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Learning Objectives

Kaizen Leadership purpose

Clarify the functions of tiered huddles

« Define Leadership support of tiered huddles
* Review standardized work for huddles

* Discuss what types of things to measure to
Improve huddles




O

honsha

Over certified Honsha Academy
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Kaizen Culture

Our experience, will help you improve operation performance.
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Honsha Serves a Diverse Array of Industries

ROLLS

Wﬂ"‘"‘" % Q -~ ) BOSCH WVOLVO

DasAvte. PEUGEOT CiTROEn  TOYOTA MercedesBenz

STIHL MDNS&NTD@ DeL PHI céT A MAGNA @ @ HITACHI m

% ussymtnetic. WRIGLEY MARS gKidde Kodak owmpus (L ooEING fel«a’:gfmr

Company

@/ Johnson Matthey swbicosm | $ i L:mgz‘:” ety ﬂmm;‘ﬂﬂima UCSan Dlﬂgﬂ ms
= N Osaraticrs Mategemant

UNIVERSITY

Tnbernd & S b ZEL A fhmornfebnen PUG i € Kimbery Crk

b escar bem

Johnson 4})1(4

Controls

. Ty — ™y OGURA
et N GOLDRATT  wgaylorMade' sStryker @@=/

EMEgSﬂN JEMORGAN CHASE & Co % G?E,F ﬁ

. Arizona State
Land Department United States Coast Guard . 0/ ® .8 FAMILY HEALTH CENTERS
S / E = Liberty Mutual.  [FFY3EYEY {941 N YA}U}E{OPTION S OF SAN DIEGO

5 itions. Better Health.
INSURANCE




hhhhhhh

Your Current State
 What does leadership mean to you?

« How do we lead?
What are we doing every day?

 How/when do we find problems?
What do we do with problems we find?
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Kaizen Leadership System Purpose

To support the work of our front line resulting in
consistent service to our public stakeholders while
developing human potential.

© 2017 Honsha.org All rights reserved honsha™
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System Elements

1. Standard and Stable Processes

2. Visual Controls/Management

3. Daily Accountability Process: Tiered Huddles

4. Standardized Work for Leaders

“We get what we exquenti?’

experience you can Lean on
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What Determines
Public Service Experience?

sl
application
* Process

 Transactional Ll r vehi
. AN
* Processes within -
Processes

Lottery product
placement

* Window turn around
 Information gathering
* CSR training

* Public education

Administration
communication

Veterans services
pinnacle scores
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Problem Definition

Target or Plan

2%;> Problem
w

Actual

Visualizing
(Making Explicit)

@ A vague “’Desired Situation”= More Claims are closed faster

@ A Standard = 99% of all claims are closed within 6 months 9
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Tiered Huddles

* An overarching structure and system that
manages inter-relationships between daily,
weekly, monthly, quarterly meetings at every
level of an organization

« Short, focused conversations by natural work
group members to check work status, surface
problems, take countermeasures, and plan the
day’s work

purpose = ldentify Problems
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Tiered Huddles

 Agenda

Discuss the previous day’s work and issues, the current
day’s expectations, any issues affecting today’s
performance, team member concerns, etc...

« Attendees
The Natural Work Group/Team
* Timing
— Tier 1 — Dally, 5-10 minutes in duration

— Tier 2 — Updated daily; Meetings either daily or weekly
— Tier 3 — Updated dalily; Meetings either weekly or monthly
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Keys to Problem Identification &

Enable rapid problem Enable rapid problem
identification response
by front line. by management.
(Stop & Notify) (Sense & Response)

Make it normal for the
flow of service to be
continuous.

Reduce or eliminate
stagnation.
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Division Middle
huddles Management

e W U

Unit Level Front lines
huddles
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Problem Solving Register at Huddle =
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Problems Escalate Up Levels =

Pttt [t Colcbration Comer! e Vbt [t Celehration Comer!

'\

------

Kaizen Area

HUDDLE BOARD TIER 1

Other | ‘ Other | Other | Other |
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: .
Results metrics from a lower level board

appear or are related to metrics at the upper
level board.

Department of Child Safety - M.

Agency Level
Scorecard Driven
Board

040
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DARLINGS

Division Level
Huddle Board

: = " . Unit Level
Huddle Board
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Celebration Comerl

Cost

Metrics Roll-up Levels

=

Kaizen Area #ier 3
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HUDDLE BOARD TIER 2
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Quality
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Celebration Come
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Celehration Comer!

