ] [ ContInUOl._JrSe aIrr?]zro'vfement ] [ Project Chain ]
\ Deployment j \ \ /
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Lean
meetings

Lean

transition
conver-
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Measures Formal
Training

Visual mgmt

New
- New roles kinds of
- Leader Std learning
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Leading “Lean” meetings H

Meeting Filter & Prep Execl\l/JI;()e( I?/Irr?gggtg for

> Need to meet? > How will we know If » How make

> What's min meeting was future meetings
amount of time successful? better?
needed? > \E/IVh;':\t is agenda? > How we hold
Inform
» Huddles ODisCUSS each other
QDecide accountable for

meeting actions

> Are we on track? .
and decisions?

El
O I r'] t b ? Employment
® — T — Security 23
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| N | e 2]
Leading the Lean transition conversation

| | CONCERN
* Moving from witnesses

to leaders

« Having tough conversations

* You can'’t pull this off without developing new
skills

« Expanding tolerance for change and risk
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MANAGE CHANGE |
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Transparent measurement for accountability J

Intake Challenge

FIRST PAY TIMELINESS
| WEEK UAEETE

“Red is good!”
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Visual management: Managing by exceptions

we |Hollwreiken LXLL A1 Y

name_ Johl The WBD J?&‘f

ssN A4 -5l -7890 IDD SZ///(/ |
ER A/j L Trncks V@ (S'v@ prl C/?

© 9//”2//5 0D pu.

a1z 10 pm @/
(6]

Falled drug %7

L B[0k
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Going to the “Gemba”

“Go and See” Walks

* What is Ge!
* The Gemb3

What Should | Look for at the Gemba?

» Overall appea .
NN Gemba Questions

* Flow of customf Get 3 feel for what is

. your standard very hi Remember the 8 “Deadly Wastes”
If this procd® v what is really hap
* You are chg whatis reafl v How and why is thf -
the people « Engagement o than how you visu Gemba Homework
« Walking the v What disrupts the
» ldeas for i disruptions |r;1pac :
— — What works downstream
" cv‘:]wt": :’°“ technology enabidl Informed by the Gemba Questions and 8 Deadly Wastes,
L flow of value? dedicate at least one uninterrupted % day per week at the
v' Where could mistg G b
What keeps these emba.
happening?
v |s there any backt
3 :’;°;:2:::2°;’lebr ) For each Gemba visit, reflect on the following:
v Are workers happ + What parts of the exercise did you feel most comfortable doing?
» What parts made you feel uncomfortable?
» How did staff respond when you told them what you were doing?
» How will the insights you gained make you a better Lean leader?
« What was your biggest “aha™?
* What will you do differently next time?
s S
El
ointb == o
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Different forms of targeted Lean training

Agenda - 29 Jan 1
3 snda - 20 Fe
Agenda ~ 20 Feb 1 Agenda ~ 19 Mar 1

Lean 101 Agenda - 1 May 11

An Irtrosuction 3 Leas Agenda - 13 Jun 1
Feteuary 2013
- » Round robin, Steerng
Lean leadersdp “hory ° f * Round roban
by Change managemerd | «Lean meesngs
- Adoghing change mad
_ 3 change o Brioias: Lasn suckol
T - Noat steps
L «Next stops
L
L
L
L

Agenda - Training Workshop 1

Agenda - Lean Traning Workshop 2
4-5 Apr 013

2 May 2013

Agenda - Lean Training Session 3
6-7 June 2013

= Ilul-..

“Train the Trainer” Lean Workshops
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New Kinds of Learning

FROM

« Classroom learning « Experiential learning
o Just gotta DO it!
« Avoid mistakes « Embrace mistakes
o Hide mistakes o Reveal them
o 100% focus on
LEARNING

Consultant-centered change < Consultant as sensel

Change agents lead projects ¢ Actual leaders lead projects

Learning on special « Learning in every meeting
occasions o +/Delta
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What changes
with Lean?

A framework for Lean in state government Everything!

/ How we set \
direction

Voice of the
Customer

Lean Strategy

\[ Deployment ] )

pointb.

