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WHY A CI LEADER PROGRAM?

Dave Somers, Executive of
Snohomish County
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Presentation Notes
Today we will be sharing how we developed the continuous Improvement Leadership program.  But first I would like to share why.  
Snohomish county executive Somers believes a culture of innovation and continuous improvement is the way to unburden our staff and improve how we do business every day.  Empowering employees to come up with solutions to problems.  Challenging how we have always done things.  Promoting a learning culture.  And to make a choice every day to leverage technology to the best of our ability to ultimately to improve customer service
 
Snohomish county has 30 departments and offices staffed by over 3500 employees.  Without leaders ready to coach and support staff to identify problems and find solutions continuous improvement efforts will not be successful or long lived.
 
(CLICK) (CLICK)
Many of you will share in understanding of how challenging it is to bring continuous Improvement to local government.  We have processes that have been in place for a long time, there is a way of doing things and for some staff question why we would want to change things.  There is a bit of fear, some mistrust.  I have had staff inform me that they are not allowed to talk to Operational Excellence.   All these things are tough challenges, but the biggest challenge is staff time and availability to spend on problem identification and solving.   There is the insufficient emphasis on encouraging and prioritizing time for teams to identify and solve problems. While there is often time for work-arounds.  When resources are limited, it’s crucial for leadership to support ongoing work and simultaneously ensure that teams can focus on improving processes.



TRADITIONAL CULTURE VS. Cl CULTURE

Traditional Culture Continuous Improvement Culture
= Function silos = [Interdisciplinary teams

= Managers direct = Mangers teach/enable

= Benchmark to justify not improving “just as good” = Seek the unlimited performance, the absence of waste
= Blaming people = Root cause analysis

= Rewards: Individual = Rewards: Group sharing

= Supplier is the enemy = Supplier is ally

= Guard information = Share information

" Volume lowers cost = Removing waste lowers cost

= [nternal Focus = Customer Focus

= Expert Driven = Process Driven

Source:A.P. Byrne, OJ. Fiume
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The CI Leaders Program will provide information to help move leaders out of the traditional culture and into the continuous improvement culture.  
(Read each line one by one)  ​
​
These sessions are about shared learnings.  I bet some of you have made some these changes for yourselves.  Please consider the following questions and share your experience.​
​
How have you worked to transform from a traditional culture to a CI culture?  What have you seen others do to accomplish a CI culture?​
If you have not yet made this transformation, what are some things you can try to move in the direction of a CI culture?





CULTIVATING A CULTURE OF CONTINUOUS IMPROVEMENT
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Creating a culture of continuous improvement in government can be likened to tending a garden. Just as a gardener (CLICK) carefully plants seeds, nurtures them, and (CLICK) continuously tends to the garden to ensure it thrives, government leaders must plant the seeds of improvement, nurture their teams, and continuously monitor and adjust their strategies to foster growth and innovation.

We planted seeds and have been cultivating, but we needed to add fertilizer.  The CI Leader Program is our fertilizer and will provide additional necessary resources, training, and support to help these ideas take root and grow.  Arming leaders and staff with the skills to coach and mentor is critical to the success of any continuous improvement effort.  
Leaders must create the environment and tone  to encourage team members to share ideas, experiment, and learn from failures.  Leaders equipped with lean leadership can provide the necessary resources, such as training, tools, coaching to support the team's continuous improvement efforts. This helps the team to be more effective and efficient in their work.

(CLICK) The program the team ultimately created is 9 sessions over 18 weeks with a final project of establishing and maintaining daily management which we call Daily Readiness Review. 
We all know that the people who do the work should improve the work, leaders who create that safe environment to experiment, be curious are the most successful.




OUR SECRET SAUCE

Interaction and Participation

Lean Content

Leader Skills
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Presentation Notes
The program the team ultimately created is 9 sessions over 18 weeks with a final project of establishing and maintaining daily management which we call Daily Readiness Review. 
We all know that the people who do the work should improve the work, leaders who create that safe environment to experiment, be curious are the most successful.
By supporting their teams in these ways, a leader can help to create a culture that drives positive change allowing both customers and staff to reap the benefits of a well-tended culture of continuous improvement, leading to more efficient and effective government services.



PROGRAM STRUCTURE

\( Leader

Skills
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(Spotlight Shannon Boswell)
Hello!  My name is Shannon Boswell and I’m going to talk about how we got there.

