What Leaders Need to Do
to Lead From the Front

Creating Your Agency Game Plan
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“Today we begin a multi-year
effort to bring disruptive
change to Olympia, starting
with the very core of
how we do business.”
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CREATING AN ENDURING CULTURAL SHIFT
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Marcie Frost

DIRECTOR, DEPARTMENT OF RETIREMENT SYSTEMS

/—-E  20-years public leadership, &

D planning & operations

s e * A career noted for a focus_on
Retirement Systems OUtCOmeS, Strategy and a“gnment
 Three years into major customer-

focused/team engagement
transformation at DRS
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John M. Bernard

CHAIRMAN & FOUNDER, MASS INGENUITY

)  Participated on the first U.S. team
usiness to implement Lean in 1981

 Translated Lean concepts into
plain English and applied them to
the service sector and government
agencies

 Architect of the Now Management
System®, a systemic solution
to create a Lean culture and
to optimize Lean
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THE CHANGE IMPERATIVE

“Today we begin a multi-year effort to bring
disruptive change to Olympia, starting with
the very core of how we do business.”




Today: Leave With a Plan
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DRIVER Customer Need

ORGANIZATION Process Centric |

DECISIONS Decentralized |
IMPROVEMENT Micro-Improvements
USE OF DATA Everyone

PROBLEM SOLVING Standardized, Fact Based
SPEED

TRADITIONAL LEAN
MANAGEMENT MANAGEMENT
THINKING THINKING ﬂ:\
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Customers
Processes

Leaders

DRS

I.'Ie artrm.-nt nf
Hallrament Systems
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LEAN MANAGEMENT

“In the weeks to come, | will be taking
action to transition to a
results- and data-driven government,
with continuous quality improvement,
engagement and clear accountability.”
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The Washington Game Plan
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CREATING AN ENDURING CULTURAL SHIFT




Origins of the Journey

Dr. W. Edwards Deming
JUSE Lectures

Deming Prize

General
MacArthur

Qﬁﬁ&”&'i
uality
Award

1947 1950 1951 1981 1987 1989

Toyota Wins “Lean”
Deming Prize term
coined
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Organizing Principles

Customers define People are our People who do
Every process what value is most valuable asset the work
has a customer know it best
People want to
Wesvevrci/rek © Focus be a part of
customers not something
satisfy bosses on 1l:3rl]gger tlhan
Customer SITSEIVES
Facts reveal )
truth about Determine People want to
how effectively Value do good work
we are meeting People need to have
customer the skills to do their
needs Continuous customer People will engage if Wofk well ar_1d to
feedback drives they feel safe Improve it
continuous process making decisions .
improvement 5 ﬁ.\
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Big “L” Lean
Lead from the front
Focus on serving the customer
Respect the gifts of people
Drive out all forms of fear
Use measures to find improvement opportunities
Engage everyone in achieving outcomes
Break down barriers to pride and collaboration
Think processes; make improvement a constant
Eliminate waste at Its root cause
10. Focus on the long-term

e by = en el g e e =
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Small “I” lean

Reduction of overtime

Reduction of time/cost to
process background checks

Reduction of time-to-lease
office space

Reduction in iInmate assaults

Improved on-time permit
Issuance

Permit streamlining

Reduction in uncollected
revenue

17

Improved on-time report
Issuance

Reduction in hiring cycle

Streamlined regulatory
compliance

Reduced cycle time to close
the monthly books

Reduced time to process
payroll

Reduced medication errors
Reduced cost-per-vehicle mile

o
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1. Review slides 15, 16, & 17:

Central Themes of Lean, Big “L” Lean and Smalll
“I'” lean

2. With 2-3 people around you, answer the
guestion: Take 2-3 minutes

What are the implications of these principles to
the agency leader team?

3. Have someone prepared to share your
conclusions (we will call on a few teams)

18 ﬁ.A
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LEAN MANAGEMENT

“It’s about instituting a cultural shift
that will endure well beyond
my administration.”