Quality

HUDDLE BOARD TIER 1
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—

Celebration Comer]
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Three Key Questions == |

How did we do What's our plan
yesterday? for today?

,/

‘ ‘_4__4_——’“/7‘7 ___—“‘_‘_____ >>>>>>¥¥ — E—

Lk s s &

= : Is there
QW W anything we
e ~—_ need help with?

,_—/
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Tiered Huddles

* Quickly surface problems and potential
problems

* Build teamwork through open and shared
communication

e Support team members

 Share work status, ideas, and other information
across levels

 Align the team’s efforts for the day

experience you can Lean on






Results

Visual Controls

Quality Goal

Reduce Defects by 30% by 1/1/18

B CLABS|

CAUTI

W HAPU
HADE
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Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep

Days
since last
HAC:
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Process
Problems
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Date Problem Cause Countermeasure(s) | Assigned | Due
E (@) 113413 TPN and lipids running at | Pump programming | Ask pharmacyto prepare | SQ 301413
opposite rates! error. Both on large lipids in syringe; move to
q’ : volume pump syringe pump
—— -
0 > 2/11/13 | MNaresofbabisson New RCPsS 1 TralwnewrCPs | e 4/30/13
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CLABSL error proof
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* Purpose:
— Find problems.
— Achieve goals.

Alignment of
goals, results,
processes, and
problem
solving
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Dalily Visual Management
Tiered Huddles and Checks

Find problems by reviewing process and result measures
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Timely Problem Response

Response is triggered when staff are unable to

A
‘ Esc_alate
| Escalate to director
to division
tEscalfattte I manager
Notify O uni
Out of manager

lead
supply
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Standardized Work for Leaders

« Maintain integrity of
huddle process
— Attend huddles
— Identifiy problems
— Triage problems

— Escalate problems
that will interrupt flow
for help
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1. Provide standards (targets) that define what
a pre-problem looks like.

Tools: process metrics, (graph, chart,
table, flow board)

2. Coach team to be problem identifiers.
Everyone, everywhere, identifying
problems every day.

Tool: Problem Register

3. Model and teach everyday problem

solving.
Tool: 8-step Problem Solving Worksheet

25
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Huddle Leaders’ Behaviors.....

= Courage / Humility / Kaizen = Focus on process not person

» Are good facilitators = Are non-blaming, non-

judgmental
= Seek to understand

= Build trust & respect
* Practice active listening

= Empower, motivate,

= Align resources encourage

= Don'’t problem solve: = Model leader behavior
save for problem solving
go-to-see

26
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Problem Solving Register — at Go to See =

Problem Solving Stages
Problem Is this problem Develop & test Prob. |T!ue pate
Start Issue or Problem Statement ina Team PDCA| Adopt & N
No. Ide;::‘d Date (What is the Gap?) Project? Owner Pro?:f:r:‘lahy: A:: Lys::‘:‘ me:::::;—cM] Stan::'rdlu ss:;:s Comments it “DF:I':“" Completion
Y/N by: MsbY: | rve) pate
Problem Sotvlngﬂges

’ Due Date
. Develop & test Adopt & Prob.

; Define Analyze Root Counter- Standardize Solve C ts If escalated, Completion
. Problem by: Causes by: | measures (CM) Status ommen Date

) CMs by: Date
. by: (RYG)
; =

T Problem Solving
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How to Go to See

What do we want to doi*
Improve Rental Property Compliance
monitoring and closure process for
our 27,000 Low-Income Housing Tax
Credit Units!

to a minimum of 80% by the end of
Fiscal Year 2017,

Dl ke et ltf 3 f
- u;‘-f‘&fg’?r‘uhpe Qi em

Rl Dol wark 5 o [ ry— l-»\' 5 luﬂ]u fllh[y‘ W[5l Detlg  \onplermest visonl aming wer . | 1395k
* b Olhy Hrugh e worke ocer dmrtation | oo Sasc .
AN et orler smgbors oamat 15 S 14N 1010 N B | Come using W[o Smpeshans document | 198316
5| wbamg Y b ik ool ol

’

1512400 A0 g, Whers ot it crmbeng o | oo D1V 5 L1y 215 TuDetlp & inpleniet- rew bt b 193010
€ oda i b Ofhoh pumptly cancdalymand | [ ‘ Ao Fmding: \eer

.