When I joined the team in January of 2023, Kristi shared her desire to create the Continuous Improvement Leader Program.  
As we began the development of this program, we were clear on a few thoughts:
Lean concepts would be the center of this training.  Creating a culture of continuous improvement would require leaders to have a good understanding of Lean methodology.  It’s hard to support something you don’t understand.
We also wanted to provide specific leadership skills which are essential in order to support the Lean work and build a CI culture. Some of these skills and behaviors may be counter-intuitive, or not a part of a traditional leadership model.  When there are so many things to learn, how do we provide as much information as possible to support our leaders without overwhelming them? This needs to be something they can embrace.
As a team, we discussed some of the past trainings where we have participated.  Some of those sessions were very passive in nature.  In those settings, when you looked around the room, you could see people falling asleep, checking their phones, or reading up on the next sessions.  While we needed to provide good content, we also wanted to make this as interactive as possible and include shared learning opportunities. 
Pre-work also became an important part of the curriculum.  We wanted to get the participants into the right mindset before the class even started.  We wanted to prime the pump and have leaders come to the session with thoughts and perspectives around the assignments and come prepared for fruitful discussion.    


DEVELOPING CONTENT

It and 2"4 Drafts: 34 Draft:

* ldentify all Lean concepts * Core Lean Concepts

* Identify all the most valuable * Training most important to
training I've attended support Cl

* l|dentify many skills important  Skills essential for leaders to
for leaders to know support Cl efforts

Loy
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As we developed the content, it became a tried and true PDCA cycle.  
Originally content was very heavy in the 1st  draft. There were too many concepts being jammed into 3 hour sessions.  So, in the 2nd draft, we tried expanding the number of sessions to contain all the training we wanted to include, but it was still too much content and really wasn’t providing any time for interactive discussions and activities.  We immediately pivoted at this point.  We needed to introduce more activities and discussion where all participants are learning from one another, not just from the presenter. 
This required us to stop trying to put all the great ideas into this one program.  We had to decide. What are the most important concepts for leaders to learn  to be able to apply Lean to their own work while engaging and coaching their teams?  We didn’t need to include the more advanced concepts at this time..  If the teams needed more advanced Lean events, our Operational Excellence team would be facilitating that work anyways.  That took us back to the core lean concepts as a starting point.   



Lp

Snohomish County
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What skills are essential for leaders to fully
support Cl efforts?

O responses

< p Start Menti )
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Before we move on to looking closer at our CI Leader program, I’d like to get your opinion!  (read the question and field the responses.)  Thank you for participating in that poll.
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I’m going to be honest. The thought of having to organize the thoughts flying around in my head became a little overwhelming.  Where do I start?  How do I organize all my ideas in a way where I can easily sort through them?  I’ve used Miro before and decided this would be a great tool for this project. For this exercise, I’m just using the free version.  There are other tools out there like Microsoft Whiteboard or many others which would work well too.

(open Miro)

For those of you who haven’t used Miro, this is a great tool not only for collecting thoughts like I’ll be sharing today, but  also for engaging people in a virtual setting.  It allows you the ability to conduct white board activities with stickies for brainstorming, gallery walks, team activities without needing to be in person.  

So here you can see the different work areas on this board.
(go to CI Leader 1.0)

In our first efforts we had a mini retreat where we introduced some initial thoughts about an overarching strategy to get the ideas flowing.  You can see the ppt. slides on the left of the screen.  We collected all the great ideas and put them on stickies.
As I started organizing these ideas, I wanted to think about what specific categories I wanted to cover for each session.  I decided on the format you see before you. 
At the very top, we see each of the sessions.  The intent was each session would be 3 hours.  

The next row includes the Core Lean concepts to cover during that session.
The following category was a place to capture addition content needed to address skills or behaviors the leaders may need in order to shore up the core Lean training.  Or, it may be place add other topics for developing leaders.

We talked about wanting it to be interactive, so keeping track of activities for each session was essential.
The next section was about potential pre-work assignments
And finally, any forms that may be needed for each session

Off on the right of this grid, we have trainings posted that need to be created, are in process or completed.  This is our actual working list tracking the progress on training content development.
This format was so helpful as I was researching content for this program.  It gave me place to put ideas and then move them around as the product evolved.  Gaps in content or activities became evident.  
From the beginning, we knew we wanted DM, or DRR as we call it at the county to be the final project for this training since it incorporates so many of the concepts covered in the CI Leader Program.
The feedback from my team however was there was too much content, and there was no way we could get 3 hours for 8 sessions from these leaders.  There were not enough opportunities for active participation.

(Go to CI Leader 2.0)
So with that feedback, I split it up into 15 sessions at 2 hours a pop and added more activities.  I finished developing the first 3 sessions and received the feedback that it was still too much content, just too much.

