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Preface

This white paper was developed to outline a proposed approach for operationalizing continuous process improvement within the Air Force.  It replies to a CORONA South 2005 Tasker to HQ USAF/IL to “Develop a proposal on how the Air Force would develop a continuous process improvement operating style.”    

The methods and recommendations presented in this paper are the result of lessons learned from process improvements within Air Force over the last two decades and some of the most recent process improvement activities occurring at the Air Logistics Centers, across Air Force operational support, and in on-going reengineering and transformation efforts.  The recommendations within this paper are applicable to any Air Force mission area.  If the general strategy outlined within are accepted by Air Force senior leaders, necessary Air Force instructions and guidance will be developed along with requisite leadership and workforce development training.  

The reader will recognize features of Lean practices at the core of the approached described in this paper.  However, the basic model and method for continuous process improvement allows for other proven and effective methods to help commanders and their Airmen achieve higher levels of performance and efficiency in all we do—to help us effect our Air Force core value of “Excellence In All We Do.”    Lean practices will help us continuously and systematically identify and eliminate waste, involve the workforce in continuous improvement, and effect a change in thinking throughout the Air Force to understand the value we deliver and to see and eliminate inefficiencies that do not contribute to that value.  The method and model described within makes room for other process improvement methods (e.g., Six Sigma, Theory of Constraints, Benchmarking, and Business Process Reengineering) as well.

We can lay claim to being the best Air Force in the world, but in a highly competitive and uncertain environment, we should not lay so much claim to being best, but rather to continuously work to be better.  
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I.  Introduction.

This document outlines a proposed, standard Air Force approach for continuous process improvement (CPI).  It is based in large measure on the principles of Lean, but encompasses other improvement methods as well.  The purpose of the paper is to outline the proposed method for vetting Air Force-wide, as well as providing a model for leaders and organizations within the Air Force seeking process improvement guidance. 

The recommendations within this paper are the result of collaborative work among organizations within the Air Force leading process improvement and transformation efforts across the Commands.  Leading industry experts in process improvement and change management have also contributed to the recommendations within this paper.

II.  The Case for Continuous Process Improvement.

The Air Force has a heritage of change and a culture that seeks out the strategies, tactics and procedures to enable Air and Space dominance and war winning capability from contingency operations to major theater war.  However, we have been episodic at best on using a consistent methodology for continuous process improvement and are frankly burdened (as is industry) with our short-term adoption of various management initiatives to drive improvements (e.g., management by objectives, total quality management, and action workouts).  One area we have probably been most successful in achieving an enduring and institutionalized improvement process is in software development and management.  The Air Force sponsored the Carnegie Mellon Software Engineering Institute development of the Software Capability Maturity Model (now referred to as the Capability Maturity Model@ Integrated (CMMI)).  It has become an institutional approach both within the DoD and industry to drive improvements in software development and management.  

There are many examples within industry and the military that illustrate the significant improvements that can be made if we focus on our core missions and “value” we deliver, key processes and process improvement, the systematic identification and elimination of waste in all we do, and the adoption of the best way of doing business as a standard across the Air Force.  There are areas that we need not reengineer as much as engineer and standardize for the first time across the Air Force.  
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III.  Process Improvement Principles.

The prior section outlined why we should focus on process improvement.  This section of the paper will outline fundamental principles considered critical to creating an Air Force culture and operating style of continuous improvement—principles critical to effect significant performance and efficiency gains possible and institutionalizing this way of doing business.

	Principle
	Rationale

	1. Based primarily on Lean process improvement methodology
	- Simple, proven method

- Involves standardization of work and capitalizing on best practices across the Air Force

- Requires respect for and involvement of total workforce as well as key partners

- Spans view of value outside of organizations—identify and eliminate waste in a total value chain

- Problem identification helps target root cause problems

	2. Functions as our operating style, not another program
	- Characterizing this as a program will equate it to prior management “initiatives” versus a fundamental view of how we want to do business

	3. Retains prime focus on mission effectiveness
	- Our goal is not to be “Lean” but rather to improve our mission effectiveness at lower cost to the taxpayer and the burden we put on our leaders, people and customers

	4. Requires commander involvement, participation, and leadership
	- Industry lessons learned and our own history have proven that leadership cannot be delegated or this effort will fail

	5. Uses existing governance structure
	- Use existing AF corporate and Command governance structures for process improvement initiatives that are responsible for strategy, policy and performance in a given area

- An AF corporate structure should be involved in setting AF priorities, progress and delivered results

	6. Tied to measurable results in terms of cycle time, quality and resources
	- Set objective, measurable standards and goals; implement process improvement efforts to achieve those objectives

- Reward/hold accountable leaders and teams for meeting standards and goals

	7. Linked with programming and resourcing activities
	- Real efficiencies are expected, and once proven, must to taken into account during Air Force programming, budgeting and execution


   These continuous improvement principles should not conflict with other transformation and larger business reengineering efforts that are being pursued in the Air Force and across DoD.  Major reengineering efforts can and should be pursued, but there is a limit to the number of major changes any organization can implement at a time.  In parallel with those efforts (which can take years to implement), a method and culture that seeks continuous improvement can act their way into greater levels of performance and efficiency without significant capital investment.  

  So why adopt these Lean-based principles as the Air Force method for CPI?  First, let’s differentiate it from the Air Force Total Quality Management (TQM) efforts.  There are tools associated with TQM (e.g., value stream mapping, root cause problem solving, use of work area teams to identify improvement opportunities) that are similar to Lean tools.  There is merit to TQM, but it’s application in the Air Force took us away from standards, became too centered on the activities of TQM versus results, was delegated by leadership, and focused more on the value added steps than seeing and eliminating non-value added steps.  Conversely, Lean requires compliance to standards based on best practices and improvements shared across an enterprise, requires leadership commitment and involvement, is relentless in the elimination of waste and striving towards perfection, and focuses on value to customers. The diagram below conceptually depicts the Lean focus on reducing non-value-added time in a process.  TQM and other process improvement efforts would tend to focus on the value-added activities represented in red.  This diagram is a typical representation; most processes having 10% or less total value added time related to a product or service.  The non-value added time offers great opportunity for savings and efficiencies.
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Reducing the waste in processes has compounding benefits to Commanders:

· Increased speed allows greater flexibility to deal with change

· Improved productivity equates to higher production and/or reduced cost

· Improved morale as we reduce the strain on our Airmen

IV.  Continuous Process Improvement Model and Phases
This section will describe basics of Lean and the steps used to iteratively cycle through improvement efforts.  A six-step model for Air Force implementation is described; it is a variant of the Deming Plan-Do-Check-Act model.  This section will also describe major phases recommended in implementing this Lean-based process improvement approach within a Command, wing or center.

Five Step Air Force Model

The diagram depicts the five steps in the recommended Air Force CPI model.  It can be applied for improvements in a shop area (tactical application), within Command processes (operational application), or for Air Force-wide processes (strategic application).
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Step 1:  Leading Change 

Purpose

Leadership defines the Burning Platform (the case for action), develops the Vision, Mission, Value & Goals for the organization, and aligns goals to be consistent and supportive of higher command and Air Force goals.  Enterprise value stream mapping (described later in this paper) can be used to help set that strategy.  The governance for CPI priorities and implementation should be the senior leadership for the Command, wing or center. Leadership should establish redeployment policies for personnel and resources as productivity is improved and real efficiencies are created.  Leaders must be trained on CPI tools and techniques and the role of leadership. 

Desired Outcome

A clear direction and commitment established and communicated by Leadership, rooted in Continuous Process Improvement.

Who does this/Roles & Responsibilities (Who/R&R)

Commander and his senior staff (identified in this paper as the Executive Council) with leaderships designated Change Manager for the Command, wing or center.

Step2:  Organize and Prioritize

Purpose

The purpose of this step is t0 ensure improvement process areas and associated improvement projects are linked to leadership’s strategy and priorities, improvement projects are scoped, resources are allocated, and objectives of the event are understood.  This is essentially a step involving project management activities in preparation for value stream mapping in Step 3.  The process owner is identified, core team members are identified, and black belt CPI support is committed to the project.  This step should communicate the rationale for priorities, set the vision and success factors for improvement projects, prioritize projects, get process owner and team buy-in for improvement areas, and accomplish data collection in preparation for Step 3.

Desired Outcome

Target process(es) identified and project team(s) ready to begin training and value stream mapping.

Who/R&R

Change Manager, Master Black Belt (large organizations) or Black Belt (medium to small organizations), Process Owner(s).  

Step 3:  Process Redesign

Purpose

This step is principally focused on defining the current (or As-Is) business processes and developing desired future state processes and practices to improve performance and eliminate inefficiencies.  This step can be accomplished using Value Stream Mapping, or may be accomplished through broader reengineering practices, such as Hammer Business Process Reengineering. 

