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) DHS
DHS Reorganization
2001 Legislature

HB 2294 Abolished DHS Divisions

All the duties, functions and powers of the following programs were
transferred to the Department of Human Service.

» Adult and Family Services Division

 The State Office for Services to Children and Families

» The Mental Health and Developmental Disability Services Division
» The Vocational Rehabilitation Division, the Health Division

» The Senior and Disabled Services Division

» The Alcohol and Drug Abuse Programs

» The Office of Medical Assistance Programs

» The Office of the Director



2007 Structure In: DW/s/o/s

Children
Adults &
Families

Division
N\

Director’s
Office

Seniors & =
People w/
Disabilities
Division /

Administrative
Services
Division

Addictions
& Mental
Health
Division

Public

S Health
Division

Division of
Medical

Assistance
Programs
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Recent Issues

Lacksofi stability: andi direction
a Six Directors within the past 7' years

New: Director in Novemper 2005

x New message: of accountanility and
iransparency

) DHS



) DHS

Six DHS Initiatives 200709

s Chilaren’s Healthr & Safety,

s Community’ Infrastructure

m Aceess to iHealth Care

a Access te Mental Healthr Care

s Prevention, Preparedness & Healh Prometion
s DS Efficiency/ 1mprovenents

0



Budget crisisiin 2005
a $1.36 million deficit

LOSS of credinility.
oW morale

200r financialfreports
Uneven werklieaad
Stress off OVERVOIK

Brain drain
retirements, resignations

)( DHS
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) DHS
Wiy Lean?

AS a |learming appreach, Lean
u EMPeWErS WeKKers te) do’ thellr oWn Werk
n Uses' “Wwork-as /leamninig::

It IS} & researci=19ased appreach
s Uses “work as discovery” of new knowledge

Can e used 1o align! the erganization

Used Wil periiss/on. 1o/ JON. S0k

12



) DHS

Wiy Lean?

Lean Fhinking 1S one of the: Pest Ways) te
RedUce: erers

Addressy guality Issues
IAcrease: efficIency.
Eliminate: stress

DG GUIF WKk every day. inra standald Way. thal
We' created

Used Witll [periisSs/on 1o/ JO. S0k

13



Why: Lean?

Lean engages the
Talent --staff who
do the work

-

Talent 2

Primary
Leverage

vision and
strategy

leadership
and direction

do the work

) DHS

Points of
Leverage

1to 2%

5 to 20%

Improve the work

/8 10 94%

14




) DHS

Success In Organizational Change

Performance

80

70

60

50

40

30

20

10

Suceess demands fiull engagement ofi the “Talent”

Traditional

a— EXxecutive

Management

Lean

15
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History ofi Continueus Improvement

_Lean and Six Sigma

1903 1908 1911 1913 /’ﬁ\
i A

a~0rd sModel “T” =F W sf~0rd

buildss his i" Taylor builds| the

1% car — ~ 9 developed  first

e '_ Scientific “moyving
CQ S {" Y Managem line”
S ent

1950’s 1960’s 1970’s 1980’s M

= 1946 -70s: Ohno Toyota Production

System (TPS)

= 1950s: W. Edward
Deming

= Plan-Do-Check-Act

= Question conventional
process

» EXpansion across
Automotive and
Manufacturing

- Motorola initiates
“Six Sigma Quality”

- TQM

- Malcom Baldridge
Award

= Business process
= Lean

1933 TOYOTA 1946
= Toyota » Biggest strike in
founded by Toyota history
Toyoda = Post war depression
father and = Toyota could hardly
son pay its employees
1990’s 2000’s

= 2000: Lean Six
Sigma adoption
increases

= Focus on “process
excellence” and

manufacturing /
“Lean”
application to non-
automotive
industries begins
1996 J Welch
creates SS and
center of excellence
at GE

Capability building.

Six Sigma and Lean combine the best practices of over 50 years of process improvement.

)( DHS
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http://www.toyota.co.jp/en/
http://www.motorola.com/seamless_mobility

Lean and Six Sigma
Complementary Methods

Lean Six Sigma

Operating philosophy with proven Structured improvement methodology with
principles tools, and techniques standard approaches and statistical tools

Eliminate waste
Speed up flow

Core driving
principle

Focus of Value streams, selected for impact on Discrete projects selected based on
improvement performance and capability building “critical to quality” and business results

Reduce variation

DMAIC (Define, Measure, Analyze,
Improve, Control)
DFSS (Design for‘Six Sigma)

Value Stream Mapping
PDCA (Plan, Do, Check, Act)

Problem
solving Root- cause

analysis

Performance Process
Operational KPIs (Key Performance i Project-specific metrics
management p (Key mapping ject-sp

Indicators) cascaded to front line Basic analytic

Lean experts tools Green Belts, Black Belts, Master

Change agents Blac_:k Belts
Management champions Project teams

Front-line capability building and Expert-led projects with discrete
accountability beginnings and ends

Infrastructure

and involvement

Change approach

Quality, IT, Product Development

Traditional starting
points for application

Manufacturing, Supply Chain

Great organizations use best of both:

Toyota, GE, Honeywell, Alcoa, lowa

)( DHS

18



) DHS

What Is Lean?