(Go To CI Leader 3.0)
So now we are at our pivot point.  We decided on the key Lean concepts that we want every leader to master.  Now this was beginning to make much more sense to us.  Your handout includes all the content included in our current CI Leader Program.  
The first thing you notice about this version is it’s shorter, and has fewer stickies.  
In Session 2, it was important for us to provide Patrick Lencioni’s 5 Dysfx of Team.  Lean efforts need functional, trusting teams as a good foundation for the changes ahead.  
As the session content was finalized, I changed the sticky colors to provide visual management.  It now became easy to pluck the most appropriate activities and pre-work from my previous versions.  You can still see some of my other ideas floating around the outside of these structures.  If they don’t go here, where else can we use them?  Alenka is going to tell more about that in a minute.


Cl LEADER PROGRAM

= Session |: Introduction to Continuous Improvement Leaders Program

= Session 2: Five Dysfunctions of a Team; Team Assessment and Conflict Mode Assessment
= Session 3: ldentifying Waste, Assumptions and Inferences, & Lean in Government

= Session 4: Problem Identification and Problem Solving, Leader Development Model

= Session 5: Mistake Proofing, Learning from Failure, and Using Metrics

= Session 6: Workplace Organization and Visual Management

= Session 7: Standard Work and Change Management

= Session 8: Leader Standard Work, Process Flow Mapping

= Session 9: Daily Readiness Review, Lencioni's Accountability & Attn to Results, KPI Creation
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This is just another version of the Miro board simplified with bullet points that can be shared with potential candidates so they can see what is included in our training sessions.  
In session 1, we discuss what CI Leadership is and what it isn’t.  We introduce the idea of systems thinking and why this important for organizations, and we also cover why lean in government is needed.
In session 2, as mentioned earlier, we cover the 5 Dysfx of a team.  We have the leaders complete a 5 Dysfx of a team assessment. Even though this is only a small part of the input required to do a full assessment, it at least gives the leaders an idea of the assessment process.  We also have them complete a Thomas Kilman Conflict Mode Assessment to understand more about how they behave while experiencing conflict for better self awareness.  
In Session 3 we cover identifying waste.  We discuss assumptions and inferences and how we may use them- right or wrong- in decision making, and finally we take a deeper dive into Lean in government.
In session 4, we cover problem ID and problem solving and discuss the Toyota Leadership Development model including respect for people and what that means for leaders.
In Session 5 we cover Mistake proofing, and we discuss learning from failure- and even some discussion about maybe we shouldn’t call it failure.  We begin to talk about metrics including using Pareto in problem solving to understand the what and where.
In session 6 we discuss 5S and visual management.  These are good topics to partner because it’s hard to sustain 5S without visual management in place.
In session 7 we cover creating SW and the leader’s role in SW.  We also discuss the need for change management and the tools available at Snohomish County as well as working with our change practitioners for successful adoption of change efforts.
In Session 8 we discuss Leader SW including Leader Rounding.  We also work with the leaders to build skills around process flow mapping.  
In our final session we cover DRR.  We revisit Lencioni’s dysfunctions of lack of accountability and Lack of attention to results.  Since they will need it for their final project, we also discuss KPI creation. 
And now Alenka is going to share what we’ve learned and the next steps.


PRACTICE TO SUSTAIN LEARNING:

* Assignments after each session
* Sharing during following session

* Reinforcement of Coaching availability
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Presentation Notes
(Highlight Alenka Fields)
As Shannon previously shared, our goal was to develop a program that is experiential and provides participants with a group of like-minded leaders who they can stay connected to on their CI journey.. 

As we all know, Lean/CI concepts and tools cannot be simply learned theoretically. They must be put into practice regularly in order to be fully understood. It's a use it or lose it type of experience.

As the sessions progress, we provide articles and assignments for participants to put CI learnings into practice in their work areas. During the following session we review the previous session’s learnings and ask participants to share how they applied it in their work areas. Many ”aha” moments are shared by participants.

We also repeatedly share how participants can reach out to us for coaching help as they are implementing some of their learnings. We are always available by email whenever they would like to get some coaching help. In the next slide I will share other ways they can reach out for coaching help.


COACHING OPPORTUNITIES:
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g a culture of continuous improvement. Explore
challenges into opportunities for growth.
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Management Public Works
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This is the home page for the Office of Operational Excellence. We encourage all staff and especially participants in any of our programs to visit the site and reach out to us for coaching assistance. This is especially important after they have completed their CI leader certificate program. We want to stay connected with them as they to continue to support their teams in finding and implementing improvements.

