

		WorkOut: a great first step to becoming Lean!                                                                            
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OVERVIEW
What is a WorkOut?	
A manager’s tool to identify and make improvements in the quality and efficiency of products and services by engaging the knowledge, commitment, and enthusiasm of the people closest to the work.  The WorkOut method was developed by General Electric in the eighties.  Since then, this method has evolved and is now used with great success in private, public, and non-profit organizations and within all industry sectors (e.g., manufacturing, service industries, etc.).  
Why WorkOut?
· WorkOuts are a quick, easy method for managers to get feedback on how work can be improved.
· WorkOuts build a learning organization culture through reflection on work performance.
· WorkOuts share responsibility among employees for achieving performance objectives.
· WorkOuts give everyone a voice in how things are run.
· WorkOuts provide a safe vehicle for employees to raise issues without fear of reprisal.
How are WorkOuts conducted?
WorkOuts include a series of 5 easy questions facilitated by someone outside of the work team – either an external facilitator or trusted manager from a different work area.  Ideas outside of the work area scope are captured in a Parking Lot.  Responses to WorkOut questions are documented by the facilitator and/or team and sent to the manager and team within one week of the WorkOut.  WorkOut reports are also sent by each manager to their chain of command to ensure that all levels of management are aware of organization challenges and staff ideas for solving them.  Management is expected to use the WorkOut report to implement quick improvements and select projects for their improvement project portfolio.
Ideally, WorkOuts are deployed organization-wide and kicked off by a statement from the executive officer (e.g., CEO, Commissioner, Department Head) regarding the purpose, objectives, process and schedule for WorkOuts.  Even so, because the scope of a WorkOut is work within the team’s sphere of change or influence, the WorkOut method can be deployed at any level within an organization (enterprise, department, office or program).    
WorkOut requirements
The success of WorkOuts depends on the willingness and ability of managers and employees to engage in the process and do their best to meet the following requirements:
· Manager agreement to support the team before, during and after a WorkOut, including encouraging the team to have an open and candid conversation about their work challenges and how their services can be improved to better meet customer needs.  
· Manager commitment to implement at least one improvement idea within 2 to 12 months.
· Manager commitment to review and discuss WorkOut feedback with the team, including what idea(s) they have approved for implementation within 2 to 3 weeks of the WorkOut event.
· Manager agreement to provide periodic reports on the status and results of improvement projects.
· Manager agreement that they will not take any reprisal actions against the team or a team member as a result of WorkOut feedback.  
· Manager commitment to continuous improvement (How will the organization improve WorkOuts?).
EXAMPLES
	What do we do?
(4-7 key products/ services/ processes)
	Example 1:
Conduct inspections

	Example 2:
Issue permits/ licenses

	Example 3:
Process contracts/ invoices

	How do we do it?

(5-9 high-level process steps)
	1. Schedule inspection
2. Review data/info.
3. Conduct inspection
4. Report findings
5. Provide technical assistance
6. Verify implementation of corrective actions 
	1. Communicate requirements
2. Provide forms
3. Review materials
4. If complete and accurate, send to manager for approval
5. If not complete and/or accurate, communicate findings and next steps to applicant
6. Review supplemental info and follow step 4 or 5
7. Manager review and approval
8. Send approval letter
9. File permit or license
	1. Review contract or invoice
2. If complete and accurate, approve contract or pay invoice 
3. If not complete and/or accurate, communicate findings and next steps
4. Review supplemental  info and follow step 2 or 3
5. File information

	What gets in our way?
What blocks our ability to improve service quality and efficiency?

(Identify root causes and prioritize which challenges to address first)
	· Customer complaints about variation in inspector responses
· Complete only 50% of inspections each year (use 5 Whys)
· Takes too much time to write up inspection findings
· New staff not clear about process
	·  Applications ask for info we do not use/need
· 40% of applications are incomplete
· Three rounds of reviews are typically needed before an application is approved (5 Whys) 
· Manager approvals slow down the process 
· Review time varies among staff (5 Whys)
	· No separation of duties between staff approving and paying invoices 
· [bookmark: _GoBack]Electronic workflow system requires consecutive vs concurrent manager approval  
· Applicant confusion between their vendor number and business identification number

	What actions can we take to address challenges and improve our services?
(Brainstorm solutions – 10 to 30 ideas)
	· Standardize process
· Train new employees 
· Understand why we have a low inspection rate
· Develop standard  inspection responses
· Prepare an inspection calendar
	· Simplify application form
· Provide applicants examples of a good application to use as a guide
· Simplify and automate application process
· Eliminate 3 manager reviews/ signatures
	· Ensure we have separation of duties
· Change software to allow concurrent manager signatures
· Interview vendors to define areas of process confusion and make improvements

	Where should we focus?
What actions do we recommend?
	[Sort and prioritize solutions based on  impacts/benefits and difficulty/costs]
	[Sort and prioritize solutions based on  impacts/benefits and difficulty/costs]
	[Sort and prioritize solutions based on  impacts/benefits and difficulty/costs]
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