How we manage innovation and

cultural change

[ Governance: Lean ] [ Change Mgt: “J- ]

Steering Committee Curve”
. How we work
4 How we innovate )
Continuous Improvement Project Standard
Projects Discipline Work...
[ Continuous Improvement ] [ Project Chain ] Continuously
\L Teams Improving
~
fHow we\‘ 4 How we 7 (How we
interact lead learn
[ Lean Measures Formal
| meetings Visual mgmt Training
(Lean ) [ New )
transition - New roles kinds of
conver- - Leader Std learning
: =Y
\Sations ) Work —_——
(Trans- ) - Going to the Learning
arenc gemba everyday
\l Y )\ —— /)
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Standard work

- JOB BREAKDOWN SHEET - Dissemination of New Info

MANAGE CHANGE

questions
+ Target Tuesday

Descriptie | How to get new iox out to everyone
Tools: IF
Who: | up eads With clear point

IMPORTANT STEPS KEY POINTS REASONS
*{When Faint person » Presenters need (o be Make sure right person is
reczives final knowledgeable sbout topic presenting information
document/agenda they will | » How quickly can this be ready to
decide who presents and go? AND
on what schedule * |3 there room on the agenda
*2 Schedule and conduct | » Presenters nesd o understand | Presenters are ready and on
presenters training document and be able to ask same page

3.9end out teaser and
meeting agenda to all

* Target Wednesday for Thursday
and Friday meefing

Allintended audience in
enterprise is reminded of

with link to final document

intended audience meeding and ready to receive
4.Presenters present at + Presenters focus on going Allintended audience in
team me=ting tarough final document enterpriss receives in
+ Answer questions and confirm | enterprise receives
understanding information at the same time
+ Presenters gather any additional
confusing quastions to be
discussed later
5.5end out follow up emall | » By close of business Monday Allintended audience in

enterpriss receives and have
information to refer to at later
date

* Have 3 quarterly review for first
yEar

People who missed meefing
get

©.Gather feedback an how | » Take survey nextweek toseeif | Provide feedback on

the process is working and process is working. improvement

make necessary * Jupenvisors/Leads responsible for

improvement continued improvemeant

OLT Template — Version 1.0, §-20-2013

SET 5 M DALY
e ) I) WORK
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A framework for Lean in state government

What changes
with Lean?
Everything!

How we manage innovation and

f How we set )
direction
[ Voice of the ]

Customer

Lean Strategy

cultural change

Governance: Lean

J{

Change Mgt: “J- ]
),

[

X

Deployment

y
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Steering Committee Curve”
. (HOW we WOI"k\
4 How we innovate )
Continuous Improvement Project Standard
Projects Discipline Work...
[ Continuous Improvement ] [ Project Chain ] (" Continuously
\ Teams \_\ Improving ) )
\
rHow we\ 4 How we 7 (How we
interact lead learn
[ Lean Measures Formal
| meetings | Visual mgmt Training
"Lean_ . ) (New )
transition - New roles kinds of
conver- - Leader Std learning
: Y
\sations ) Work —_——
(Trans- h - Going to the Learning
arenc gemba everyday
)\ ———
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Summary of results to date

Results realized to date:

Huge savings in time & money (one project: $250,000
annual savings)

Cut WIP by ~50%

Reduction of targeted defects (from 20% to <1%)
Improved quality (e.g. Template Team)
Employee involvement & morale

Breakthroughs in collaboration

#1. Unbelievable buy-in
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What we've learned...

“Go big or go home”
Lack of preparation for managers
o May require full self-motivation
Tell the story. Tell it again. And again.
Prepare to “fail forward”

There is no “one path” to Lean
1. Do the next right thing
2. Learn

3. Repeat
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"If you don't know where you are
going, you might wind up someplace
else."

~ Yogi Berra
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What's planned for Year 2...

« Continue to deepen Lean deployment in Ul Claims
organization

* Duplicate lessons learned to drive agency-wide
Lean transformation

» Fully develop Agency Office of Lean Transformation
team

» Develop Lean staff in the divisions
« Execute ESD 4-year A3 plan
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THANK YOU!
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