Desired Outcome

· A diagram of both the Current State and Future States, and a prioritized Action Plan with goals to close the gap between the two.

· Identification of measurable performance improvements and efficiencies to be gained

· Buy-in from the Change Manager / Process Owner / Steering Team prior to implementing improvements

Who/R&R

This is the initial activity conducted by the Implementation Team, which is comprised of subject matter experts (SME) and skilled working-level employees in the target process area.  Implementation teams involved in process improvement within a shop area that does not span organization lines can work under the direction of a Green Belt CPI expert capable of employing the most basic Lean/CPI tools.  Projects spanning organizational boundaries within a wing or center can work under the direction of a Black Belt CPI expert capable of employing a range of CPI tools.  A Master Black Belt would facilitate the most complex Air Force process redesign efforts or mentor Black Belts in multiple process redesign efforts at a time.  This step typically follows classroom training on lean basics and value stream mapping techniques for the majority of process redesign projects. 

Step 4:  Improve

Purpose

Process improvements identified in the Process Redesign step are implemented via three different types of events – Do-It’s, Projects, and Rapid Improvement Events.  This step brings to bear many tools to help achieve the future state, and is the point where the action plan is executed and the gap between current and future state is reduced or closed.  An essential element of process deployment is to ensure that the workforce that must implement the change be given proper training and assistance to assure the changes are implemented and expected results are achieved.  This is especially critical for value stream mapping and improvement activities for processes that must be deployed into multiple work areas and organizations.  

Desired Outcome

· Process improvements implemented, measurable results achieved, and further opportunities for improvement identified

· Steady progress toward goals demonstrated

· Standardization is effected and processes are stabilized

Who/R&R

The Implementation Team, under the leadership of a Green Belt/Black Belt/Master Black Belt, is responsible for implementing process improvements, and tracking and communicating results.  If improvements from the redesign are to be implemented Air Force wide, the office or governance structure responsible for the process area would implement standard tactics, training and policy (TTPs) in this step. 

Step5:  Assess and Sustain

Purpose

This step ensures that change and process improvement momentum are sustained, progress is measured at repeated intervals, achievements are recognized, and action plans for future improvement are developed.  This step is critical to discovering possible reversion to old practices and ways of doing business.  

Desired Outcomes

Improvements become standardized practices and improvements are visible in the work area and performance results.

Who/R&R

Change Managers, Process Owners, and a Steering Team will be responsible for conducting a periodic heading check and adjusting accountability metrics.  The Executive Council will provide direction on personnel redeployment, establish incentives to promote, monitor progress and routinely participate on implementation teams.

Phased Approach.

Lessons learned from on-going CPI efforts within the Air Force operational support community, as well as similar change management efforts within industry, suggest a phased implementation approach.  The diagram below depicts a recommended three phase CPI evolution that a wing or center commander can use to set an implementation timeframe.  The ability to reach and sustain long-term self-sufficiency should be accomplished as early as possible in Phase 2.    

Continuous Process Improvement – Key Transformation Activities
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Initiate
	Phase 2

Accelerate
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	Leading Change
	ID Burning Platform / Strategic Goals
	Ensure Strategic Alignment and Deployment (tie process improvement to output)
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	Get Leadership Commitment
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	Improve
	Initial Rapid Improvement Events (RIE’s)
	Accelerate RIE’s
	Continuous RIE’s and Extraprise RIEs

	
	
	
	

	
	
	
	

	Assess and Sustain
	Measure Activities and Results
	Measure Enterprise Results
	Measure Extended Enterprise

	
	Sustain Gains
	Sustain Gains
	Sustain Gains

	
	
	
	

	
	Years 1-3
	Years 2-5
	Years 4-7


Phase I should be accomplished in 1 to 3 years.  It is the phase the CPI “beachhead” is established and improvement activities are focused on a more localized level.  Initial activities are focused on using the basic tools within lean, six sigma and other methodologies to achieve rapid successes and demonstrate the performance improvement potential to all members of the organization.  

· Leadership identifies and communicates the vision and strategic goals – the burning platform - to all employees, actively participates in initial enterprise VSM/A activities to understand key business processes and value created by the organization, and begins the process of establishing CPI governance and redeployment policy.

· Outside Master Black Belts are brought in to lead the initial training and rapid improvement events, and work to build internal Black Belt capabilities.

· Value stream mapping and Rapid Improvement Events within target processes are usually rather narrow in scope

Phase II should initiate around the second to third year of CPI implementation and be completed within 5 years.  It is enterprise-focused with a broad scope of implementation, and CPI activities are spread more aggressively throughout the organization.

· Leadership ensures that goals at all levels within the organization are aligned, and that governance and redeployment policy are firmly established

· Value streams include more “door-to-door” processes

· Black Belts and Master Black Belts are developed internally to lead projects, and overall efforts become self-sustaining

Phase III can initiate as early as the fourth to fifth year.  This phase focuses on the evolution of the culture and is marked by extending process improvement efforts beyond the enterprise boundaries in pursuit of improvements with strategic partners within a given value chain.

· CPI becomes part of the culture, and more advanced techniques are utilized to drive improvements

· Self-managed work teams have become firmly established

· Alignment of goals and objectives within all levels of the organization is routine

V. Implementation Approach.

Section IV of this paper described steps in prioritizing and implementing individual improvement projects and three general phases of effecting a cultural and operating style of CPI within an Air Force wing or center.  This section will list specific Air Force steps recommended to implement a common CPI methodology and operating style Air Force-wide.  

1.  Leadership training is a first step imperative.

2.  Select lead for CPI AF-wide who will report directly to SECAF and CSAF.  Establish a supporting center of expertise.

3.  Establish lead-the-fleet showcase base and areas for implementing CPI.

4.  Establish black belt training program with goal of self-sufficiency within X years.

5.  Establish a contract pool of CPI expertise to help with black belt training and CPI improvement events.

6.  Develop Air Force high level process view and Air Force senior leader’s priorities for improvements linked to Air Force strategic and core mission priorities.  Identify major process areas and owners with performance standards and goals for improvement.

7.  Define standard work and CPI as a foundational principle across the Air Force, to include a standard process for process improvement.  

8.  Communicate across the Air Force the vision and imperative of CPI.

9.  Integrate training and credentialing of CPI expertise into workforce development plans.

10.  Makes implementation and delivery of results an expectation for all Commanders. 

VI.  Organizing for Continuous Improvement.

Commanders need to have a supporting structure to initiate and institutionalize continuous process improvement to (1) ensure consistency in training and application of improvement efforts, (2) provide the requisite supporting structure to supervisors, process owners and the workforce, and (3) provide required leadership governance over process improvements. 

An Executive Council should be in place with the senior commander as chair and the commander’s senior staff or their deputies on the Council as voting members.  The purpose of the Council is to provide governance and leadership to CPI efforts within the organization.  Responsibilities of the Council include the following:

· Strategic alignment of organizational goals and objectives with Command and Air Force goals, objectives and key performance measures

· Validates enterprise-wide processes and prioritizes efforts.

· Align efforts through approval of teams and initiatives

· Makes decisions dealing with resource allocations such as manpower, facilities, and funding

· Communicates policy: i.e. model, reporting, accountability, how to deal with barriers, repercussions

· Ensure standardized deployment of CPI efforts

· Decisions on redeployment of personnel, facilities and equipment resulting from efforts

· Ensure resources are available.

· Monitor status of CPI progress via reporting tools and semi-annual assessments (i.e. maturity model, quad charts, etc.)

· Establishes incentives to promote and reward continuous improvement

A Change Manager Board is recommend to support the Executive Council.  Comprised of personnel leading CPI at all organizational levels, the Change Manager Board performs the following functions:

· Share lessons learned, express training needs, discuss resource problems.

· Review briefings and other materials en route to executive council, including proposed initiatives from process owners

A Core Team of change managers should be established consisting of a Change Manager, Master Black Belts, Black Belts, Green Belts.  Core Team make up and size will be dependent upon size, scope and activity level of organization.  The Core Team members provide training, facilitation, and support to implementation teams for a specific process improvement initiative.  Members of the Core Team and the representative percentage of an organization’s population for degrees of expertise in CPI are identified below.

Change Manager (CM):  Leader of Core Team who reports directly to the commander at his/her level.

· Full Time Position (Black Belt experience desired)

· Directs and advises core teams below their level.

· Ensures strategic alignment of efforts.

· Ensures standard deployment.  (i.e. Tools, certification, resources, reporting, etc.)

Master Black Belt (MBB):  The enterprise level black belt (BB).

· Recommend 0.25 - 0.5 % of organization’s population.

· Full Time Position (Selected from organization’s BB pool.)

· OfficerMaj to Col; Enlisted = CMSgt; Civ = GS301/13-15
Black Belt:  facilitator instructor/mentor 

· Recommend 1.0% of organization’s population.