Our training page is where Snoco leaders can self select to be enrolled in the CI leader training program.

This is also where participants can access additional training opportunities for their teams. There are also resources and articles (many of which we incorporate into the CI leader program) that they can access and share with their teams.

We have developed a variety options for training all levels of staff at the organization. We encourage our CI leader participants to find and request additional training for their teams. In collaboration with our HR team, we have developed WOW (Wipe Out Waste) on demand training that any staff member can take any time. Our ultimate geeky CI dream is that eventually the first 2 WOW trainings (Waste identification and Problem Solving) will be required for all staff.

We also offer the option of requesting in person training for an entire team or group.

We know that not everyone listening to this presentation is fortunate enough to have a senior leadership team that will support this level of program development. 
We all started somewhere. Our team started quite small, just offering some in person classes to interested departments. Initially it was simply helping departments learn how to identify waste and work through idea generation and problem solving or completing a 5S project. Before we had a fully developed website, we would incorporate these concepts into project management work we were already doing and encourage leadership to have us deliver training to their teams. Being available and having training prepared that we could deliver, is how we began, and it grew from there.


WAYS TO GET HELP

Tell us about a solution you
and/or your team worked to
develop. We want to
celebrate your success in
solving problems!

visit OpEx coaches
during office hours,
M-F 9-10AM

Coaching
Clinics

|deas and Help :
* Access Cl| form
* ldentify Opportunities
* Celebrate success!

Maybe you've identified Here's a link to our classic
a problem that needs Cl form that you can fill
some attention. We out and submit to us.

want to hear from you!

Schedule a Coaching Session Email the Cl Coaches

Setupa 1:1 Send an email to our
appointment with a Cl team.

coach We'll get back to you
quickly!
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Operational Excellence wants to promote and celebrate great ideas! As leaders complete their certification program, they will be required to submit completed ideas, using the CI form (more on that later). 
Here they can access the form and if they have already worked with one of their staff to make an improvement, we want to share it with everyone!

We have a number of different ways for county staff to connect with us. We have virtual open office hours daily form 9-10am, as well as scheduling 1:1 with a coach and even email us directly. 



FINAL PROJECT: CREATE A DAILY READINESS REVIEW (DRR) BOARD
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The required final project is for participants to develop a DRR board for their team. This project is intended to be completed individually but can be done in a small group if several leaders in the cohort are from the same department.  The project incorporates many of the key concepts that participants have learned during the 9 sessions. 
Generally, our program sessions are 2 weeks apart, however, we give the cohort more time to develop and implement their DRR (with coaching always available) so that they can share successes, challenges and lessons learned during their report out
During sessions 5 and 9 we discuss the importance of having the appropriate metrics at each level of the organization as well as how to choose metrics that align with the metrics for their department and organization. We encourage participants to start small with 1-2 metrics. What would be important and impactful for their teams to track? How do they help their teams understand the alignment to organizational metrics?�
Accountability is discussed extensively during session 2, when we cover The 5 Dysfunctions of a Team as well as during Leader Standard Work. We want to hear from participants how they are engaging their staff in metric improvements.�
Participants should report out on how they are incorporating idea generation and problem solving into their DRR huddles. What are they doing to increase engagement with their teams? As they engage their teams to generate ideas, how are they carving out time for problem solving outside of the DRR huddles? How are solutions being implemented?�
Above are two different  examples of how that could be demonstrated on a DRR board.�
Finally, we want CI leader  participants to share lessons learned from implementing DRR as well as from the entire program. What are the key takeaways and what are they planning to do differently as leaders.


Cl LEADER CERTIFICATION REQUIREMENTS AND MAKE-UP SESSIONS

* 100% completion required q

 Tracking attendance

 Challenges and future
improvements
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Presenter Notes
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Our CI Leader certification program requirement is that participants must complete all sessions as well as the final project before they can receive their certification. 

We understand that life can get in the way, so we make every effort to accommodate absences. Currently we are tracking attendance and make-up sessions for each cohort.

The general make-up policy is that if a participant misses a session, they will be automatically scheduled to attend the same session with the following cohort. Unfortunately, that can put the session needing to be made up quite a ways out. If the session missed is critical to the completion of their final project, we can (and have) schedule a virtual session with the participant. This is not idea as the participant will miss out on some of the team activities with their own cohort.

As the Cohorts have progressed and word has spread, we are getting larger numbers of applicants for the Level 3 CI Leader certification. Although it is a good and welcome problem to have, it has caused us to have to increase the cohort sizes. This makes adding additional  participants needing to make up sessions more challenging. 