The relentless pursuit of waste reduction

A'leadership approach
A'management phiosepmy,

A Set off toels

= That as a complete system| reduces waste

(4

Non-value added activities and assets

Waste

19



|l ) DHS
Some Definitions

Value-Adding Activity.

An activity: that changes: the: shape or forn of the
PIOCESS OUTPUL te MEEet CUStemer reguirements

Noen-Value Adding Activity= \WASTE

AR activity: that takes tinie;, reseUICEs) Or space bult
does net change the fiernm of the precess outpult; IS
Aot off Value: 1o’ the custemer

Sustaiming (Nen-Value Adaing, buit necessany)

Required! by law, regulation or contract

Reguired for health, safiety, envirenmental and/or

ethical reasons
20)



Categories of Waste s

Since Ohno’s original 7_Surface Wastes were developed in 1946, Lean
thinkers have identified a critical 8" waste: Not using people’s

People

Waiting

Intellect

Excess

Qual | ty Defects
Transport-

Over )
ation

Production

Quantity

Taiichi Ohno: Architect of the Toyota Production System
21



Lean is Low Tech ){ DHS

Eocus Eervently: onithe Eliminatien of AllWVaste

EGCUS 0n| Processes that Produce Preducts and Services: Tihreugh: Direct
Enployee Actions

Maximize Yields on Existing Precesses and Systems Before Buying Selutiens
Optimrzervianual, Low-tecl. Sy/stenis Before Automating

Comprehensively: Understand Precesses Belore Viaking Chamnges
(Ner rTampering)

Continually Pursue Imprevement -- Kaizen

Low tech encourages the involvement of all

22



) DHS

What Lean Is Not

Lean dees not = Nean!
Or dewnsiZing or euUtseUeIng) ...

Lean dees mean
Eliminating Waste: te; optimize vallie: creation
Rethinking| oulr entire husiness

Used Wil [PeriiissIon 1o/ JOII: SI100K

23



) DHS
Common Misunderstandings

Eliminates jobs

The ultimate geal efi Lean IS ter improve the organization se that we
Can Operate more effiectively andlerficiently,

Forces people to work harder

One ofi the goals; ofi Lean systemy s to make the work safer and
“sustainable” and witheut fatigue

Tries to speed up all the work

The fecus off Lean| s to eliminate \Waste. Production Is: paced: by the
custemer’s demand

Works for manufacturing or operations only

It can eliminate waste in the entire delivery system of products and
SErnvices

24



) DHS

Implementation 1Teols

Rapid process Lean: Daily: Vianagement
IMprovement events System

n Primary visual display,
53 s Metrics

= 20 Keys
Value' stream; & process = Daily ten minute huddle
MAPs s Action Sheets

s Weekly one hour precess
RACI chart Iimprovement meeting

s Coaching

Handofi chart

25



) DHS
Rapid Process Improvement

Structured team workshop
Also known as

Kaizen Event Carefulldesigned and highly facilitated

Accelerated
Change Process

o e it FecUSes onachieving rapid eperatienal
IMNpProvVemMEents In a SPECIiic Work area or
PDUSINESS PIOCESS

=ifaciivaly ancziejas ire clivicltizls wielo zlfe
rasoorsigle for caliverine) veltie ) izt ofocass

26
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A place 1ol everytning anel everytning Jr ItS
for use — makir g WOITK eas]er!