· Full Time Position (Green Belt experience required.)

· Officer = Capt to Lt Col; Enlisted = MSgt to CMSgt; Civ = GS301/12-13
Green Belt (GB):  Basic facilitator.

· Recommend 6 – 10% of organization’s population.

· Part Time Position (expect 25 – 50% of time facilitating basic events)  Selected from Subject Matter Experts (SME) in event area 

· Officer = Lt to Capt; Enlisted = TSgt; Civ = GS301/11-12 or WG equivalent
Steering Team:  (Could be the Executive Council at Wing Level or higher) Chaired by organization’s process owner.  Monitors and supports implementation teams by providing resources and barrier removal.

Facilitator:  GB, BB or MBB with primary responsibility for conducting training events and RIE’s.   Coordinates with Change Manager, Process Owner and Team Lead.

Team Lead:  Coordinates team activities with event facilitator before and during RIE’s, and has primary responsibility for post-event follow-up activities.

Implementation Team:  Managed by the Team Leader and Facilitator.  Team composed of SMEs and skilled working level employees who have received basic CPI instruction.

Process Owner:  Senior manager responsible for the process considered for improvement. 

· Forwards initiatives to change manager board for review and Executive Council for approval. 

· Eliminates barriers

· Ensure progress

· Rewards team members

· Helps sustain changes

Workforce (White Belts).  The entire workforce should ultimately receive basic CPI instruction as described in section VIII of this paper.  The entire workforce should be involved in a process improvement effort within the second phase of institutionalizing CPI.

VI.  Lean Basic Principles, Tools and Events

Lean Basic Principles

Five key, unchanging lean basic principles are embodied in the Air Force continuous improvement principles:  Understand Value, Identify the Value Stream, Establish Flow, Implement Pull and Strive for Perfection.  
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Understand Value.  Value is specified from the perspective of the ultimate customer:  “What does the customer want?”  “Is each process step contribute value to the product (a good or service) that the customer is willing to pay for?”

Identify the Value Stream.  The Value Stream is defined as the set of actions required taking a product (a good or a service) from concept to launch and from order to delivery.

Establish Flow.  The goal of flow is to produce and move one item at a time, with each step making just what is requested by the next step.  The opposite of flow is the batch-and-queue movement of a good or service.

Implement Pull.  Pull is a system which nothing is produced by a supplier until the downstream customer signals a need.

Strive for Perfection.  Perfection is achieved when the process provides pure value, as defined by the customer, with no waste of any sort, and is realized by the progressive achievement of the first four principles.
These principles provide the overarching ideology that supports the CPI tools and techniques described in the following section and ensure our activities stay focused on achieving our goals.  These principles are interwoven throughout the transformation processes from planning and implementation through sustainment of the CPI lifecycle stages.  

The types of waste we are attempting to identify and eliminate in our Air Force process improvement efforts are as follows: injuries, defects, inventory, overproduction, waiting time, motion, unnecessary transportation, and over-processing.  Waste should be equated to anything that does not change the form, fit or function in a product (be it physical material, a capability or information) to satisfy a customer’s requirement.

Tools

The tools briefly described in this paper are based on Lean-principles and methods depicted in the Air Force House of CPI diagram below.  The goal of lean is to provide the highest quality, at the lowest cost, and provide the best delivery performance (which may be defined as shortest lead time, highest availability, 100% due dates met, etc.) by continually eliminating waste in every process.   
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AIR FORCE HOUSE OF CONTINUOUS PROCESS IMPROVEMENT

Embedded throughout the lean transformation approach are the uses of tools that expose waste in daily activities.  The cornerstone tool of the improvement process is a strategic planning tool called Value Stream Mapping (VSM).  In VSM, the change team establishes a clear vision for the model area or process.  A VSM session results in a Current State Map and Future State Map and a 6-12 month-ahead detailed Action Plan showing the prioritized and sequenced action items and events needed to move closer to the Vision (the Future State Map and the Vision become synonymous terms for the change team).  
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Standardized work is more a foundation versus a tool.  Before continuous improvement can be accomplished, work must be standardized and stabilized.  Standardized work should represent the best practice we know today and improved upon.  Elements of standardized work include (1) the pace work must be performed to keep pace with customer demand (referred to as takt time), (2) the sequence of processes and work, and (3) material needed by an individual to accomplish the work.  

Another common and early applicable tool is use of “5S
” (also referred to as 5S + 1 or 6S).  The sixth S refers to safety.  The other 5S’s are as follows:

1. Sort—Sort through items and keep only what is needed while disposing of what is not

2. Straighten (orderliness)—“A place for everything and everything in its place”

3. Shine (cleanliness)—The cleaning process often acts as a form of inspection that exposes abnormal and pre-failure conditions that could hurt quality or cause machine failure

4. Standardize (create rules)—Develop systems and procedures to maintain and monitor the first three S’s

5. Sustain (self-discipline)—Maintaining a stabilized workplace is an ongoing process of continuous improvement

Workload leveling is another feature of Lean-based process improvement.  This technique looks at the sequencing of work (by volume and complexity of the work) to allow for smaller batch size work in meeting customer demands.  “Having starts and stops, overutilization then underutilization is a problem because it does not lend itself to quality, standardization of work, productivity, or continuous improvement
.”  Workload leveling is necessary to achieve the basic lean principles of flow and pull.

Root cause problem solving can employ more or less sophisticated techniques.  A simple method to search out root cause problems is to ask the 5 Whys.  We may have measures to locate the source of problems, but asking why to delve deeper to expose systematic causes of a problem will allow other countermeasures to help error-proof future problems. 

Other ‘Basic’ Tools include Standardized Work, Total Productive Maintenance (to achieve low equipment variation and downtime), Robust Products and Processes, and early Supplier Involvement in your change efforts.  Other important ‘Delivery’ and ‘Quality’ pillar tools will be included in Rapid Improvement Events as determined by the leader-driven VSM vision. These may include 6S (Visual Management and good workplace organization), Corrective Action/Problem Solving, Theory of Constraints (identify and eliminate production constraints), Six Sigma (variation reduction and quality control); kanban, error proofing, level scheduling, Benchmarking, etc.  Each of these tools is part of the overall process improvement backbone that eliminates waste and moves the organization toward daily continuous process improvement. 

CPI Events

CPI events range from enterprise level value stream mapping and analysis, where major “door-to-door” processes are broken down and evaluated, to focused improvement events in a shop or work area.  These events are fundamental activities in CPI. 

Events will be lead by a full-time Facilitator (typically a Black Belt). The preparation time and conduct of improvement events may vary depending upon the scope of the event.  In general, CPI events should be focused and involve up to 3 weeks preparation time; up to 5 days of activity to value stream map and/or develop future state improvements, create the action plan, and implement immediate improvements; and up to 3 weeks of follow-up to work action items from the event.  Team members involved during the week of the event should be dedicated full time to the work. Pre- and post-event work will be conducted on a part-time basis.

One of the most important improvement events should be conducted with participation of senior commanders and their senior staff.  It is enterprise value stream mapping and analysis (EVSMA), which is done to understand current major processes and the current performance of the organization.  In Phase I CPI efforts, the enterprise value stream map helps senior leaders identify initial areas to focus process improvements and illustrate the performance gains possible within the organization.

Other value stream mapping and improvement events are conducted by process owners and shop/work area personnel.  Those efforts will identify specific major and incremental improvements to drive continuous performance improvements and elimination of waste.  It is highly encouraged that senior leaders participate in one to two of these events per year to better understand some of the key processes and opportunities for improvement, as well as to show leadership commitment and involvement in continuous improvement efforts.

Initial CPI efforts begin with Value Stream Mapping.  During this exercise the team develops current- and future-state value stream maps, and a detailed Lean Action Plan showing the prioritized and sequenced steps needed to achieve the future state.  This plan is then typically executed via Rapid Improvement Events (RIEs).

As the initial RIE is completed and data is gathered for a period of time (typically 4-12 weeks), subsequent RIEs will be conducted as necessary as determined by the Team and Facilitator.  These events will seek to further reduce waste in the process by implementing additional lean tools and techniques such as:

· Single-piece-flow utilizing work cells

· Pull supply system via kanbans and limiting WIP

· Measuring and producing to takt time

· Developing and deploying improvement in standard work

· Level-loading of different work tasks

· Implementing error-proofing and six sigma techniques to improve quality 

· Introducing Total Productive Maintenance practices

Planning and conducting RIEs should follow the timeline depicted in the diagram below.


VII.  Training, Education, & Certification 

Institutionalizing CPI across the Air Force will require development of internal Air Force education and training course as well assuring adequate course content and credentials for external training sources.

Classroom training is important, but experts in the field of various forms of CPI recognize the most important training is from hands-on experience.  This is especially important in developing internal Air Force ability to institutionalize and sustain continuous improvement efforts across the Air Force.  