Scheduling and tracking for larger class sizes will become increasingly more time consuming. Especially as those of us that provide the training also manage quite a few other projects. We are hoping that in the future, the attendance and completion of these training programs can be tracked through the county’s HR training system.



AFTER THE REPORT OUT

Snohomish County

Cohort Collaborative Sessions

* Share what you’ve done, what’s working, where
you need help or input

* Moving beyond and continued development
* Lessons learned with waste identification, problem

solving, mistake proofing, 5S, standard work, leader
standard work, and DRR


Presenter Notes
Presentation Notes
As participants complete their CI Leader certification, we encourage them to stay in touch with each other and OpEx to share what they have implemented/improved. 

We will be scheduling Cohort Collaborative sessions 4-6 times per year. These collaborative sessions are critical to the CI leaders continued growth.

We ask these leaders to share learnings, progress with general CI implementation and engagement in their areas, as well as, challenges they have encountered. It is intended to be an open and safe environment to receive feedback form their fellow CI leaders.

Often times bouncing an idea off of another leader is just the extra bit of help that is needed. It is easy for busy leaders to get back to their management responsibilities and let the CI practice go by the wayside. Having participants schedule cohort collaboration sessions after the program is complete helps to keep the learnings alive.

We will also come prepared with a 10-15min mini session to provide additional training that was not covered during the 9 cohort sessions.

Once leaders have completed the CI Leader Certification program, they are required to develop and maintain DRR in one functional are. This can be physical or virtual. We also ask them to coach staff a well as leaders who report to them. Nominate leads/supervisors to also take the CI Leader program. We are also asking them to work with their team to submit 5-10 CI ideas annually.

CI Leader certification is not the end. More opportunities for advanced learning are being developed!


ADDITIONAL CI TRAINING

* Building on prior learning
* Training for staff/teams

* Advanced Lean concepts
for Leaders

e 4 Certificate levels
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Currently we are developing 4 levels of CI training or certificates. As Shannon shared earlier, much of this content was identified at our initial retreat and brainstorming session. The challenge was to determine how much and what to include at each level.
All of our CI trainings and levels are what we collectively are calling OpEX University. The trainings are designed to move from beginner to advanced and build upon previous learnings. We wanted to find a way to share all of the great learnings that we identified 
Level 1 is the CI Introductory Certificate. In this level participants are learning the basics of Lean/CI at a self guided pace. Individuals at Level 1 will learn about Lean origins and evolution as we feel that it is important for staff to understand how the CI/Lean concepts that we use today evolved. They will also learn basic Lean/CI principles and concepts. These include waste identification, Scientific thinking and the ‘scientific method’ of problem solving. 
Level 2 is the CI Practitioner Certificate and includes all 4 of the self guided modules. This level is for practitioners who are either leaders or informal leaders who want to deepen their knowledge past basic waste identification and problem solving. At this level they will also learn about mistake proofing and workplace organization or 5S. To maintain this certificate, participants will need to attend 3 coaching sessions annually and submit 3 completed CI forms. They will need to demonstrate their ability to implement 5S and will have the opportunity to participate in a CIW (Continuous Improvement Workshop) 
Level 3 is the CI Leader Certificate training that we have presented to you today. 
Level 4 is considered the Advanced Certified CI Leader. This level is for individuals who have responsibilities for improvements to an entire value stream, from order to delivery, that involve more than a single process. This is often, but not always, leads, supervisors, managers or directors. Course includes Level 1 and Level 2, Level 3 CI learning with a focus on leadership, coaching and system thinking. Additional concepts for this level would include Value Stream Mapping, Setup Reduction, Kanban, Concepts of time and time observations, Continuous flow and implementing pull, advanced Visual Management, Level loading, FMEA and PQA (product quantity analysis) to name a few. Key takeaways at this level would be developing and implementing a true culture shift in their areas, they will become more adaptable, understanding that Lean/CI principles can be tailored to any office function. 
We are also developing additional advanced level Lean/Ci learnings that can be added once the Advanced CI Leader certificate is achieved. It’s important to embrace CI as an ongoing journey of learning.


Lo

Snohomish County

Join at menticom | use code 3143 6457 il Mentimeter

\What improvements to our program would
\you suggest?

O responses



Presenter Notes
Presentation Notes
We would love to hear from you! What suggestions do you have for improving upon our program?


THANKYOU FOR PARTICIPATING!

For questions or more information, please contact Kristi.Hoagland@snoco.org , Shannon.Boswell@snoco.org , or Alenka.Fields@snoco.org
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