Sanitize
Organize — A place for: :\/eryth]ng
and everytning i its pl
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)(DHS
Brown Paper Eair

Findings
Summary

=l
s =l

Display of a process with key characteristics of process steps

Informal working document with process strengths and
weaknesses

Those who touch or are affected by the process are invited to
add comments

Low tech, high touch
28



: . )(DHS
Process Mapping In Progress

Made by
people

- Highiteuieh

oW tech

| - 29
;“-.{.i;,]“l- e



Sample Majp
0o L
=58

rgmts into

scheduling and
em distribute

Order Scheduling Process

@ 1

Enter order
info. into

Print
machine
schedule

Receive copy
of Customer
Order Report

®

schedullng

7 s 2
= N \ M
(909%) (70%)
Deve|op Call Area '(
labor rgmts oT Manager to Overtime
Ve for schedule Required? 232(3?#1'5 gcheduling
Yes rocess
Builders: (10%) \| (30%) - ‘ ’-ﬁ\-‘
- orcrapn Ml L =R
_ \ (7
Reviewers Customer
Order . ~
Prioritization o\

Process

A 4

1-2hours . 2 hours 1 hour . .5-4 hours

» Describes a process as it works today - Current State

e Shows the “big picture”

» |dentifies strengths and opportunities

« Captures complexity and disconnects of operational issues
» |dentifies outside areas involved in process

) DHS
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) DHS

Sample RACI Chart

R= Responsibility A= Accountability
C=Consult |I= Inform

Participant Names

Decisions
or
Activities

31



Handoff Charts

This improvement reconfigures work for a 50% reduction in Handoffs & Cycle Time.

32




: ) DHS
Lean Daily: Management System

(LDMS)® Each maintains

1. A daily werk team start-up meeting (huddle)
2. A werk team primany visualldisplay.
IS N0 more 3. A Kaizen Action Sheet improvement system
4

than nine people ;- 5 Keys®of Excellence charting and improvement
working in close planning

ARl for_ 5. Short interval coaching
most of the time,

and has a 6. A weekly problem selving/precess implovement meeting
off one hour

A

‘process’ or
‘functional’
connection
pulling them
together.

33



) DHS

Why Lean Daily Management System

Improving Day-to-Day Work Group Effectiveness

Facilitating communications and collaboration within work groups

Increasing the productivity, quality, and efficiency of established
operating processes

Promoting continuous improvement
Focusing on metrics

Managing Large Changes More Effectively

Facilitating focused cross-functional involvement

Increasing the accuracy, timeliness, efficiency

Managing projects

Coordinating change efforts for driving process improvements,
Implementing new processes

34



Dally Hudale
Communication and Action
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Primary Visual Display example

ATTENDANCE UNITS AGAINST PLAN UNITS BY DAY
En;‘paﬁ)éee 3/5| 3/6| 3/7| 3/8 37:“;10 3/11|3/12|3/13| 3/14 Top
Amjad | @ @ |® | @@ | OO |0 |®|© CUM. MONTHTO D Customers
b QOO @00 OO0 00 1. A-1 Co. 18%
camen| @ @@ @@ [O]O]@]OTO 2. B-2, Inc. 12%
en || @ @@l@lO0@0]® 3. BFG, Ltd. 9‘;/0
sy |@ @@ ®/0[0]0[@|0]0 4. gohl'f&c- 340
o @@ @@ @00 @/0]0 o faol co- B
@ resen () Bxgusearvsencel @) unexcusea Avserce " D= PersonalDay 7 AllCé, Ltd. 6%
SKILL VERSATILITY QUALITY ISSUES YESTERDAY Metrics (mo. To date)
“ AlB e Dl ELF LG MK 1 Loose connectors (board A-2) 5 1. Work/(Work+ Muda) 68%
Amizd 1010 9@ @D NS & d 2 Cracks in RB-43 solder joint 4 2. % Machine up time. 76
b | DIP|OIO|B|D|H|B M 3. Scratch on faceplate 2 3. % Absenteeism. 4
camen | D/M|D BOOMD @ B 4. Washer missing on A-2 1 4. % of plan output 98
ten | @D IDIDIBIBPOOBMD 5. Missing screw (back of case) 1 5. %Completed on time 99
sty | BOBD PGP @O D : 6. WIP (% of output) 0.5
voe |[|H@ B D DM O MO 1 sal M(e(:)t(gloc)s mS%STO date) 7. Cycle time (min) 45
O Primary Task . Completely Cross Trained . a eS y 8. O/ 0 erator PM done 100
2. Sales to plan (%) 102 > op
3. Cost of Labor Hour $34.12
SAFETY 4. Inventory Turns year 45.1 e T D0 LS e R
AUDITS 4. % shipped on time 98.8 ST pe [ omeerae | [0 |
5. Cycle time (min) 453.4 Vs | 3 woma |59 1)
6. Machine up time (%) 69.2 T
7. % Customer retention 85.2 L Tolsor 59 0L -
20 KEYS 8. Stock price 33up21/2 L5 %
‘| J.Monta |5/9 ‘:6 Sj
KAIZEN ACTION SHEETS jg%;;
BLANK SUBMITTED WORKING RESOLVED &
Huaneuasnars F----- T - 3
i e . § 1] |
1 it ] I
- s e e e e . - e s s e e e .. wl

KaufmanGlobal -

EEELERATING FERFEEMANETR



)(DHS
Primary. Visual Display Example

o

Environment




)( DHS

What are the 20 Keys®?