The following combination of classroom and experiential training is recommended for certification for varying facilitator and change manager levels in an organization.  More details on training course content and summary learning objectives are outlined in Atch 1 to this document.

White Belts (general workforce training)

· Two hour minimum introductory classroom training

Green Belt (facilitator training)

· 40 hrs classroom training

·  Participation in 3 improvements events as assistant, co-lead, then lead

· Show knowledge of Basic Lean Tools and how to implement

Black Belt (Green Belt mentors and journeyman-level facilitator)

· Completed Green Belt certification

· 40 hours classroom training

· 7 additional improvement events (10 total)

· Show Knowledge of Advanced Tools and understand Enterprise approach.

· Mentor 2 Green Belts

Master Black Belt (Black Belt mentor and senior leader’s advisor)

· Completed Black Belt certification

· 10 additional events (20 total)

· 40 hours of additional training on advanced CPI methods and tools

· Show Knowledge of how to align initiatives strategically to organizational goals

Senior Leaders 

· 2 days classroom training

· 3 days Value Stream Mapping event

VIII.  Roles and Responsibilities.

Section V of this paper identified some of the key roles recommended to establish the organizational support for CPI.  This section of the paper will highlight some of the key responsibilities of leadership, individuals, and organizations.

Leadership.

Leaders play one of the most important roles in CPI.  Senior leaders are responsible for overall performance and setting the vision, the mission goals and the objectives for the organization, and establishing the ‘Burning Platform’ as a reason for transforming.  These must be aligned with higher level Command and Air Force goals and objectives.  Senior leaders are responsible for promoting and ensuring continuous improvement and excellence in all we do.  So it is vital that senior leaders lead and not delegate responsibility for the CPI efforts within the organization.

The leaders must receive training on CPI methods early during implementation.  The degree of their commitment, active participation, and communication with the workforce will dictate the speed and success of any improvement program.  The performance measurements and process improvement maturity measures used will help drive behaviors and outcomes desired in working towards organization goals and objectives.  Proper incentives and rewards must be put in place by senior leaders, to include assure proper alignment of responsibility and accountability for performance outcomes.  This needs to be communicated in an integrated transformation plan and program for the organization by senior leaders.

Individuals.

All Airmen (military and civilian) will be expected to change in a culture of continuous process improvement.  The principles of continuous improvement require everyone to think differently--to help see and eliminate waste.  It requires the active participation of everyone in the Air Force to be involved in CPI events.  It asks our people to think differently about their role and connection to the mission and goals they contribute; we must all understand the performance outcomes we contribute and the value added.  Not all of our current processes are value added, but all of our people are valuable and will likely be asked to acquire new knowledge, skills and abilities.  We will ask of our people to think outside the box, take reasonable risks, and challenge the way business is done to move us all to higher levels of performance and effectiveness. 

Organizations.

The continuous improvement methods outlined in this paper have addressed focus on a value stream.  Value streams extend beyond organizational boundaries.  Therefore, it’s important that CPI efforts seek to extend the value stream assessment and improvement efforts beyond the organization, especially in Phase II and III of CPI evolution. 

IX.  Assessment.

This section addresses two aspects of organizational assessments.  The first pertains to performance measurement and key metrics for an organization, and how they relate to the mission and objectives of the organization.  The second assessment relates to the level of maturity in CPI.  These assessments are better labeled indicators of maturityand are a means to the end of improved performance metrics.  The process improvement maturity indicators should be compared to performance metrics to assure they are driving the desired goals and objectives for senior leaders and organizations.  

Performance Measures.

There are many measures and metrics used across the Air Force by leaders and managers.  Leaders need to distill these down to a small set of key leading and lagging indicators that measure the key performance parameters for the mission of the organization.  

There are different methods to establish and align key measures within an enterprise.  The strategic alignment of key goals and measures throughout the enterprise is necessary.  A technique being used to assist with that alignment is the Balanced Scorecard.  It is described in Attachment __ to this paper.

In general, the key measures showed not only help assess current performance, but also progress towards future goals and objectives.  Akin to a pilot’s dashboard, there should be major indicators assessing the health and status of organization as well as the heading towards the desired destination for the organization.

[REWRITE THIS SECTION TO DESCRIBE AF EFFECTS MANAGEMENT PROGRAM.  BRING IN CIPT SWG EXAMPLES FOR PERFORMANCE MEASURES THAT SPAN FUNCTIONAL LINES.]

CPI Maturity Assessment.

CPI maturity assessment and measurement is recommended to assess current state and desired state levels of maturity.  Attachment 2 describes detailed measures characterizing maturity from Level 1 to a high state of CPI maturity at Level 5 which extends CPI practices beyond an organization to key partners in an extended enterprise (e.g., working with industry partners to effect CPI practices in their key areas of a value chain).  A consistent approach for measuring CPI maturity across the Air Force will allow us to consistently measure progress.  Attachment 2 measures will be refined for self-assessment use by Commanders as well as used for independent assessments of organizations.  A minimum of Level 3 maturity should be targeted in mission areas and organizations in the Air Force.  A reminder that our real goal is driving significant improvements to performance measured in our Performance Measurement system—not being as Lean or mature as possible.  Just as industry has achieved quantum improvements from CPI, we expect to see major improvements in performance and efficiencies associated with CPI maturity. 

Radar (a.k.a.,Spider) Diagram Plot of Maturity Measurements

ATTACHMENTS

Attachment 1

Training Course Summaries and Certification Levels

1. Workforce  Lean Awareness Training

-Initial New hire training


-100% of existing employees


-Annual Refresher (Do NOT do: maintain 100% trained, Update course annually)

     Take Aways:

- Why Lean                            - Language                    - Practical Exercise

- Methods                               - Success stories            - WIIFM  (Why get involved)

     Course: 2 Hour Minimum

     Deadline: 6-12 Months

2. Implementation Teams (Kick Off Mtg)

· Just in Time Training

      Take-aways:

- Team Dynamics                    - Meeting Dynamics           

- Lean Tools/Methodology     - Charter/tasking 

- Roles/Responsibilities  

· Steering Team/Process Owner

· Implementation Team

· Leader

· Facilitator

        Course:  8 Hour Minimum

3. Steering Team  

· Just in Time Training

         Take-aways:

- Roles/Responsibilities                - Charter                            - SIPOC

- Empowerment                            - Rewards/Recognition     - Participation 

- Commitment                              - Communication

- Reporting (How often, How long,)

- Team Interaction (Questions to ask, Metrics)  

Course: 3 Hours Minimum 

4.Manager Course (Branch and below)

             - First Line Supervisor       - Middle Managers

             - Interactive Course           - Optional Tour

         Take-aways: (Assumes Awareness complete)
- Alignment to BHAG

- WIIFM (Personal. Mission, Organization)

- Responsibilities

· Initiate Projects

· Support

· Sustain

- Change Management

· Burning Platform                  - Make it FUN

· Culture                                  - Motivation

· Communication

- Unions

- Rewards

- Participation in a Manager Team

Course:  4 Hours Minimum

5. Senior Managers Course (Division and Higher)



- 100% trained                    - Strategic Vision/Mission focused

     Take-aways:

- CC Introduction/Summary (30 Minutes)

- Alignment to BHAG

- WIIFM (Strategic)

- Roles/Responsibilities

· Prioritize efforts            - Support              - ROI

· Budget                           - Resources

- Infrastructure (CMs, Facilitators)

- Participation

· Steering Team

· Implementation

· Senior Team

- Rewards/Recognition

- Change management

· Communication

· Sustainment

- Metrics (Journey, Savings)

- Success Stories (Senior Level Organizations)

     Course:  2 Hour Minimum

Facilitator Certification Skill Matrix.  The items marked in each column are required by that level to the described level of skill.  Level 1 is equivalent to Green Belt.  Level 2 is equivalent to Black Belt.  Level 3 is equivalent to Master Black Belt.

