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WHAT IS LEAN?

 The “Official” Definition

A lean organization understands customer value and focuses its key processes to continuously increase it. The ultimate goal is to provide perfect value to the customer through a perfect value creation process that has zero waste.

 The “Lean-er” Definition

An organization that works to maximize customer value while minimizing its waste.

 Lean’s Guiding Principles			

Staff closest to the work have the best (feasible and impactful) ideas for improvement.
	
A series of small or low cost improvements can have a significant impact.

					Evaluate and improve the process, not the people.







We strive to be leaner in order to make NYSERDA more impactful, more customer-focused, and easier to do business with.


 Types of Waste

[image: ]Typically, 95% of all lead time is non-value added. 

Lean Project Team members identify waste with help from their friend, TIM WOODS. Each letter of his name stands for one of the eight different types of waste:

Transportation
Transporting parts, paper, and materials around the organization.

Inventory
Having too much of something, whether it be office supplies, materials, finished products, or work-in-progress.

Motion
Any movement of people or machines that does not add value to the product or service.

Waiting
Waiting for information, approvals, a useless meeting to end, etc.

Over-Production
Making more than is required by the next process; making it earlier than is      required by the next process; making it faster than is required by the next process.

Over-Processing
Effort that adds no value to the product or service from the customers’ viewpoint.

Defects
	Anything that results in a decrease in quality.

Skills
	The waste of not using people’s mental, creative, and physical abilities.


LEAN AT NYSERDA
Co-Champions
David Margalit
Kevin Kelly
· Oversight of Lean Initiative at NYSERDA
· Finalizes project scope
· Finalizes Empire Belt assignments
· Approves key solutions
· Assists with implementation hurdles
Deployment Manager
Ashley Porubcan
· Manages Lean Initiative at NYSERDA
· Responsible for reporting
· Recommends projects and Empire Belt assignments
· Assists with implementation hurdles
Executive Sponsor
Senior Management Representative
· Provides necessary support needed to accomplish project and implementation
· Approves key solutions





Amrita Patil								Michelle Fiano
Ashley Porubcan				Mike Pioggia
Charlie Luke								Nick Querques
James Mannarino				Sarah Rambacher
Jaya Chavali								Sherri Calabrese
Jeff Gautsche							Steve Lebel
Matt Wiley									Tom Rood
Megan Bulman 					Victoria Engel-Fowles
Empire Belts
· Develops Charter, proposes project scope, selects team
· Manages Project Team through process, delegates to Project Team for data collection and implementation
· Responsible for Executive Report-Out
· Assists with implementation
· Responsible for data collection
· Responsible for implementation of key solutions
· Responsible for bi-weekly implementation updates
Program or Functional Department 
Staff Member
Project 
Team Lead


STARTING YOUR PROJECT

The Empire Belt will be assigned a project by the Deployment Manager. The Deployment Manager and Champions will provide the Empire Belt with guidance on the scope of the project.

Team Selection

· The Empire Belt will meet with the person recommending the project to get a full understanding of the process and problem areas

· The Empire Belt will draft the Project Team with the Project Sponsor

· Identify qualified Team Members

· Identify your Team Lead


You should know:  

What makes a strong team?
· 6-8 people
· Diverse background and experience
· Representatives from all aspects of the process, especially the people closest to the work
· An external stakeholder where possible







· Send drafted project team to Deployment Manager and Champion for approval

· After approval has been received, email the respective Supervisors of the project team members to give them a heads up. Copy the Deployment Manager, Champion & the Project Sponsor on the email as well.
 Project Kick-Off

· [image: ]Send a Welcome email to your team members

· Use the Welcome Email template in the Templates folder under NYS Lean Effort on Public drive







· Set up kick-off meeting with the Deployment Manager, Champion, project team members, project sponsors, and any relevant program staff / management to frame your project

· Use the Kick-Off PowerPoint template in the NYS Lean Effort folder

· Be sure to give an overview of the process and time commitment expected, ~50% until Kaizen