150 endoe. . AU s oo 4 s St sl [
o mpuden Tyl cheadanct s mualy K0 Mach uaeen ! }
bt in oy U0 royistrarts.

»

“é"dn\p‘t\mdmmiﬂq’ﬂnh\xrﬂ.(ﬁm G lafwylo! .,] [0 o]l | ACOM vt et Foems e comtinud |3 P [y

Where 3 7 =

I we are:. SRR

il il

)

HUDDLE RULLS
10OR

» MUST

TEAM MEMBERS 01 Hod g, b bt 3 oed-dhsemd | [ one Starluble [Rilable PDE
o e oo fhcon o o o desaal | | Qe his Bl s st b owans/ |
Penitive Atticade o+ wndoe borden on Comhares. DR | “"h"“ with by ik aamind emals -

TR ) dedi aike vinid piep A

Vi faoum

ifle eomiom v Canes

el A e

Wislie. Oewbav meslleen fer

experience you can Lean on




O

honsha

What to Measure Framework

Leader Continous
Flow Standardized || Standardized || Improvement
Work Work System

Level of Maturity
—

29
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What to Measure

 Process Measures * Quality Measures

— Number of shared Quantity of problems
improvements identified

— Number of Number of items
celebrations assigned to a person

— Number of items in Source of items In
step 1, 2, 3, 4, celebration

— Number of problems * ldeashyy
assigned y Suggestlon

— Number of problems Es'uzregox
identified

8 step problem solving

PDCA, RPI, RIE,
Workshop 30
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From Compliance To Engagement ™

‘ Engagement
I Enthusiasm

‘ Involvement
I Compliance
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What to Expect

« Solving larger and larger problems while working
« More effective workshops

« Engaged Employees

« Satifled Customers

experience you can Lean on



Standard Work for Unit Managers Example

Morning

Huddles

Unit
Rounds &
Response

© 2017 Honsha.org

O

honsha

Manager: Amy Chapman Manager Standard Work — 3 North/ South Date:
V27 (2110/114)
Start of Shift R/G Mid Shift R/G End of Shift
0730-0800 1200 1600-1700
Start of Day - Review Calendar & Plan Mid Shift Huddle (ANM/RSN) DMS Communication/ Quick Hits/
Problem Solving/ Escalation F/U
0800 - 0830 1700
RSN/ Mgr Huddle/ Environment Checks Sign Out with Units
3 NORTH | 3 SOUTH 3 NORTH R/G 3 SOUTH R/G NOTES
*HPPD USA SW Check USA SW Check 3 SOUTH:
o Floats/ sick/ A day RSN SW Check RSN SW Check
¢ Occupancy HAC Assignments HAC Assignments
e Discharges (#) Viz Board Magnets Viz Board Magnets
o Admits (#) D/C Nav Board D/C Nav Board
o RN procedures «TDD «TDD Problem
o Care conference ¢ Goals o Goals
e Harm ¢ RN @rounds ¢ RN @rounds captur
o Complaints o Escalations o Escalations
e Care Concems R/G
o Other Issues 1230-1330 Lunch 3 NORTH:
Standard Work Checks 1330-1500 Meetings/ Project Work
Reset Visibility Boards
HAC Assignments Done 1500-1530 Gemba Walk (S, E, N, Tx Room, Office) 4 Gemba
Meals/Breaks Assigned Gemba Viz Board
R/G | D/C Nav Board Escalation F/U RO un dS

0830
Office Work- Manager Time

Process Check Issues (NPSG, HAC)

e Quantros Reviewed & Assigned

Review Andon Tracker

Productivity Grid Reviewed

Review Outcomes STP

0900
Leadership Team Daily Huddle

1000
Peds Manager Daily Huddle

1030-1200
Gemba Time/ Andon Responses

e Bedside Rounding

o Email/ voicemail/ Project work

TODO:

All rights reserved
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Division / Unit: W- E hx’"x l!!!D

Problem Solving Register
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May 3, 2016 1:33 pm
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A User’s Perspective

Rob Woods - Administrator
Government Transformation Office
State of Arizona
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Questions and Answers

Bob Plummer, b.plummer@honsha.org

Matt Wehr, m.wehr@honsha.org
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