Course Levels: 

0 = OJT
1 = basic instruction
   2 = intermediate instruction
        3 = advanced instruction

	 
	Facilitator Levels                             Level 1 (Green Belt) - Ability to "Do" Level 2 (Black Belt) - Ability to "Mentor"  Level 3 (Master) - "Professor Mentor"
	Fac Level 1 Course
	Fac Level 1 Follow-on
	Fac Level 2 Course
	Fac Level 3 Course

	Methodology
	 
	 
	 
	 
	 

	 
	CPI 5 Step Model
	1
	2
	3
	4

	 
	 
	 
	 
	 
	 

	Alignment
	 
	 
	 
	 
	 

	 
	AF Transformation Perspective
	1
	2
	3
	4

	 
	Vision Scope Goals
	1
	2
	3
	4

	 
	Charter Alignment
	1
	2
	3
	4

	 
	Business Case
	1
	2
	3
	4

	 
	Strategic Planning and Analysis
	1
	1
	3
	4

	 
	          Visionary Team Planning
	0
	1
	3
	4

	 
	OO-ALC Lean Perspective (BHAG)
	1
	2
	3
	4

	 
	Strategic Metrics
	0
	1
	3
	4

	 
	ROI (Throughput, Costs, Sales)
	0
	1
	3
	4

	 
	 
	 
	 
	 
	 

	Cultural Assesment
	 
	 
	 
	 
	 

	 
	Cultural Basics
	1
	1
	3
	4

	 
	Organizational Structure / Dynamics
	1
	1
	3
	4

	 
	Surveys
	1
	1
	3
	4

	 
	Interviews
	1
	1
	3
	4

	 
	 
	 
	 
	 
	 

	Customer Focus
	 
	 
	 
	 
	 

	 
	Takt
	2
	2
	3
	4

	 
	Voice of the Customer (1 on 1, Surveys, etc…)
	1
	1
	3
	4

	 
	QFD (Quality Function Deployment
	0
	1
	3
	4

	 
	SIPOC
	2
	2
	3
	4

	 
	Johari's Window
	0
	1
	3
	4


	 
	Facilitator Levels                             Level 1 (Green Belt) - Ability to "Do" Level 2 (Black Belt) - Ability to "Mentor"  Level 3 (Master) - "Professor Mentor"
	Fac Level 1 Course
	Fac Level 1 Follow-on
	Fac Level 2 Course
	Fac Level 3 Course

	Facilitator
	 
	 
	 
	 
	 

	    - Communication
	 
	 
	 
	 
	 

	 
	Opportunity Statements
	1
	2
	3
	4

	 
	Defect Definition
	1
	2
	3
	4

	 
	Negotiation
	0
	1
	3
	4

	 
	Interpersonal Communication             (Verbal / Non-Verbal)
	2
	2
	3
	4

	 
	Elevator Speeches
	2
	2
	3
	4

	 
	Walking the Talk
	2
	2
	3
	4

	 
	Networking
	0
	0
	2
	4

	 
	Bridge Building
	0
	0
	2
	4

	 
	Clarifying Roles and Responsibilities
	 
	 
	 
	 

	 
	Encouraging Full Participation
	 
	 
	 
	 

	 
	Promoting Mutual Understanding
	 
	 
	 
	 

	 
	Teaching new Thinking
	 
	 
	 
	 

	 
	Building Inclusinve Solutions
	 
	 
	 
	 

	    - Meeting Management
	 
	 
	 
	 
	 

	 
	Meeting Dynamics
	2
	2
	3
	4

	 
	(Prep, Start, ROE, End, Follow Up)
	 
	 
	 
	 

	    - Change Management
	 
	 
	 
	 
	 

	 
	How to Coach and Mentor
	0
	2
	3
	4

	 
	How to Influence Leadership
	0
	2
	3
	4

	 
	How to Instruct
	0
	2
	3
	4

	 
	Cross Organizational Teams
	0
	1
	3
	4

	 
	Exponential Comlexities of Growth
	0
	1
	3
	4

	 
	Situational Leadership
	0
	2
	3
	4

	 
	Advocate for Change
	1
	2
	3
	4

	 
	Personal Alignment
	1
	2
	3
	4

	 
	Change Management Principles
	 
	 
	 
	 

	 
	Communicating Change
	 
	 
	 
	 

	 
	Managing Resistance
	 
	 
	 
	 

	 
	Sustaining Change Principles
	 
	 
	 
	 


	 
	Facilitator Levels                             Level 1 (Green Belt) - Ability to "Do" Level 2 (Black Belt) - Ability to "Mentor"  Level 3 (Master) - "Professor Mentor"
	Fac Level 1 Course
	Fac Level 1 Follow-on
	Fac Level 2 Course
	Fac Level 3 Course

	    -Teams
	 
	 
	 
	 
	 

	 
	Conflict Resolution - Referee
	2
	2
	3
	4

	 
	Member Roles
	2
	2
	3
	4

	 
	Team Building
	2
	2
	3
	4

	 
	Team Dynamics (F,S,N,P)
	2
	2
	3
	4

	 
	Types of Teams (Steering and Implementation)
	2
	2
	3
	4

	 
	Empowerment
	1
	2
	3
	4

	 
	Facilitation
	2
	2
	3
	4

	 
	Charter Development and Usage
	1
	2
	3
	4

	 
	Cross Functional Teams
	0
	2
	3
	4

	 
	Checklist Approach
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	Principles of Lean
	 
	 
	 
	 
	 

	 
	History and Philosophy of Lean
	2
	2
	3
	4

	 
	Wastes
	2
	2
	3
	4

	 
	Value
	2
	2
	3
	4

	 
	Value Stream
	2
	2
	3
	4

	 
	Pull
	2
	2
	3
	4

	 
	Flow
	2
	2
	3
	4

	 
	Perfection (CI)
	2
	2
	3
	4

	 
	 
	 
	 
	 
	 

	Lean Discovery Tools
	 
	 
	 
	 
	 

	 
	Brainstorming - Affinity
	2
	2
	3
	4

	 
	5 Whys - Reality tree
	2
	2
	3
	4

	 
	Cause and Effect Diagram Fishbone
	0
	2
	3
	4

	 
	IPO
	2
	2
	3
	4

	 
	Walk the process (Gemba)
	2
	2
	3
	4

	 
	Force Field (Barrier) Analysis
	0
	1
	3
	4

	 
	Prioritization Matrices/Tools
	0
	2
	3
	4

	 
	Interrelationship Diagraph
	0
	1
	3
	4

	 
	Value Stream Map
	2
	2
	3
	4

	 
	       Gap Analysis
	2
	2
	3
	4

	 
	Value Stream Assessment
	0
	2
	3
	4

	 
	       Stakeholder Analysis
	0
	2
	3
	4

	 
	PICK Chart
	2
	2
	3
	4

	 
	Voting Techniques
	0
	2
	3
	4

	 
	Internal Benchmarking
	0
	2
	3
	4


	 
	Facilitator Levels                             Level 1 (Green Belt) - Ability to "Do" Level 2 (Black Belt) - Ability to "Mentor"  Level 3 (Master) - "Professor Mentor"
	Fac Level 1 Course
	Fac Level 1 Follow-on
	Fac Level 2 Course
	Fac Level 3 Course

	Lean Data Analysis
	 
	 
	 
	 
	 

	 
	Pareto
	2
	2
	3
	4

	 
	Spaghetti Chart
	2
	2
	3
	4

	 
	Takt Charts
	2
	2
	3
	4

	 
	Run Chart
	2
	2
	3
	4

	 
	Hash Mark / Stratification 
	2
	2
	3
	4

	 
	Scatter Plot
	0
	2
	3
	4

	 
	 
	 
	 
	 
	 

	Lean Design Tools
	 
	 
	 
	 
	 

	 
	Standard Work (SOP)
	1
	2
	3
	4

	 
	6S 
	2
	2
	3
	4

	 
	TPM
	0
	2
	3
	4

	 
	Visual Work Place
	2
	2
	3
	4

	 
	Mistake Proofing
	1
	2
	3
	4

	 
	Cell Design
	1
	2
	3
	4

	 
	Point of Use
	2
	2
	3
	4

	 
	Theory of Constraints
	0
	2
	3
	4

	 
	Workload Balance / Load Chart
	0
	2
	3
	4

	 
	Kanban
	1
	2
	3
	4

	 
	FMEA - Risk Analysis
	0
	1
	3
	4

	 
	SMED
	0
	1
	3
	4

	 
	Forecasting
	0
	1
	3
	4

	 
	 
	 
	 
	 
	 

	Project Management
	 
	 
	 
	 
	 

	 
	Implementation Plan
	2
	2
	3
	4

	 
	Gantt Charts
	0
	2
	3
	4

	 
	Resource Planning
	0
	2
	3
	4

	 
	Project, Kaizen, Just do it
	2
	2
	3
	4

	 
	 
	 
	 
	 
	 

	Sustainment
	 
	 
	 
	 
	 

	 
	Control Plans/Metrics
	2
	2
	3
	4

	 
	Visual Management 
	1
	2
	3
	4

	 
	Organizational Metrics (QCDS)
	0
	2
	3
	4

	 
	Radar Chart / Spider Web
	0
	2
	3
	4


	 
	Facilitator Levels                             Level 1 (Green Belt) - Ability to "Do" Level 2 (Black Belt) - Ability to "Mentor"  Level 3 (Master) - "Professor Mentor"
	Fac Level 1 Course
	Fac Level 1 Follow-on
	Fac Level 2 Course
	Fac Level 3 Course

	Other Disciplines
	 
	 
	 
	 
	 

	 - Six Sigma
	 
	 
	 
	 
	 

	 
	Description/History
	0
	1
	3
	4

	 
	Histogram
	0
	1
	3
	4

	 
	Sample Size
	0
	1
	3
	4

	 
	MSA (Measurement System Analysis)
	0
	1
	3
	4

	 
	Regression
	0
	1
	3
	4

	 
	Box Plot
	0
	1
	3
	4

	 
	Process Capability
	0
	1
	3
	4

	 
	Interactions Plot
	0
	1
	3
	4

	 
	ANOVA
	0
	1
	3
	4

	 
	Chi-Square
	0
	1
	3
	4

	 
	DOE
	0
	1
	3
	4

	 
	Simulation
	0
	1
	3
	4

	 
	SPC
	0
	1
	3
	4

	 
	Hypothesis Testing
	0
	1
	3
	4

	 
	 
	 
	 
	 
	 

	 - Bench Marking
	Formal/Informal
	0
	2
	3
	4

	 
	 
	 
	 
	 
	 

	 - IPDS
	Program Office
	0
	1
	3
	4


Attachment 2

Lean Maturity Measurement

Continuous Improvement Maturity Level Characteristics:

Level 1 – Leadership commitment and small examples of successful implementation evidenced.  No coherent plan for enterprise-wide implementation. 