20 KEYS — The Original

1.
2
3.
4
5.
6.
7
8.
0.

Cleaning

Organizing

Team Activities

Metrics

Process Controls

Continuous Process Improvement
Roles And Responsibilities

Work Leveling

Work Standards

. Visual Systems
. Time Control & Commitment
. Pre-Shift Meetings

Eliminating Waste

. Empowering Workers

. Skill Versatility

. Production Scheduling

. Equipment Maintenance

. Quality Assurance

. Management Of Objectives
. Quick Changeovers

Initially: developed over 30 years
ago by Iwao: Kebayashi, then
expanded by Kaufman; Glehal

20 Keys, 5 levels of each

Get Level 1 (20 points)
autematically/

A method for assessing
overalllworld-class progress

Encourages
areas/functions/teams
to be more self-directed

Prevides, everyhoedy with the
same set ofi measurements

Helps work groups and areas
decide what/when to use tools

38
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) DHS

Performance Measures
Wihat /s ther gLt tinag. to. [easureé?

x Vieasures that can ve influenced By the team
a Set targets that can ve achievead

Ser thier targer goals o) stive. 1or:

s What Is the Industry Best 72 Benchmarking
x ....and the date(s), by which It sheuld be achieved
s Contimually/adjust: targets as they, are achieved

Viake meastres Visiole.

L~ N

40
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) DHS

Methedology and Approach

Competitive procurement pPrecess

Statement off Waerk carefully drafted

WItH InPUL from citizen,, a retired industr/ prefiessionalling Lean

Woe tasks: and eight deliveranles

s Task one: Analysis
s Task twe: Process Improvement

Contractors could bid en elther, or hoth, tasks

42



X
The Standard Lean Process e

r “As Is” Process Today

“Should Be” Process According to Procedures
Feedback

“Could Be” |deal State

“To Be” Model for Implementation
Implement Validate
Assess

43



) DHS

Eight Deliverables of the SOW

flask One: Analysis
Preject plan
Baselining
Benchmarking
Vision eff DHSI Cean Einance

44



) DHS

Eight Deliverables of the SOW

ask Iwor Continueus: Improvemeni:
Lean training

RapPId PreCESs INMProvement events
Patihfievard fer Lean DIHS Einance

=nal repert: Path forward for Lean DHS

45



) DHS

Current State Process Map

46



) DHS

Future state Viap

gmeEAIR ¢ 1002

r ruURE
cree o TV
PEG-:% Bapwn Taper [t
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Getting Results

) DHS

Revenue Application; Process- Other FUnas

Process Measure
Number of Tasks
Number of Handoffs
Process Time

First pass Yield

Current State
10

10

135 min.

2%

Future State
1

0

15 min.
100%

Improvement
90%

100%

89%

95 pts.

48



) DHS

Getting MORE Results

Revenue: Application; Process:- Federali Funaes

Process Measure
Number of Tasks
Number of Handoffs
Process Time

First pass Yield

Current State
29

14

165 min.

4%

Future State
25

13

125 min.
93%

Improvement
14%

7

24%

89 pts.

49



) DHS
Potential Increased Revenue
RPI Results

Currently, 60%) collected’  $540K/Mo
Goeal te impreve te ever 80%
20%0) Increase. in collections

Increase in collections of $180K/Mo
X 12 months =

$2.160,000 per year
INcrease In Revenue

310



Part 4: [ean Successes I
GoVerFnien



State of lowa )} DHS
Lean Implementation Results

[OWA 1785
conaycted.
over 50 Lear
Plrocess
lmproyement
Eevents /i 16
alferent
Agernc/es

Department of Human Services

Interstate Cempact for the placement of children
a Delays reduced 78%:; decisions reduced 83%; leop-hacks 99%

Department of Public Safety,

Peace Officer Applications
n Delays reduced 60%; steps reduced 41%; hand-eiifs reduced 52%

lowa Veterans Home

Medical Appeintments
s Delays reduced 79%; steps reduced 66%

Maintenance Work Orders
m Steps reduced by 62%; hand-offs reduced by 58%

lowa Workioerce Develepment
\Workersi Compensation Decument Handling

m  Steps reduced 30%; delays reduced| 21%;