· Stress the guiding principles of Lean:
· People closest to the work have the best ideas
· Low/no cost solutions can have significant impacts
· You are evaluating the process, not the people









Charter Development

· Work with your Team and Project Sponsor to complete charter

· Clearly articulate the problem statement

· Be very clear what is In Scope vs. Out of Scope

· Define beginning and end steps for the project

· Ensure your process is reasonable- avoid tackling too much

· Provide detail in current metrics 

· Send completed project charter to the Deployment Manager and Champion for approval

· After approval has been received, finalize dates for key steps in the project

· Half day Value Stream Map Construction, is typically held at NYSERDA

· Half day Final Value Stream Map Check-In, on either the Friday before the Kaizen or the week prior (which Friday is up to you and your Project Team), is typically held off site with representatives from the state’s Lean Office.

· Three day Kaizen, is typically held off site with representatives from the state’s Lean Office. It is important that your team makes the Kaizen the priority and is able to commit to all three days.
You should know: These dates shall not be moved unless an emergency arises.


 Project Preparation

· Hold meetings with your team before Value Stream Map (VSM) Construction

· Familiarize everyone with the entire process, systems involved, etc.
· Show sample value stream maps that have been completed for other projects.
· Explain the expected outcomes of the VSM construction and the typical deliverables that are required prior to the Final Check-In, such as:
· Documentation of high level process and micro steps.
· Identification of data elements and the assignments for collection in the Data Collection Plan.
· Voice of Customer questions and assignment for completion.

· Forward meeting invites to your Project Team
[image: ]
· VSM Construction 

· Final VSM Check-In

· Kaizen


You should know: If there are multiple projects, the Deployment Manager will set up the meeting invite for the Kaizen Report Out so there is just one invite.













CREATING THE MAP

Value Stream Map Construction: Session

· What do you need to bring?

· 20 feet of butcher paper (use brown roll in mail room)

· 4 pack of large (8x6) colored Post-It Notes

· Markers

· Regular Post-It NotesTips for Construction Process


· Painters Tape


· Try to have each team member involved in the process.
· Keep momentum! If your team is harping on a fine point, leave it blank and move on.
· Reinforce the process, not the people!

· Enter metrics if you can, but be careful not to be too rough in your “roughly right” metrics

· Do not leave the VSM Construction session without a detailed data collection and Voice of Customer plan

· Take photos of your work!




Value Stream Map Construction: Data Collection
[image: ]
· Use random sampling

· Document your:

· Methodology

· Dataset parameters

· Any assumptions

· Check with your Evaluation Team to see if there are any relevant Evaluation Reports

· Collect your Top Five:

· Reasons for “rejections / errors”

· Points of Waste

· Quality Rate Issues

· Collect the Voice of Customer

· Create a template of questions for each team member to follow while collecting the Voice of CustomerYou should know:

Each survey question needs to map back to the data collection plan to ensure the collection of all customer-related data needed.



· Open-ended questions

· Standard process evaluation questions

· Follow-up questions

· Call random sampling of recent customers
 Value Stream Map Construction: Finalize the Map

· Set up a 1-2 hour meeting with the Team and Deployment Manager before the Final Check-In

· Finalize the value stream map with data and other outstanding items

· Walk through the process

· The Deployment Manager will review the materials with the Team and confirm all items of the Kaizen Checklist are completed

· Attend the Final Check-In

· Bring the Kaizen Checklist that has been completed by the Deployment Manager and supplies for any last minute changes to the VSM

You should know: For those staff that have Pass Days, it is expected that they swap their pass days to accommodate.


















JUMPING INTO YOUR PROJECT: THE KAIZEN

 Kaizen Preparation: The Week Prior

· The Lean Office will request you upload the following information to SharePoint so that the NYS Lean Office Liaison and the Lean Facilitator can review prior to Kaizen:
You should know:
We typically present to NYSERDA executives at 2 PM on Thursday of the Kaizen, but in rare cases the time may be pushed back or up depending on schedules.