Level 2 – General awareness and leadership commitment to CI practices evident.  Areas of successful implementation exhibited in the enterprise.  Enterprise-wide plan developed for implementation.

Level 3 – CI practices implemented across key mission areas of the enterprise.  Supporting structure and plan in place to grow and institutionalize CI practices across the enterprise.

Level 4 – CI practices institutionalized and sustained across the enterprise.  Use of advanced CI techniques in place within the enterprise.
Level 5 – CI practices institutionalized and sustained across the extended enterprise.

Continuous Improvement Maturity Measurement Categories:

Leadership – Clear leadership commitment and support to CI practices
Enterprise Deployment Approach – Strategy and priorities to implement CI practices across the enterprise and ultimately to the extended enterprise

Organization – Leadership structure and supporting structure of CI facilitators and experts to assist leadership and the workforce ingrain CI practices and principles
Workforce – Workforce awareness, commitment and involvement in adopting CI practices and principles, appropriate incentives in place, creation of redeployment strategies for the workforce as CI gains are achieved, and culture of continuous learning and improvement realized across the enterprise

Continuous Improvement Practices – Focus on customer value and elimination of waste, use of CI tools and practices to identify and correct root cause problems, documentation and understanding of key value chains, use of metrics and data to drive desired outcomes, planning work flows where possible and customer pull operating principles where work flow is not possible, visual management indicators where possible, and information and material at point of need/use 

Strategic Alignment – Strategic plans are embedded with CI principles, enterprise goals aligned with and support higher organization goals, voice and needs of the customer evident in strategic goals and priorities of the enterprise

Maturity Measurements

The following tables array CI maturity measurement levels with specific evaluation questions.  Evaluation questions are grouped under the maturity categories identified above.  Weights are applied to each of the questions within a maturity category area to produce a spider diagram plot (from Level 1 to Level 5).  These questions and measures are intended for enterprise level use and below the enterprise level.  Many of the questions and definitions used below are edited excerpts from the LAI Government Lean Enterprise Self-Assessment Tool, the LAI Lean Enterprise Self-Assessment Tool (LESAT), and measures currently being used to evaluate lean maturity within the Air Force Materiel Command (AFMC) Depot Maintenance Transformation (DMT) lean efforts.  The maturity measurements below go beyond simply Lean practices, therefore the term “Lean” has been replaced with the term “Continuous Improvement” or “CI.”  CI practices extend beyond Lean principles and accommodate other practices, such as Business Process Reengineering (BPR), Six Sigma practices and Theory of Constraints (TOC) practices.

1. LEADERSHIP CONTINUOUS IMPROVEMENT (CI) PRACTICES

	CI Practice
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Learning and Education in CI for Enterprise Leadership

“Unlearning” the old, learning the new
	CI basic awareness training received sporadically received among enterprise leaders
	Leaders are actively seeking opportunities to learn about CI.  There is an initial grasp of the extent of the paradigm shift for the enterprise
	The leaders are adopting CI learning and continuously applying CI principles across the enterprise
	Leaders contribute to the development/ refinement of the body of knowledge about CI
	Lesson learned in implementing CI are actively shared across the organization and within the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· A formal CI education process for senior leaders has been established

· Leaders regularly apply and use lessons learned in CI

· Majority of enterprise leaders have received significant exposure and education in CI principles, practices and behavior

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Senior Management Commitment

Senior management leading personally
	Level of commitment among senior leaders and management is variable—some endorse while others may actively resist
	Senior management buys into group commitment; senior leaders/managers who cannot or will not adapt are replaced
	CI is integral to enterprise-wide meetings, senior staff meetings, etc; senior managers personally and visibly lead CI transition
	Senior leaders are championing the transformation to CI within the enterprise
	Senior leaders and management mentor and foster CI champions internally and through the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· There is a consensus commitment supporting a transformation to continuous process improvement

· Management provides support and recognition for positive actions

· Senior management are champions in transforming the enterprise

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	CI Enterprise Vision

New mental model of the enterprise
	Senior leaders have varying visions of CI, from non to well-defined
	Senior leaders adopt common vision of CI
	CI vision has been communicated and is understood by most employees
	Common vision of CI is shared by the extended enterprise
	Stakeholders have internalized the CI vision and are an active part of achieving it

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· The role that CI plays in achieving the vision is clearly defined

· The vision has been communicated to all levels and has extensive buy-in by most employees

· The vision incorporates a new mental model of how the organization would act and behave according to CI principles and practices

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	A Sense of Urgency

The primary driving force for CI
	Scan of environment identifies threats to responsiveness and need for action
	Enterprise senior leaders develop an urgent and compelling case for CI transformation
	Urgent and compelling case for CI transformation has been communicated and the organization rallies behind it
	Urgent and compelling case for CI is expanded to and accepted by key supporting organizations
	Urgent and compelling case for CI is expanded to and accepted throughout the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· A compelling case for CI has been developed and communicated

· The implications and time scales of the vision have been translated for each area of the enterprise

· CI transformation progress is integral to leadership discussions and events

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Monitoring CI Progress

Assessing progress towards achieving enterprise objectives
	Enterprise leaders are not actively involved in the review of overall CI implementation plan progress
	Implementation plan progress is reviewed against enterprise level milestones and success criteria, for some projects
	A formal methodology is used by enterprise leaders to analyze the overall progress across all CI implementation projects.  Current plans are adjusted based on learning from CI implementations.
	Results of implementation projects are aggregated to permit reallocation of resources and to ensure on-going alignment with strategic objectives
	Senior managers monitor CI progress throughout the extended enterprise.  Results are impacting future enterprise strategic planning.

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	CI transformation progress is judged by the aggregate benefits, not individual or localized improvements

Leaders actively participate in monitoring implementation progress and addressing deficiencies within the transformation plan

CI progress reviews are documented in a common format and disseminated

	Evidence
	

	Opportunities
	


2. ENTERPRISE DEPLOYMENT APPROACH CONTINUOUS IMPROVEMENT (CI) PRACTICES
	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Enterprise-Level CI Implementation Plan

Charting the course across the extended enterprise
	Individual planning efforts are mostly bottom up initiatives with little priority or coordination established at enterprise level
	Enterprise-level view identifies CI implementation projects, which are prioritized to meet long and short-term strategic objectives
	Enterprise improvement plans are coordinated and prioritized across enterprise value stream(s), with a timeline for expected measurable results
	CI implementation plan is continuously refine through learning from implementation results and changing strategic requirements
	CI implementation plan balances mutual benefits of stakeholders across the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· A process is in place to incorporate lessons learned into the enterprise-level CI transformation plan

· The milestone targets of the CI transformation plan are broken-down by section and deployed across the enterprise

· Plans balance long-term and short-term stakeholder objectives for the best overall solution

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Commit Resources for CI Improvements

Resource provision for CI
	Little or no resources are provided for process improvement or waste elimination
	Limited enterprise-level resources are committed and often applied to the symptom rather than the root cause
	Resources are allocated as required for execution of the CI transformation plan and prioritized across the value stream
	A pool of earmarked resources is provided for CI initiatives with minimal justification required
	A pool of earmarked resources is provided for CI initiatives across the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	Resources are committed to support the level and speed of CI transformation required

Time to build on improvements by personal contribution is given at all levels

The procedure to apply for improvement resources has been simplified, and give priority to improvements that benefit multiple areas

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Development of Detailed Plans Based on Enterprise Plan

Coordinating CI improvements
	Improvements are generally optimized for individual areas and employees—cannot clearly see the links between localized and enterprise goals
	Key goals of the enterprise CI transformation plan are understood by most employees.  Process owners are involved in developing detailed plans linked to the goals/strategic objectives of the enterprise plan
	Detailed CI implementation plans supporting the enterprise level plan are developed and coordinated across processes
	Detailed CI implementation plans accounting for any interdependencies are refined and integrated across the enterprise.  Best practices are shared
	Implementation plans from extended enterprise are coordinated with and support the CI transformation plan