®
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Today: Leave With a Plan
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THE PLAYBOOK

1. Leading the Way

1. Lead the learning
2. Assess your management waste

3. Get the right leaders on the bus and in the
right seats

4. Prepare the culture

ﬁ\
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Lead the Learning

* Host book study teams

L
LEAN bus KOUZES
k. \l = & POSNER
G e
e e CHALLENGE

THE WEET FRUTTLH IRUMET &M

o Lead study visits
— DRS, Oregon Agencies, Boeing, Virginia Mason

22 Ax
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Ingo Model

Pollistct s kP P Bl
AR Dfvivt s sl FrErTiation
Ty Cawee & (Mt St n

Enterprise Alignment Sew ety
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Ferciacine My Marsgamored

Fifd sl Pl e

Confinuous Process
Improvement

FirE TR W A

Gultural Enablers Do Pk

Errgawar £ oo Bavyon

GUIDING PRINCIPLES SUPPORTING CONCEPTS
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Remove Management Waste

Deadly
Sins

of
Management

N o O kW b e

Unclear Direction

No Line-of-Sight
Unclear Accountability
nconsistent Language
Poor Issue Transparency

nappropriate Resources

nadequate Tools/Skills

24
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Prepare the Culture

An organization’s culture... ,
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_is reflective of the behaviors of its leaders
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Right People, Right Seats




Your Game Plan
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THE PLAYBOOK

2. Focus on Outcomes

1. Understand the Governor’s Priorities

2. Align your agency’s outcomes
— Translate goals to outcome measures
— Establish scorecards for each measure




WORKING WASHINGTON
- Results Washingtonians Value -

WASHINGTON GOVERNOR

JAY INSLEE

Strategic Direction and Alignment

Governor Priority Areas

- Vision, Mission, Values, Goals, Qutcome Measures, and Owners -

JOBS Health Care

Education and Human

m Services
Government

Operations

29 N

Economic
Advancermsent
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Align Your Agency Outcomes

« Understand the Governor’s Strategic Direction

» Define Agency Core-Mission Measures
— This Is the foundation of ownership

 Study Governor Inslee’s inaugural address
understand his thinking

e Clarity will continue to emerge




Align Agency Outcomes

5-6 Enduring Goals

cevoonL | et con ? % T

Governor’s Priorities Agency Core-Mission Outcomes

12-15 Outcome Measures

See pages 90-93 for definitions:

; A
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Your Game Plan

-0Qls
Q Leadlng the Way

Q Focus on Outcomes
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THE PLAYBOOK

3. Results- and Data-Driven Operations

1. Create clarity about how your agency works

2. Understand the core work you must be good
at in order to achieve your outcomes

— Map your Fundamentals
— Understand your core processes
— Establish measures to gauge effectiveness

A
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Eliminate Fear

ORDER FREEDOM

People People know
understand and R how to seize

respect the way U | | opportunities
the organization | § and solve

functions problems




WORKING

IN

THE BUSINESS

Management System

NOW Fundamentals Map™

Fundamental
Improvement Plan

FUNDAMENTALS

Routine Work

NOW Breakthrough Map™

Operating Plan NEwW BEARFAWor

- = - = |
A~

Scorecards
X Breakthrough
Status Review

e

Target Reviews

BREAKTHROUGHS

Initiatives

E-------

WORKING

ON

THE BUSINESS

35
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VALUES

Customar Focis /--‘
‘sam Membar E: ot

MISSION
W provide infarmation, bools,

VISION

Department of Retirement Systems
Satisfled customars

FOUNDATIONS and services thal ensure our members ngagam
Fundamentals =r—rrv- Valeod tam momirs ks Poaeton
while In public service Parlnmrg Em“::i;n
SHIN LI 1
Map Depnrtmnmuf
Retirament Systems
KEY GOALS