OSHA Pre-lnspection
m  Steps reduced 58%; rework loops reduced! by 66%

RLtEE//AMAY.dom.stateia. us/planning perioimance/lean/index: hiumi

52



) DHS
Feod Stamp Application Precessing
@regon DHS

Cycle Time to Process Food Stamp Overtime Dollars Spent on Processing Food
Applications

()
(o))
©
)
n
)
c
()
=
[H)
>
o
S
Q.
E
(]
(%]
()
(&)
@)
S
o

o

Process Inproverment Steage

53



) DHS

More RPI Results: Oregon DHS

REc
REC
REQ
REec
REE

REE

UCtien IRl precessing time
UCLIGN! Off SOKLS

UCLIGN! Of errors

Lction ofi duplicative steps
Uction: off travel time
UCtIon; Off handoiis

Benefits $3.1 million

62%0
6620
70%
60%
47%
56%0

54



) DHS
Why Lean in Government 1712

Application Develepment and MVaintenance (ADM)raccount
fior apout halif ol the average IiF budget

Applying Lean tor ADM can Increase productiviity: oy 20 te
40 percent whne improving the quality:and speed of
execution

Lean/Six Sigma Is being implemented by the GE |7
Department te streamiine/autematework andite eliminate
defiects/enrors

GE estimates henefits from Lean/Six Sigma te be clese to
$10B

Eujitsul reduced service desk calls by 40% In 18 months

55
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Percent Accepting The Change

Typical Pattern of Resistance 0
to Change

Resistanc Percent
e\ Accepting

100

90

80

70

60

50

40

30

20

10

I quit!

)\

Over my dead body

\

I’m not doing it

Honeymoon
Period

Management is
cheating us

Anybody who goes
along is a jerk

Look at all the trouble

it’s causing

It'll never work here

It's just like the other
things we tried

It’'s a pain but
It'll fade away

Here comes more

foolishness

\ A
I\
[ yET gl

1 2 3 45 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29

Huh?

Time >
(Months: + 3 Months)

57



Why Transtormations Fail )(DHS

Noit Establishing a Sufficient Sense: off Urgency,

Not Creatinga Powerlfull Eneugh Leadership Coalition

Not: Creating a Vision

Under-communicating by a FEactor ofi 10

Not Remoeving Obstacles To the Vision

Not Systematically Planning and Creating Short=term Wins
Declaning Victery Teoe Seen

Not Anchoering Changes in the Culture

“Why Transformation Efforts Fail”
John P. Kotter, Harvard Business Review

56



Lean [Leadership Elements iy

Focus

Structure
Resource Allocation

59



Performance

) DHS

Critical to Lean Success

Success demands full engagement of the “Talent”

80

70

60

50

40

30

20

10

a— EXxecutive

Management

Traditional Lean

50



We Don’t Know )} DHS

What Workers Want

Worker Mgt./Support
Ranking Ranking

1. Feelings of accomplishment......... ... ... 8
2w ARErSONaAlFe COUINITLION : 1Y i . J = . i & A, O 7 et 13
3. Good leadership by supervisors . . .... ... .. 12
4. Proper direction and training . . . ... .. A S ] 11
5. Knowledge of what is expected . . . . .. B 14
6. Fair and tactful discipline . . . ... .. .. B bt 7
Ao Feelingeinvolved o 8iv, Lo Fora o F 79, Tieds v & 10
8. Participatory management . . ... ... .. B i " 5
9. r@GROAfPAYPEr - A0 . . B Sr . P T oA, 2 L oloa £l
10. Promotional opportunities . . . .. ... .. 10 S ) vl
11. Good working conditions . . ... ... ... JdlER. 7 P 7 s 4
Y27 A 0D SeCO A .. F FT SIS At T 28 e
13. Company loyalty to workers . . ... .. .. N T e, 6
14. Fringe benefits . . . .. ... ......_ ... [\ ER PR 15
15. Help with personal problems . . ... ... £S5 L. # 9
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) DHS

Reflections
Comments
Questions
Ildeas

62



) DHS
Lean
Playground on the Charles

Ball- fess Game
What the Custemer \Wanits

Brewn Paper: Eair
The ISV Coniference Program Booeklet

63



) DHS

Options for Collaboeration

Monday: Sessien 1:15-2:30
IRnevatiens In' Seftware' Develepment

Oregon Benchmark Partaership
Shale; learn & inspire

64



) DHS

Connect

EFaribhorz Pakseresnt:
508 945-5y84

0 Priscillar Cuday
5031 947-5224

65
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