· Project Charter

· Pictures of your VSM

· Top 5 Categories for Quality Issues

· Voice of Customer Summary

· Executive Presentation Time

· Number of Team Members

· Lean Facilitator reviews materials and makes additional notes and then scans checklist to the Lean Office

[image: P:\Public\NYS Lean Effort\Projects\Contract Modification Process\Pictures\Kaizen Materials and Presentation\Current State Process.jpg]


· Lean Office circles back with the Deployment Manager, Empire Belt Lead, and the Lean Liaison to provide them with a copy and request that the following materials be uploaded to SharePoint:

· Project CharterYou should know:
This should be done between the Check-In and the Kaizen.



· Pictures of your VSM

· Top 5 Categories for Quality Issues

· Voice of Customer Summary

· Lean Office collects materials from SharePoint to send respective team packages to the Lean Facilitator for review prior to the Kaizen


















 Kaizen Preparation

· What do you need to bring?

· Value Stream Map
· Materials for Future VSMYou can never have 
too many 
EASELS, MARKERS, 
AND POST-ITS!!

· Butcher Paper
· Large Post-It Notes
· Painters Tape
· Markers
· Colored Dots (Red, Blue, Green)
· Normal Post-It Notes
· Easels with Paper
· Copies of the Charter

· What you need to post on wall at Kaizen: 
[image: P:\Public\NYS Lean Effort\Projects\Contract Modification Process\Pictures\Kaizen Materials and Presentation\Value Stream Map & Kaizen Docs\IMG_0937.jpg]
· Blow up any forms (11x17) that are part of your process

· Write out Top 5 Complaints or Reasons for Rejection

· Print Out in Large Print notable Voice of Customer Quotes

· Any other helpful information that you came across during data collection, VSM collection, and speaking with your peers.
 The Kaizen
NEED TO KNOW



· Make sure the proper staff are involved in the Final Decisions
· Phone a friend or meet after Kaizen- decisions cannot be made in a vacuum, incorporate these recommendations as contingencies in your implementation plan.

· Do not leave the Kaizen without a detailed implementation and risk management plan!
· Use the Implementation Plan template

· Do not leave the Kaizen without identifying metrics and have an established plan for collecting them!

· Steer away from any large IT solutions
· Small edits are allowed (field change, etc.)

· Emphasize small / low cost charges
· Edit forms
· Look at review process
· Standardize procedure documents

· Make as many changes as you can while you are there!
· Breakout a group to start editing forms
· “Phone a friend” immediately








TIPS TO KNOW




· Keep on task! It is fast paced!

· Recognize when your team needs a break

· Have different team members interact, lead, and present to keep them involved! Presenting throughout the Kaizen is great practice for the Executive Report Out.

· Call on quieter team members so they are heard



























THINGS TO AVOID


· Solution Crafting- Use Post-It notes and move on

· Shooting ideas down, even not so great ideas can lead to amazing ones!

· Rabbit holes










 Immediately Post-Kaizen (Prior to Executive Report-Out)

· Update your charter to complete the remaining sections for your metrics and key solutions

· Upload your completed charter onto the NYS Lean SharePoint site

· Update our NYSERDA Project Jidoka with the metrics identified in the Kaizen

· Complete the implementation and risk management plan (Weekly Implementation Reporting Template) if you have not done so already

· Prepare for the Executive Report-Out
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IMPLEMENTING YOUR SOLUTIONS

 Executive Report-Out

· After Kaizen, schedule a meeting with your Team, Executive Sponsor, Champion, Director(s), and Department Lead(s)

· Use the Executive Report-Out Agenda Template to prepare for the Executive Report Out 

What to Discuss at the Executive Report-Out:

· Overview of the goal and charter

· Key takeaways from your analysis

· Voice of Customer
· Mapping

· Overview of the implementation plan

· Description of where paradigms are being broken

· Needs for executive support























 Implementation

· Schedule a meeting with your Team right after the Executive Report-Out meeting

· Discuss your Approved Key Solutions and other items of note

· Confirm Implementation Plan on who will be responsible for implementing each task and when it is due

· Confirm with Project Team Lead that they are responsible for implementation

· Check In with your Team frequently on their progress

Tips for keeping your Team motivated:

· Put up a large Jidoka Board visual for everyone involved in the area to see the progress that is being made

· Update the Board Daily, Weekly, or Monthly depending on which frequency is most impactful!