OPERATING PROCESSES
CORE pleme Retireme
PROCESSES Policles Readiness
OP4 OP4
PROCESS OWNER Dave Nelsan Chris Lamb Mike Ricchio David Brine Jennifer Dahl Marcie Frost Lee Strehiow Chris Lamb Shawn Merchant Mike Ricchio Dawid Bring George Fickett Dave Nalsen
1. Monitoring 1. Enrolling & 1. Receiving & 1. Partnesing with 1. Recaiving 1. Defining 1. Recruiting & . Governing 1. Assessing 1. Managing 1. Managing DRS 1. ldentifyingrisk 1. Creating
policy maintaining depositing ampioyars payment strategy hiring entarprise business neads contracts reputation’ 2. Evalusting & community
enviranment employer 4ata cantributions 2. Educating new n‘:IqI.JEI:‘.d 2. Setting 2. Orienting & architechure 2. Researching & 2 Managing brand assessing nak suppart teams
2. Analyzing 2. Educating 2. Diracting funds rmembers 2. Verifying oparational onbaoarding . Controlling maonitaring purchase of 2. Building 3. Addressing & 2. Evaluating &
Extamal pollcy emgloyers 3. Creating & 3. Promating eligibility 3. Leaming & protuchos 3. Establising PRTRIL relationships treating gaern
3. Collecting & managinﬁ online gcoount 3. Processing 3. Selecting grawth — requirements Sonces 3. Enablin 4. Monitoring & ¢ i E"II
3. Informing poficy updating recaivables 4. Promoting payment sirategic 4. Gbserving . Ensuring 4. Determining 3. Managing feedback & " reviewing risk & i
SUB T memberdata 4 Racanciing retiremant g E”E? '”'"a";“& coaching. security soiution cost R onH :_‘:'::;‘;3""9 treatment plans - w:ﬂﬂg
PROCESSES 4. Datermining 4. Managing general ledgers planning tools . Calculating targe evaluating . Maintaining el tacle.
policy andior documents 6 Accountingfor 5. Markating DCP payment 4. Connecting riormance & peoetfolio = Ma{ﬁg 4. Staying currant . ‘:EJELEE:;D = y ol
LR IR 5. Auditing “benelt o Prondni1q 5 lsung paployReg iy ooy . Managing 3 i B oo
5 DE% emglayer deductions. d agﬂﬁi ) payment targelz 5. Creating requests E;:'L,'L?_IE issues
jpolicy an processes B. Craali 5. Creating developmant Providing i &, Dewvaloping
rule 6. Audit " fnancial reparts |- Froviding organizational plans Ber 7. Releasing 1o commiunication
- L e presentations & understanding . praduction strategies
Lo entng member data 7. Accounting for firriTien 6. Recognizing systems
andior 7. Sharing data " benafit 3 - 6. Managing accomplish- analysis &. Creating
mube S ani iy 4. Targeting oparabons ments Conducti informational
YT reminders o s AR contant
waypoints 7. Managing 7. Maintaining operations g
strategic amployes Developing & 7. palmsnng
LR WI;UIUI'IB with initatives information " maintaining nformation
:Emm 2. Reviewing B, Equipping applications 8. Managing
organizational employeas . Administering communication
pEII'f(-!"mEII'Im 9. Managing data channels
9. Making facilities
performance
e T
weliness
&. Parlicipate at a. Self service a. Timely deposits Capability a. Online a. Continuous a. Leaming & E mcgt &, On budget a. Confract costs & Online reach a. Risk a. Events
policy mestings account b. Cradit Breakthrough retirement improvement growth b. Project b. Coniract b. Effective management sponsored
b. Rule m{;‘f"‘“’ redistributions (Unger applications b. Procass . Safety & . Systems effectvenass purchases engagement reviews. &o. Charitable
deve R c. Cash flow Devalopment) b. Banefit maasures in Wellness intervention . Adoption rate . Goods & & Contant & b. Risk status opportunities
PROCESS . Fizcal notes b. Employer b Plntnaie calculation good health c. Turnover . Estimata 4. On e servies. materials c. Risk
R pogRcts " benefit . c. Strategy 4. Prasent to win variance L. d. Timely raview identification
c. Verification of paymEnts c. Estimata exacution ) o &. Time to market inventory madal
5 : accuracy d. Day init 2. Tima to fill X B d. Risk
e. Receivablas of i gy positions ution e. Timaly vendor -
d. Late employer N d. Estimata repair e EESESIMEN?
repartng f. Certified CAFR Eeme meinl
f. Timaly
g. Timely deposits o. Bangfit deliveraties Ehaess
i timeliness status
h. Reconciliations 2 Th'}aly grean
OUTCOME Team Htl.ll.mﬂ Iﬂ-
MEASURES am &lm ~
o010 011 Massingenuity
ot B
MEASURE OWHER Jennifer Dahl Dave MNetsan Marcie Frost David Bring Mike Ricchio Shawn Merchant Steva Hill Mark Feloh 1 Mark Feldh s B2AM2
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Benefits of a Fundamentals Map

« Shared understanding of how the agency
creates value (a common language)

 Clear ownership for results
« Visibility as to what is working and what Is not

* Foundation for connecting every employee to
the part they play

¥ ssf-ﬁ: ity



1. Review the handout:
DRS Fundamentals Map

2. Review the DRS Fundamentals Map. With
2-3 people around you, take 5 minutes to
answer the question:

If we had a map like this, how could we use
It to help us achieve our agency outcomes?

