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Agenda

1. Identify 2. Create 3. Execute



IDENTIFY



Value Stream

Processes

Steps

4

What is a Value Stream?

Online 
Grocery 
Order

Review and 
Confirm 
Order

Review order 
information

Check stock
Send 

confirmation 
email

Pick Order
Deliver 
Order

The sequence of 
activities an 
organization 
undertakes to 
deliver on a 
customer request
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Horizontal vs. Vertical
M֙ost organizations are 

structured vertically by 
units, departments, cost 
centres, etc.

V֙alue streams occur when 
customers and internal 
processes move from one 
department to the next

H֙and-offs are 
opportunities for waste

HR

Oper-

ations

IT

Value Stream 1

Finance Operations IT

Value Stream 2

Value Stream 3

Value Stream 4
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Horizontal vs. Vertical
F֙ocus on value streams 

over departments

W֙ho owns the value 
stream?

W֙ho makes decisions 
when changes are to be 
made?

HR

Oper-

ations

IT

Value Stream 1

Finance Operations IT

Value Stream 2

Value Stream 3

Value Stream 4

Hiring Process

Procurement Process

Creating a new service

Firing Process
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From Macro to Micro

Macro Perspective
{֙ǘǊŀǘŜƎƛŎ ŘƛǊŜŎǘƛƻƴ όάǿƘŀǘέύ

H֙eavy leadership involvement

V֙alue Stream Mapping

Micro Perspective
L֙ŘŜƴǘƛŦȅ ǘƘŜ ǘŀŎǘƛŎŀƭ όάƘƻǿέύ

H֙eavy frontline involvement

K֙aizen Events (process mapping)

Value 
Stream

Process Process

Step Step Step

Process
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Why Start with the Value Stream?

System EfficiencyIndividual Efficiency
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The “Why”
C֙urrent State Problems and Business Needs ς²ƘŀǘΩǎ ŘǊƛǾƛƴƎ ǘƘŜ ƴŜŜŘ ŦƻǊ 

improvement?

G֙oals and Measurable Target Conditions ς

Rɐeduce <defined metric> from X to Y (Z% improvement) by ## Date. 

ÅStarting line (X)

ÅFinish line (Y)

ÅDeadline (## Date) Shorter Deadlines? Smaller, more manageable projects?

B֙enefits to Customers and Business ςHow will the business, internal and external 
customers, and internal and external suppliers benefit from value stream 
improvement?



CREATE
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Value Stream Mapping Workshop

Day 1
Map Current State

Day 2
Design Future State

Day 3
Create Action Plan

Morning 1, 
Morning 2

Morning 3, 
Morning 4

Morning 5



Map Current State
(Mornings 1 & 2)
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Mapping Team
Supervisors/Front-line Staff 

U֙nderstand the information and workflow

Organizational Leaders 

H֙ave a vision for the future state

¦֙ƴŘŜǊǎǘŀƴŘ άǘƘŜ ōƛƎ ǇƛŎǘǳǊŜέ

C֙an influence and authorize large future state improvements
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Value Stream Walk

Organizational 
Learning

Gain Consensus and 
Grow Relationships

Show Respect

Great opportunity to take advantage of 
working from home. Everyone can see 
what the employee sees on their screen 
(without hovering at their desk).



Current State Value Stream 
Mapping 

(Transactional Services)
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Step 1: Title Block
Name the Value Stream: Remind participants of the scope of the 
value stream and specific conditions.

State the Daily Demand:Iƻǿ Ƴŀƴȅ ΨǘƘƛƴƎǎΩ ƴŜŜŘ ǘƻ ōŜ ŘƻƴŜ ƛƴ ŀ 
specified period of time. This has likely changed.

ABC Company Name
XYZ Value Stream

John Doe
January 1, 2017

Daily Demand: X units
Available Time: X minutes

Takt Time: X minutes

Calculate Available Time: Iƻǿ ƳǳŎƘ ǘƛƳŜ Řƻ ȅƻǳ ƘŀǾŜ ǘƻ ǇǊƻŘǳŎŜ ǘƘŜ ΨǘƘƛƴƎΩΚ hƴƭȅ 
include actual time work can be done. If everyone stops for lunch, remove it, if everyone 
attends a regular morning meeting, remove it. Has this changed?