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Detailed implementation plans are aligned to milestone targets of the enterprise-level plan

· A process is in place to incorporate lessons learned in detailed implementation plans

· Detailed implementation plans are coordinated throughout the enterprise where shared implications exists

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Tracking Detailed Implementation

Assessing actual outcomes against goals
	Results of process improvement initiatives are observed but not quantified
	Process is under development to permit tracking and quantification of progress of the detailed CI implementation.  Data from some projects is being reviewed
	There is a project management process implemented to track progress of detailed CI projects against milestones, with feedback provided to enterprise level.  Appropriate corrective action is initiated within individual projects
	The project management process can readily assess detailed plans and can accommodate revisions mandated by changes to the enterprise level CI transformation plan
	The project management process is deployed across the extended enterprise to enable real-time tracking

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· CI initiatives are coordinated and tracked, with the individual results “rolled up” and assessed against enterprise level milestones and targets

· The responsibility and accountability for improvement success is assigned locally to enable fast corrective action on deviations from the plan

· Changes to processes/value stream map(s) are documented and updated regularly

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Structured CI Processes

Uniformity in how we get better
	Improvement initiatives are ad hoc and not data driven
	An improvement process for the enterprise is broadly defined and being selectively applied
	Systematic, structured methodology for CI and value creation is developed and deployed across many areas
	Structured CI process is deployed at all levels across the enterprise, using value analysis to target improvements
	Structured CI process is fully ingrained throughout the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· A consistent improvement/transformation approach is implemented, sustaining improvements gained

· The continuous improvement process challenges people to tackle the root cause, rather than the symptom

· CI principles are being applied to most enterprise systems and processes, using lessons learned

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Capturing Lessons Learned

Ensuring that successes lead to more successes
	Lessons learned from improvement activities are not documented, residing only in the memories of participants
	Lessons learned in some areas are documented and maintained in paper files, design rulebooks, etc.
	A formal process for readily capturing and communicating lessons learned is being applied.  Employee contributions are actively sought
	Lessons learned are consistently captured, communicated and regularly used in a structured manner.  An enterprise knowledge base is created
	A formal knowledge management process is adopted.  Lessons learned are routinely and explicitly incorporated into the formulation of new CI initiatives

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· “Best” practices, suggestions and lessons learned are maintained in a concise and clear standard format

· A formal process has been established throughout the enterprise for capturing and reusing lessons learned

· Lessons learned are periodically reviewed to maintain relevance of information kept

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Optimize the Capability and Use of Assets (People, equipment, facilities, etc.)

CI enables mission growth through the redeployment of assets
	Use of people and material assets is optimized within functional/team units
	There is evidence of ad hoc cooperation between functional/team units to eliminate waste and share resources
	An enterprise approach provides consistent and balanced asset allocation across the value stream
	As a result of the application of CI concepts and techniques, assets are freed up to be applied across the enterprise to support current or growth activities
	The ability exists to easily and quickly shift or divest resources to new opportunities

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Assets freed up from CI implementation are readily redeployed

· Workforce and its knowledge is nurtured, reallocated and maintained where possible

· Available assets and resources are coordinated throughout the enterprise to leverage resources to the maximum

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Provide Capability to Manage Risk, Cost, Schedule and Performance

Success follows effective risk management
	Programs/projects are managed and staffed as independent entities
	There is management system to monitor and control program/project performance and staffing.. Regular reviews focus on cost, schedule and performance of individual programs/projects
	Reviews assess risk within individual programs/projects and staffing is adjusted as necessary to mitigate risk
	The programs/projects are reviewed assessing the risk across the portfolio of programs/projects with appropriate reallocation of resources
	Risk abatement processes are used to optimize performance of the portfolio of programs/projects

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Program/project and process reviews have a portfolio approach to achieve enterprise balance

· A risk management process is fully integrated across the enterprise

	Evidence
	

	Opportunities
	


3.  Organizational Structure to Support Continuous Improvement

	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Enterprise Organizational Orientation

Organize to support value delivery
	The enterprise operates as functional or team silos
	Initial efforts are underway to identify functional or team barriers and understand their full implications
	Partially deployed cross-functional/cross-team processes are aligned with enterprise value streams(s)
	Extensive cross-functional cross-team processes are implemented across the enterprise.  Functional units now serve as knowledge centers for skill retention
	Cross-functional/cross-team process-based orientation is aligned across the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Functional/team barriers have been minimized

· There is extensive use of cross-functional/cross-team processes across the enterprise

· Career progression potential exists across both processes and functions

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	CI Change Agents

The inspiration and drivers of change
	Change agents are sporadically distributed, but without change authority
	There is formal identification of change agents, along with role definition, authority delegation and program of education and training for change agents
	Appropriately skilled change agents are assigned to key areas with the authority to effect changes
	Change becomes self-generating, initiated by employees as well as change agents
	Change agents are providing a critical resource of CI knowledge, skill and experience in transforming  the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· CI change agents have been designated and empowered

· CI change agents operate throughout all areas and cross-transfer CI implementation experience

· Process for developing “CI masters” and other change agents has been established

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Provide Education and Training

Just-in-time learning
	There is little coordination of education and training programs to facilitate change
	Education and training covers a set of skills required to support the CI transformation projects
	Education and training program is comprised of a balanced and sequenced set of elements to support the coordinated transformation plan
	Education and training at all levels is periodically reviewed to check alignment and suitability to the CI transformation plan
	Education and training program supports the upcoming needs of the extended enterprise transformation plan

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	Education and training programs, including refreshers, are provided on a just-in-time basis

Education and training has a balanced and sequenced set of elements to support the CI transformation plan

The application of CI principles learned in training and education is formally appraised

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Define and Develop Relationships with Stakeholders

Aligning stakeholder values through relationships that build credibility
	Some stakeholders have been identified and relationships are based on situational necessity
	Temporary relationships are established with major stakeholders to support upcoming events
	Relationships are developed and maintained with key stakeholders throughout the life cycle.  There is a plan or process to engage other stakeholders in the product/service value chain
	Relationship building is a key program/project strategy.  Stakeholder relationships are nurtured over time and foster high enterprise credibility
	Relationships have been established across the extended enterprise, are self-sustaining, and result in widespread stakeholder trust

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Relationships are defined and developed in line with the enterprise strategic plan to ensure efficient creation of value for the extended enterprise

· Stakeholders in the extended enterprise value the relationships established

· Robust relationships provide stakeholders the ability to adapt to changing requirements and unanticipated disruptions

	Evidence
	

	Opportunities
	


4.  Workforce Continuous Improvement Practices

	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Relationships Based on Mutual Trust

“Win-win” vs “we-they”
	Relationships tend to be determined by organizational role, resulting in a “we-they” perspective
	Selective application of enterprise perspective results in breaking down of organizational barriers and developing mutual trust
	Stable and cooperative relationships exist across the enterprise; cooperative relations are established with some enterprise partners
	Mutual respect and trust exists across the extended enterprise with equitable sharing of benefits from continuous improvement initiatives
	Stakeholders modify behavior so as to enhance extended enterprise performance (win-win)

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Communication barriers based upon organizational position have been significantly reduced

· Stable and cooperative relationships exist among most enterprise stakeholders

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Open and Timely Communications

Information exchanged when required
	Communication is largely top-down, limited and lagging
	Basic communication mechanisms are employed but are not uniform; communication strategy is under development
	Enterprise leaders are accessible and visible, developing two-way communications in open, concise and timely form
	Communication processes are undergoing continuous refinement and information is exchanged or can be pulled as required
	Comprehensive system of two-way communication is employed throughout the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Open and timely communications exsit among stakeholders, i.e., regular meetings with employees, newsletters, etc

· Technology has been leveraged to speed communications flow and accessibility, while filtering unnecessary communications

· Employee input is valued and plays a key part in decision-making

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Employee Empowerment

Decision-making at lowest possible level
	Centralized decision-making occurs in a hierarchical structure with limited delegation of authority
	Appropriate structure and training is being put in place to enable empowerment
	Organizational environment and management system supports limited decision-making at point of application and need
	Decision processes are continually refined to promote increased accountability and ownership at point of use
	Decision-making across the extended enterprise is delegated to the point of application

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Managers and supervisors serve as mentors and educators, promoting lower level decision-making

· The extent and types of empowerment are tailored to match the environment and people empowered

· Empowerment enables swift and effective decision-making closest to the point of use