· Check In with your Project Sponsor and Staff when updating the Board



















 Reporting
[bookmark: OLE_LINK1][bookmark: OLE_LINK2]
· Send Bi-weekly Lean project status updates

· Attend Monthly Report Outs
What to Discuss at Monthly Report Out:

· Is your project hitting the goal with respect to the outcome?

· If no, why not? What needs to be done to fix it or accelerate it?

· If yes, what can we learn or spread? What can or should we accelerate? What can we do next?

· Any wins that have occurred since the last report out

· Where can the Lean Leadership help bust barriers or address issues



















· Track Metrics Weekly or Monthly on a Jidoka Board	

· Can be electronic if necessary

· [image: ]Report Metrics by the 5th of every month on NYSERDA’s Jidoka Board 

· Keep Implementation Report up to date

· Provide detail information on status, risks, hurdles, wins / benefits
 Administrative Items

· Reserve a Parking Pass for the Empire State Plaza P3 South Parking Lot at the front desk.

· All Parking and Required Travel costs of NYSERDA Employees can be expensed using the codes below:

· Department: Enter your own department code

· Fund: ADMIN

· Project: 000003

· Activity: ADMIN



[image: ]
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PROJECT CALENDAR TEMPLATE


      	Monday	               	Tuesday	       				Wednesday	     				Thursday	                   		Friday

	
WEEK
1
	
Project assigned to Empire Belts & high level guidance given
	
Empire Belts & Project Sponsor select Project Lead
	
Empire Belt & Project Lead draft Project Team
	
	Deployment Manager & Champion approve project team; EBs send Welcome Email & Schedule Kick-Off

	
WEEK
2
	Kick-Off & Charter Development Meeting
	
	
	
	
Charter Submission

	
WEEK
3
	
	
	Charter approved by Deployment Manager & Uploaded to SharePoint
	
	
Attend Value Stream Construction

	
WEEK 4
	D       a       t      a            C       o       l       l        e       c       t       i        o       n

	
	
	
	

	
WEEK
5
	D       a       t      a            C       o       l       l        e       c       t       i        o       n

	
	
	
	

	
WEEK 6
	D a t a    C o  l  l e c t i o n

	
	Project Team & Deployment Manager reviews data, VOC & Final VSM
	
	
Attend Final Check-In

	
WEEK
7

	
	A    t    t     e    n   d        K    a     i    z   e    n

	
	
	

	
WEEK
8
	NYSERDA Executive Report Out
	
	
	
	


APPENDIX A – EMPIRE BELT CERTIFICATION

· The New York State Lean program requires Empire Belt candidates to complete the seven outlined steps below, in the recommended order, to become fully certified Empire Belts:













APPENDIX B – JOINT AGENCY PROJECTS

In addition to the Best Practices outlined in this Guidebook, Empire Belts facilitating joint agency projects should be sure to:

· Incorporate extra time into the project schedule.
· Administrative logistics need to be managed with external team members, such as scheduling meetings, requesting feedback on draft deliverables, coordinating with the other Empire Belt(s), etc.

· Keep things moving!
· Stay on top of deadlines; it is easy for activities and deliverables to languish.

· Coordinate Team Member selection among agencies in consultation with Project Leads and Sponsors, as appropriate.
· While it is important to have each agency’s perspective represented on a team, too many team members can hamper the pace and productivity of the effort.

· Maintain close coordination with the other agency’s Empire Belt(s).
· Discuss issues together before sharing guidance with the rest of the Team so you are on the same page first.

· Hold regular check-in meetings with the full Team to promote information sharing.
· Can be weekly, bi-weekly. 
· Keep these meetings on the calendar through the Post-Kaizen implementation period.

· Share all draft data collection and VOC materials with the full Team.
· Attempt to combine sample lists, data collection instruments, etc. to avoid duplicative efforts.