Calculate Takt Time: The rate at which each thing must be produced: Available 
time/Daily Demand. Almost guaranteed this has changed.
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Step 2: Process Blocks
5֙ to 15 process blocks

G֙enerally, a new process block is warranted when the work 
stops flowing

Hɐandoffs

Wɐork-in-process buildup

Tɐimed processing

A֙ctivityςVerb-plus-noun format that describes the activity in 
the fewest amount of words

F֙unction/Role ςEither the position(s) or department(s) that 
take part in the activity
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Step 3: Process Metrics
üPercent Complete and Accurate (%C&A)
üwŜŦƭŜŎǘǎ ǘƘŜ ǉǳŀƭƛǘȅ ƻŦ ŜŀŎƘ ǇǊƻŎŜǎǎΩǎ ƻǳǘǇǳǘ

üThe percentage of time the downstream customer receives work that 
ŘƻŜǎƴΩǘ ƴŜŜŘ ǘƻ ōŜ ǊŜǿƻǊƪŜŘ

üProcessing time
üEmployee effort to complete the task 

üTime/effort spent specifically on the task/activity and not anything else

üLead time
ü¢ƘŜ ŜƭŀǇǎŜŘ ǘƛƳŜ όŦǊƻƳ ǘƘŜ ŎǳǎǘƻƳŜǊΩǎ ƻǊ ǇǊƻŘǳŎǘΩǎ ǇŜǊǎǇŜŎǘƛǾŜύ ǘƘǊƻǳƎƘ 

the entire value stream

üLead time = Processing time + waiting time

Touch Talk Think

Complete Correct Clear
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Step 4: Work in Process

I֙nbox (completed in queue)

I֙n-process (have started the process 
but not yet completed)

O֙utbox (completed but not yet in 
the next process)
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Step 5: Information Flow
I֙dentify the systems and applications that each process in the value stream 

interfaces with 

Sɐtore data

Tɐransmit data

Pɐroduce data (work output)

Gɐenerate reports

L֙ƴŎƭǳŘŜ ŀǇǇƭƛŎŀǘƛƻƴǎ ǎǳŎƘ ŀǎ 9ȄŎŜƭΣ !ŎŎŜǎǎΣ ŀƴŘ {ƘŀǊŜtƻƛƴǘ ƛŦ ǘƘŜȅΩǊŜ ōŜƛƴƎ 
used to house data and drive decisions relevant to the value stream.

C֙onnect processes to IT systems and applications with arrows



Provide List of 
Operators Eligible 

to Pick

1

Employee Services 
Supervisor

6)ω 

LT = 5 days

PT = 3 hours

C&A = 95%

Train Vehicle Pick 
Administrator

2

Supervisor, 
Technical Services

2)ω 

LT = 6 days

PT = 6 days

C&A = 100%

Post Vacation Back 
Pick

3

Employee Services 
Supervisor

6)ω 

LT = 2 days

PT = 1.5 hours

C&A = 99%

Prepare and 
Distribute Pick 

Materials

Technical Services

4)ω 

LT = 4 weeks

PT = 5 days

C&A = 95%

Enter Pick Details 
in Hastus

6

Technical Services 
Administrator

3)ω 

LT = 22 days

PT = 22 days

C&A = 95%

Conduct Pick 
(Work Selection 

& VBO)

5

Vehicle Pick 
Administrator

3)ω 

LT = 22 days (14 h)

PT = 22 days (14 h)

C&A = 90%

4

HALIFAX TRANSIT
Current State Value Stream Map: Pick Process

Value Stream Owner: Bus Operations (Manager TBD)
Mapping Date: June 22, 2017

Demand Rate: 575 Operators picking 4 times per year

Specific Conditions: Quarterly work selection pick, including vacation 
back pick and round 1 global back pick 

3 h

5 d

6 d

6 d

1.5 h 5 d 22 d 22 d

2 d 4 w 22 d 22 d

Total Lead Time = 67 business days
Total Processing Time = 37 business days
Activity Ratio = 55%
Rolled %C&A = 72.6%

Barriers to flow:
- data not centrally
  located
- Operator list can 
  change daily
- multiple consultations
  required (significant 
  peer review)
- manual process (typos
  possible)
- no documentation

Barriers to flow:
- training someone new
  every pick!
- person selected may 
  not be qualified / 
  motivated to do 
  quality work

Barriers to flow:
- workload / capacity
- manual process (typos
  possible)
- no documentation

Barriers to flow:
- waiting for inputs 
   from RS&D, P&S, 
   and Bus Operations
- manual process (typos
  possible)

Barriers to flow:
- Operator cooperation
- ATU cooperation
- C.A. requirements
- locating Operators on
  the road (goose chase) 
- limited contact info 
  for Operators
- Operator list
  discrepancies
- manual data entry
- weather /driving
  conditions
- long days can affect 
  quality of work