3. Have someone prepared to share your
conclusions (we will only call on a few teams)

(]
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Your Game Plan
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THE PLAYBOOK

4. Customer-Focused Service

. For each core process, identify your primary
customers

. Ask them what they need from you

. Establish measures that indicate success In
meeting their needs

. Work to continuously improve results




ldentify Core Process Customers

N@W  COREPROCESS WORKSHEET

Management Sgstem®

SUB PROCESS [Tier 1] Revised: 04/08/13
Name (1) OWNER DEPARTMENT/DIVISION
-3 lssuing permits Kathy Dindia Air Quality
SUB PROCESSES [Tier 2] PROCESS' PRIMARY CUSTOMER(S)
No. Name (2) Customer Needs
31 Scheduling inspections Manufacturers Clear expectations, ease of scheduling,

lve issues
air voice is

technical support to re
Understand actions, k
heard

3.2 Preparing inspection checklist Surrounding co

33 Conducting inspection

3.4 Writing up improvement
suggestions

35 Mitigating problems/resolving open
issues

36 Completing permit paperwork

S5 [scheduing no apesion CUSTOMER NEEDS

42 A.\
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Customer-Driven End State

d who are customers are

y process has a customer

at our customers value

ness in meeting customer needs
drives our improvement focus

fying customers not bosses

action in being of service

: A
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1. Identify your agency’s primary customers

2. With 2-3 people around you, for 4-5 minutes,
answer the question:

What are five things you as leaders can do to
accelerate your journey to the Customer-
Driven end state?

3. Have someone prepared to share your
conclusions (we will only call on a few teams)

(]
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Your Game Plan
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THE PLAYBOOK

5. Clear Accountability & Responsibility

1. Assign ownership
— For outcome measures
— For Process measures

2. Establish Quarterly Target Reviews
— Accountability for improvement
— Triggers for action (red/yellow/green)
— Safety = True Transparency

ﬁ\
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Department of Retirement Systems

MISSION
We provide infarmation, tools, expartiss

FOUMNDATIONS d services th bars
Fundamentals JHSSsnines D
while In public service
Map e ri
Retirement Systems
KEY GOALS

‘Dave MNeisen

Chris Lamb

maintaining

OPERATING PROCESSES

Mike Ricchio

Shawn Merchant

Mike Ricchio

Dawid Brine

George Fickett

policy depositing 2. Evalusting & community
Environment En'doy.sr data n:.mtnl.:-uuuns Researching & 2 Managing brs.m? assessing nisk auppur:_heuna
2. Analyzing 2. Educsating 2. Directing funds rmomitoring purchase of 2. Building 3. Addressing & 2. Evaluating &
external policy employers 3. Creating & Establisning goods and ralationships treating n selecting
e 3. Collecting & managin? requirements il el A Enablinli 4. Monitaring & ‘*'EMQH
3. Infc'ging [peolicy updagn receivables Detarmining 3. Managing ?ﬁd&: & " raviewing fisk & - Tm‘h.lnll-lﬂoa
suB mal member data 4. Reconciing soiution cost Inventory Identiying treatment plans nplementing
i . " ds charitatla
PROCESSES . Determining 4_ Managing generzl ladgars : - g avaiuating TEs st B
TR documants 5 Accounting for 5. MarkstingDOp  Payment 4. ri L ol 4. Staying curent © pabain 23 y s
rule needs 5. Auditing " benefit - S- Provid 91 1 5. Issuing amployees ko behario 5. Managing & ‘prm]n on pensien
5. Da% emplayer deductions A E;;:ﬂ.::l?ﬁ i payment targeis &, Creating requests E:I-LI.IB Ene
policy an processes 6. Creati 5. Cresting davelopment &. Providin d 5. Dewveloping
e & Auditing b ﬁnsncﬂaﬁl reports F. Providing organizational r msinassg 7. Rebeasing to communication
. presentaions & understanding o production strategies
LA enting member data 7. Accounting for riman 8. Recognizing systems
andior 7. Sharing data " benefit 9 - 6. Managing accomplish- analysis &. Creating
ruls - =haring 8. Targeting operabons ments " informational
pEyments e T. Conducting eed
e 7. Managing 7. Maintaining operations gk
W i sirategic employes 8. Daveloping & 7. Delivering
9. Working with initiatives information ik ] information
education 7 — g ]
s 8. Reviewing 8. Equipping applications &. Managing
P organizational amployeas 9. Administarin communication
s a
performance 9. Manzging data channels
4. Making facilities
BETARIBEnNCE 10.Fostering
comections afaty &
weliness
a. Participate at a. Self service a. Timely deposits ‘Capability a. Online a. Continuous a. Leaming & a. uest &. On budget a. Contract costs  &. Online reach a. Risk . Events
policy meetings account b. Credit Breaktfrough retirement improvemant b. Project b. Coniract b. Effective management spansored
b. Rule "“'“5[';'“5““9 redistributions {Under applications b. Process b. Safety & b. Systems effectvenass purchases engagement Teviews Io. Charitable
devel T T T c. Cash flow Develgpment) b. Bensfit measures in ‘Wellness intervention c. Adoption rate . Goods & o Conlent & b. Rizk status opportunities
PROCESS e . ELEUEL T i c. Turnover c. Estimate . services materials c. Risk
MEASURES . = Ficel noss e d. Altemate accuracy CE d. On time : - Risk
benefit c. Strategy 4. Prasent to win wariance s d. Timely review identification
c. Verification of 5 c. Estimate exacution i e &. Time to market S madal
amgioyment [ accuracy e 3, &. Time to fill 5 - ventory
e. Raceivables ’ bl T pasitiens resalution . Timely vendor E
d. Late emplayer - d. Estimate repair nts ‘Essessment
reparting f. Cerifizd CAFR turmaround pEyme madal
g. Timely deposits a. ggmlz_q_ﬁl g ;:ﬂd!,“u“ a. Progress to
dliat timeliness status.
h. Reconciliations g Timaly areen
procurements.
OUTCOME
MEASURES
Massinganuity®
Croygre 28
MEASURE OWNER Mark Felchausen  Mark Feldhausan Rovisnd B22012