· Hold interim meetings to share and synthesize information from data collection and VOC efforts prior to the Final Check-In.
· Consider holding the Kaizen a week and a half after the Final Check-In to allow team members the opportunity to reconvene as needed.

· Recognize that efforts undertaken during this process may result in a joint agency project evolving into two or more additional projects specific to one or more agencies.
· Work with the Kaizen facilitator to manage this and remain flexible to dedicate time and discussion on each issue.
APPENDIX D – LEAN GLOSSARY

Batch Production -  product is produced in batches- entire batch must be processed before it moves to next step.

Batch Reduction -  work is processed in a continuous fashion in order for operators to “make one, move one” and have the smallest batch size possible.

Business Value Added (BVA) -  activities that reduce company risk or are required by law or regulation (also sometimes called “necessary, but non-value added”).

Charter -  used to control and keep the team focused by establishing a direction for the project beginning with the nature of the problem through to the end goals for improvements.

Customer -  a requester of a product or service with an expectation of certain level value in exchange for money, time, effort, trust.

Customer Value Added (CVA) -  an activity that transforms or shapes the Work in Process (material or information) for the first time.

Cycle Time (C/T) -  elapsed time – time between the completion of one step to the next.

Deployment Manager -  in charge of managing all of the Lean projects- identifies projects and deals with resource issues.

Empire Belt -  manages project team throughout the process and delegates to project team for data collection and implementation.

Executive Sponsor -  a decision maker at a managerial level that provides necessary support needed to accomplish the project and implementation.

Full-Time Equivalent (FTE) -  equivalent number of people assigned to the step within the process.

Inventory Waste -  having too much of something, whether it be office supplies, materials, finished products, or work-in-progress.

Jidoka -  Japanese word for humanized automation.

Jidoka Board -  a form of visual control used to track metrics and project goals; promotes improvements and reduces errors/setbacks moving forward with the project’s implementation by stopping work when a problem first occurs and eliminating the root causes of defects.

Kaizen -  a 3-5 day event that involves assembled cross-functional teams aimed at improving a process or problem identified within a specific area.

Lead Time -  the amount of time, defined by the supplier, that is required to meet a customer request or demand.

Lean -  a systematic approach to identifying and eliminating waste through continuous improvement, flowing the product at the pull of the customer in pursuit of perfection.

Lean Facilitator -  leads the team through the process to successful completion of the project; facilitates the Lean Kaizen event.

Lean Liason -  shares information about Lean, promotes its use, and coordinates agency Lean activities.

Motion Waste -  any movement of people or machines that does not add value to the product or service.

Non-Value Added (NVA) -  those activities that do not transform or shape the product or service and do not add to the customer value.

Out-of-Scope -  aspects of the problem that will not be addressed in the project because they are outside the starting and ending points of a process.

Process Time (P/T) -  touch time - time it takes a person to actively complete the step.

Project Champion - oversees all of the Lean projects.

Quality Yield -  percentage rate that the information is complete and accurate on the first try.

Scope -  aspects of the problem that will be addressed between the starting and ending points of the process.

Standardized Work -  documented operations safely carried out with all tasks organized in the best known sequence and using the most effective combination of people, machines, materials/information, and processes.

Team Lead -  program or functional department staff member responsible for data collection, implementation of key solutions, and weekly implementation updates.

Team Members -  those who know the work inside and out.

Transportation Waste -  transporting parts, paper, and materials around the organization.

Value Stream Map -  a tool used to visually map all of the steps of a process; shows the current and future state of the process in a way that highlights opportunities for improvement.

Visual Controls -  build information into the workplace such that: what needs to be done, how to perform a process, the status of a process, can be quickly understood. i.e. Jidoka Board.

Voice of Customer -  customer feedback on the process being analyzed.

Empire Belt Boot Camp


One project completed, co-facilitated or with assistance


One project completed outside agency, without assistance


Faciliation Training


Executive Report Out to Lean office on outside project


Additional Project(s) completed, co-facilitated or with assistance 


Written Exam


Congratulations Certified Empire Belt!
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