Barriers to flow:
- backlog due to shorter
  work days
- sometimes cannot get
  in touch with vehicle
  to confirm details
- manual data entry 
  (typos possible, 
   duplication of effort)

Conduct Round 1 
Global Back Pick

Technical Services 
Administrator

3)ω 

LT = 10 days

PT = 2 days

C&A = 95%

Barriers to flow:
- C.A. requirements 
  (posted for 5 days)
- waiting for inputs 
   from RS&D

Enter Global Back 
Pick Details in 

Hastus

Technical Services 
Advisor

6)ω 

LT = 2 days

PT = 1 day

C&A = 100%

Barriers to flow:
- workload / competing
  priorities
- only one TSA currently
  trained to do this
- manual data entry
- άƻŦŦ-ƭŀōŜƭέ ǳǎŜ ƻŦ 
   Hastus system

2 d

10 d

1 d

2 d

Resource 
Support & 

Development

Excel

HASTUS

Picks 

From 4-7pm, 
and 5-8am

P ¶ Vacation back 
pick options

LEGEND

             Number of people

             Work in process (inventory build-up)

             Flow of hard-copy paperwork

     

)ω 

P

Planning & 
Scheduling

Bus 
Operations

¶ Pick resources
¶ Shifts eligible for 

extra (OT) 
¶ Breakouts

¶ Rosters 
¶ Runcuts
¶ Breakouts

¶ Operator pick list
¶ Back pick info
¶ Breakouts

Excel Excel

Excel

Sick List
Operator 
Pick List

Breakout
Work 

Acceptance

Excel

Vacation Pick

P
¶ Notices
¶ Rosters
¶ Runcuts
¶ Holiday runcuts
¶ SB/VB openings
¶ Schedules
¶ Pick slips
¶ Service changes
¶ Paddlecards

Excel Excel Excel

Vacation Board 
Selection Spareboard VBO

Excel

Holiday 
Runcut

P ¶ Work 
acceptance

7 8

P ¶ Notices

Excel

Awarded 
Back Picks

Bus 
Operations

Back Picks 

5 days’ 
worth

2 1Minimal Rework

Step 6: Timeline and 
Map Summary

Lead time in and between activities



Design Future State
(Mornings 3 & 4)
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Future State Guiding Principles

Current State:
Fact-finding and Discovery

Future State:
Innovation and Creativity

ϝ¢ƘŜǊŜ ƛǎ ƴƻ ǎƛƴƎƭŜ άǊƛƎƘǘέ ŦǳǘǳǊŜ ǎǘŀǘŜ ƳŀǇΗ



2 4

1. How does the customer define value? 

2. What are the right things to focus on?

3. Is there an opportunity to standardize and error proof work?

4. How can quality be increased?

5. How can the product/service move through without any delays?

6. Can processes be performed concurrently (in parallel)?

7. Can the number of touchpoints be reduced?

8. Is technology fully utilized?

9. Can the workload be levelled?

10.What are the KPIs?
Bonus Questions: 

1. What would this look like if it were easy?

2. What if we could only subtract to solve our problems?

3. Where is the 80/20 rule appearing in the value stream?

Ten Future State Questions



Brainwriting tips:

W֙rite down every idea that comes to mind, no matter how far-fetched

S֙lide and dice wastes/pain points and produce a solution for each

B֙uild on past ideas to see if they can be tweaked (SCAMPER)

5֙ƻƴΩǘ ƎƛǾŜ ǳǇ ςif you slow down, keep thinking

Brainwriting (Individually)

2 5

SςSubstitute

CςCombine

AςAdapt

MςModify

PςPut to another use

EςEliminate

RςReverse



C֙ollectively, group all ideas (countermeasures/solutions) by value stream map activity

R֙eview and try to generate more ideas (SCAMPER)

D֙o not remove/combine any ideas at this stage

Activity 1 Activity 2 Activity 3 Activity 4 Activity 5

Grouping Ideas

2 6



JDIs

Workshops

Projects

Categorizing Ideas

ÅLow-hanging fruit 
ÅDone in less than a week
ÅLow risk

ÅEngagement required to 
determine next steps

ÅComplex improvements
ÅChange management
ÅCapital investment

2 7



Activity 1 Activity 2 Activity 3 Activity 4 Activity 5

Back to the CSVSM…

Create more solutions for remaining pain points / waste 2 8



Low(1) High (10)

L
o
w

(1
)