Outcome Owners

47
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Quarterly Target Reviews
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Your Game Plan
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THE PLAYBOOK

6. Employee Engagement

1. Understand the impact on results of
engagement

2. Assess where we are today with the
engagement

3. Determine what is required by leadership to
move to the ideal state

A
ssingenult



Our Alienated Workforce

ACTIVELY
DISENGAGED

~ ENGAGED

NOT
ENGAGED

SOURCE: Gallup Consulting

Failing Miserably

L]
51 ‘
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Engagement = Results

Difference Between Top and Bottom Quartile Performance

ABSENTEEISM
-49% TURNOVER (low turnover org.)
TURNOVER (high turnover org.)
-49% SAFETY INCIDENCES
-60% QUALITY (Defects)
B -12% CUSTOMER RATINGS
SOURCE: Gallup Consulting I 18% PRODUCTIVITY

52 A.\
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Engagement End State

| understand where my organization is going
| see how my work fits into our goals
| understand what processes | am accountable for
| have the skills/resources to do my work effectively
| always know how well my processes are working
| am skilled at solving the problems | encounter

| feel completely safe to take action to improve things




1. Open Business at the Speed of Now to pages 51
& 52

Review the 9 rules of THEN and the 11 rules of NOW

2. With 2-3 people around you, answer the
guestion: Take 3-4 minutes

What will it take to achieve NOW vs. THEN
engagement?

3. Have someone prepared to share your
conclusions (we will only call on a few teams)

Masslngenuity”’



Your Game Plan
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THE PLAYBOOK

/. Continuous Improvement

. Estimate the waste costs in your organization

. Understand the critical nature of a common
problem solving/process improvement
methodology

. Select a problem solving/process
Improvement methodology

. Rollout the methodology to every employee

ﬁ\
Ssingenulty



Process \Waste

% of
Operating
Costs That

Add No Value

GOVERNMENT 40-50%
SERVICE SECTOR 30-40%

MANUFACTURING pasEeiys

57 Ax
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Uncovering Resources

We can spend
more time on
the work that
delivers NEW

VALUE to our

Customers

ON THE BUSINESS

If we can
reduce the I N
time we need
to spend on THE
the ROUTINE BUSINESS
work of the

business

58 A.A
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Common Language/Common Toolset

DEVELOP
SOLUTIONS & AN

MAP THE
CURRENT

REFLECT
& LEARN

®
59 J
ngenu




Your Game Plan
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The 10 Factors
That Transmit and Embed Culture

CREATING AN ENDURING CULTURAL SHIFT

Formal statements of organizational philosophy

Design for physical spaces

Deliberate role modeling, teaching, and coaching by leaders
Explicit reward and status system, and promotion criteria

Stories, legends, myths and parables about key people and
events

What leaders pay attention to, measure, and control
Leader reactions to critical incidents or organizational crisis
Organization design and structure

Organizational systems and procedures

10 Criteria used for recruitment, selection, and promotion
— Dr. Edgar Schein, MIT o

61 N
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Hero’s Journey

Master of

Crossing Two Worlds
The Return
Threshold

Refusal

Call to To Return

q Refusal of
Adventure The Call

Crossing The Boon
Everyday the First

World
Road of Threshold

Trials %' ABYSS |
Meeting

Supreme  The Mentor
Ordeal

SIMPLICITY COMPLEXITY SIMPLICITY

A
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