H
ig

h
 (

1
0

)
Ea

se
 o

f 
Im

p
le

m
e

n
ta

ti
o

n

Anticipated Benefit

Priority

Action

Consider

Eliminate

Benefits:
ÅClient Satisfaction
ÅEmployee satisfaction
ÅCost reduction
Å Increase in quality

Implementation:
ÅTime
ÅEffort
ÅPolicy changes
ÅTechnology
ÅRisks
ÅChange management

PACE Matrix
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Create Action Plan
(Morning 5)
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Action Plan Keys to Success

1. A well-crafted plan

2. Consensus around that plan

3. The discipline to stick with it

4. The wisdom to know when to adjust the plan

5. The restraint to deviate from the plan only when absolutely 
necessary
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Action Plan
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Action Plan

FSVSM Block Numbers ςTo correlate the intended shifts in metrics 
with the portion of the value stream improved.
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Action Plan

Measurable Target – The specific objective 
(i.e., predicted result) related to the 
corresponding countermeasure. Use process-
specific target metrics when possible.
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Action Plan

Proposed Countermeasures –
Improvements contained in the 
ƪŀƛȊŜƴ ōǳǊǎǘǎ όǘƘŜ άǿƘŀǘέύΦ ! 
hypothesis that needs to be 
tested and evaluated (potential 
solution).
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Action Plan

Execution Method ς
Just-do-it, Kaizen 
Event, or Project?
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Action Plan

Owner – One person 
accountablefor planning, 
implementing, and 
stabilizing. Often a value 
stream mapping team 
member.
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Action Plan

Planned Timeline – Simple Gantt chart to gain consensus
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Action Plan

Status ςUpdated during status meetings to see progress
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Final Briefing
B֙uy-in from relevant leaders for the path forward

C֙andid discussions about the time and resources that will be necessary 
to properly execute the plan and potential obstacles/risks to success

H֙uddle dates

C֙elebration!



EXECUTE
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Action Plan Keys to Success

1. A well-crafted plan

2. Consensus around that plan

3. The discipline to stick with it

4. The wisdom to know when to adjust the plan

5. The restraint to deviate from the plan only when absolutely 
necessary
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1. Focus on the Wildly Important
T֙he more you try to do, the less you actually accomplish

F֙ailure to achieve the wildly important goals (WIGs) will make every other 
accomplishment seem secondary

F֙rom X to Y by when

Sɐtarting line

Fɐinish line

Dɐeadline
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2. Act on the Lead Measures
Some actions have more impact than others when reaching a goal

L֙ag measures: When you receive them, the performance that drove 
ǘƘŜƳ ƛǎ ŀƭǊŜŀŘȅ ƛƴ ǘƘŜ ǇŀǎǘΦ ¢Ŝƭƭ ȅƻǳ ƛŦ ȅƻǳΩǾŜ ŀŎƘƛŜǾŜŘ ǘƘŜ ƎƻŀƭΦ

L֙ead measures: Most high impact things 
your team must do to reach the goal 
(new behaviours that drive success). 
Must be predictive and influenced. Tell 
you if you are likely to achieve the goal.
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3. Keep a Compelling Scoreboard

9ƴƎŀƎŜƳŜƴǘ ŘƻŜǎƴΩǘ ŘǊƛǾŜ ǊŜǎǳƭǘǎΣ ǊŜǎǳƭǘǎ ŘǊƛǾŜ ŜƴƎŀƎŜƳŜƴǘΦ

In five seconds or less, anyone can determine whether 
you are winning or losing

1. Is it simple?
2. Can I see it easily? Visibility drives accountability
3. Does it show lead and lag measures?
пΦ /ŀƴ L ǘŜƭƭ ŀǘ ŀ ƎƭŀƴŎŜ ƛŦ LΩƳ ǿƛƴƴƛƴƎΚ р ǎŜŎƻƴŘ ǊǳƭŜΦ

People play differently when they are keeping score 
ςƛǘΩǎ ƴƻǘ ŀōƻǳǘ ȅƻǳ ƪŜŜǇƛƴƎ ǎŎƻǊŜ ŦƻǊ ǘƘŜƳΦ

Convert physical boards to digital boards
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4. Create a Cadence of Accountability

W֙hat/When: (Bi-)Weekly Huddles

W֙here: At the Gemba, if possible (opportunity to see the results of their work)

W֙ho: Executive sponsor, value stream champion, and owners of improvements

Plan

Do

Check 
(Study)

Adjust

Zoom/Team meeting
Potentially more frequently
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