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Incentive Alignment

Reward the behavior you want
	There is sporadic use of incentives and an awareness that some incentives discourage CI behavior
	Incentives that reward and encourage CI behavior are deployed in some areas
	Organizational leader performance reviews and employee incentives are linked directly to attainment of CI objectives
	Incentive systems successfully contribute to achievement and sustainability of CI objectives
	CI incentives are deployed, with measurable success across the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Incentive include a balance of money and non-monetary rewards/recognition to encourage CI activity

· Incentives are based on performance measures that encourage CI activity

· Incentives encourage local improvements that will benefit multiple processes or value stream performance

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Innovation Encouragement

From risk aversion to risk rewarding
	Innovation initiatives are sporadic and ad hoc; security, stability and risk aversion drive most decision-making
	Initial efforts are underway to develop systems, processes and procedures for fostering innovation
	Innovation initiatives are underway in selected areas; measures for assessing impact are in use
	Innovation initiatives are flourishing across the enterprise; prudent risk taking is encouraged and rewarded
	Comprehensive innovation program is implemented and positive results recognized across the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· The review process for suggestions has been streamlined and gives clear visibility of the progress of each suggestion

· Suggestion programs have been properly incentivized to give recognition to originators of innovative ideas

	Evidence
	

	Opportunities
	


5.  CULTURE OF CONTINUOUS IMPROVEMENT PRACTICES

	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Understanding the Current Value Stream

How we now deliver value to customers
	The documented process flow differs from the actual flow.  There is an initial understanding of the need for formal mapping and analysis
	Key stakeholders and what they value are identified.  Present processes are mapped and initial analysis is underway
	Principal current value stream(s) are defined, allowing the identification of critical interactions.  Significant opportunities for eliminating waste and creating value are identified and aligned with the strategic objectives
	Depth and breadth of knowledge of value stream elements and supporting processes exposes interdependencies across the enterprise
	Updated value streams and their interdependencies are evaluated across the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· A formal process has been established for identifying customer and stakeholder value

· The practice and language of value stream mapping is recognized as an important part of an iterative improvement process

· Current value streams of major customers/product lines have been mapped, and hand off point s and interfaces clearly defined

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Enterprise Flow

“Single piece flow” of materials and information
	Material and information flows are disjointed and “optimized” process by process.  “Push” mentality prevails
	Some primary flow paths have been overhauled to overcome significant barriers to flow
	Primary flow paths are simplified and aligned to the value streams(s), which allows information and material to flow as required
	Material and information flow seamlessly throughout the enterprise
	Material and information flow seamlessly and responsively throughout the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Information flows have been rationalized to assure interoperability among enterprise elements

· Material flow paths have been simplified and shortened to enhance flow

· Information and material flows are responsive to stakeholder needs

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Designing the Future Value Stream

Value stream to meet the enterprise vision
	Management understands that the present processes do not meet the future CI enterprise objectives
	A concept for future value streams(s) design has been created based on balanced stakeholder requirements
	Future value streams(s) are developed which encompass future enterprise goals and satisfy stakeholder requirements
	Future value stream(s) are refined to accommodate a changing environment
	Future value stream(s) are refined to dynamically accommodate a changing environment across the extended enterprise

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· A forma process has been established to identify how the enterprise can best deliver value to customers and stakeholders

· The future value stream(s) reflects new and improved ways to realize value and minimize non-value adding activities

· Future value stream(s) designs have been generated for the primary value stream(s) and their supporting processes

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Standard Work Processes

Work sequence and times documented and followed to meet customer needs
	Work standards are developed for limited number of areas within the enterprise
	An enterprise strategy to establish work standards to effect best practices and leading areas are implementing work standards
	Work standards implemented across key value chain areas, especially in processes involving repeatable activities
	Work standards are continuously improved within the enterprise and help drive achievement of zero defects and achievement of performance goals
	Work standards are establish and shared across the extended enterprise to meet customer needs

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Standard work is documented and followed within the enterprise

· Standardized work helps eliminate waste and unnecessary handoffs and motion within the enterprise in delivering customer value

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Visual Controls

Ability to see performance and waste in the enterprise
	Visual control methods are established in isolated areas within the enterprise
	An enterprise approach for visual controls is established and leading areas are using visual control methods to achieve enterprise performance targets and reduce defects
	Visual control methods are exhibited and used across all key processes within the enterprise to achieve enterprise performance targets and reduce defects
	Visual control methods are applied across the enterprise with real-time actions taken by the workforce and management to reduce defects
	Visual control methods and pull signals are used across the extended enterprise to eliminate waste in the value stream and reduce defects

	
	               C         D
	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· Visual controls are readily apparent and provides timely information to the workforce and management on workflow abnormalities

· Reduction in tracked defects and improvement in performance measures

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Resources at Point of Use
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	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· 

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Supplier Relationships
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	              C         D
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	               C         D
	               C         D

	CI Indicators

(Examples)
	· 

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Right-Sized, Organized Facilities and Equipment
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	              C         D
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	CI Indicators

(Examples)
	· 

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Use of Process Control Mechanisms 
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	CI Indicators

(Examples)
	· 

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Use of Constraint Analysis Techniques
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	              C         D
	                C         D
	               C         D
	               C         D

	CI Indicators

(Examples)
	· 

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Total Cost Management and Control

Total cost of the value chain optimized 
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	CI Indicators

(Examples)
	· Migration from budget management to cost management focus across the enterprise



	Evidence
	

	Opportunities
	


6.  STRATEGIC ALIGNMENT CONTINUOUS IMPROVEMENT PRACTICES

	CI Practice
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Integration of CI in Strategic Planning Process

CI impacts value delivery in terms of cycle time and capability
	Concepts and benefits of CI principles and practices are not evident in culture or strategic plans
	CI is recognized, but relegated to lower levels of the enterprise and application is fragmented
	The value implications of CI are understood and CI implementation plans are formulated, but tot integrated into the strategic plan
	Transitioning to CI is adopted as a key enterprise strategy and included in the strategic plan
	Strategic plans leverage the results of CI implementation to achieve shorter cycle times and affordable capability
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	CI Indicators

(Examples)
	· CI implementation is included explicitly in the enterprise strategic plan

· Strategic planning makes allowance for anticipated gains from CI improvements

	Evidence
	

	Opportunities
	


	CI Practice
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Focus on Customer Value

Customers pull value from the enterprise value stream
	Means of defining value to customers(s) is informal and unstructured
	Structured process for defining value is applied to selected customers
	How the enterprise can best contribute to customer’s success is well defined and incorporated into most projects/programs
	Customer definition of value strongly influences the strategic direction
	Enterprise processes are enhanced, as customer value becomes the predominant driving force throughout the extended enterprise
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	CI Indicators

(Examples)
	· Enterprise employs a formal process for determining customer value

· The enterprise understands what constitutes success for its customers

· A formal process exists to measure and assess customer satisfaction

· Customer value strongly influences policies, practices and behavior

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Leveraging the Extended Enterprise 

Value stream extends from customer through the enterprise to supporting organizations
	Relations between organizations reflect “we-they” mentality
	Initial opportunities identified for establishing extended enterprise linkages
	Strategic planning process explicitly includes consideration of key stakeholders in value streams
	Integration and balancing of stakeholder values are achieved via collaborations between supporting organizations and strategic partnering
	Integration of the extended enterprise contributes to innovation, value delivery, responsiveness and affordable capability
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	CI Indicators

(Examples)
	· Strategic planning is strongly influenced by stakeholder and customer value

· Strategic planning encompasses the total enterprise, including customer, alliances/partners, employees and supporting organizations

· Risk and responsibilities are apportioned when leveraging the extended enterprise partners

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Performance Measures

Performance measures drive enterprise behavior
	Performance measures are ad hoc, inconsistent and focused on functional areas rather than value streams
	Baseline performance measures are established to stimulate progress towards the CI future state and are visible throughout the enterprise
	Performance measurement system uses a minimal and balanced set of measures based on strategic objectives and aligning local with enterprise metrics
	Measurement systems and target setting pulls performance improvement throughout the enterprise
	A common target setting and measurement process pulls performance improvement across the extended enterprise
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	CI Indicators

(Examples)
	· A balanced and minimal set of performance measures are used to track CI implementation progress towards the strategic direction

· Performance measures used assure that local and enterprise measures are aligned

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Development of Detailed Plans Based on Enterprise Plan

Coordinating CI improvements
	Improvements are generally optimized for individual areas and employees cannot clearly see the links between localized and enterprise goals
	Key goals of the enterprise CI transformation plan are understood by most employees.  Process owners are involved in developing detailed plans linked to the goals/strategic objectives of the enterprise plan
	Detailed CI implementation plans supporting the enterprise level plan are developed and coordinated across processes
	Detailed CI implementation plans accounting for any interdependencies are refined and integrated across the enterprise.  Best practices are shared
	Implementation plans from extended enterprise are coordinated with and support the CI implementation plans
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	CI Indicators

(Examples)
	· Detailed implementation plans are aligned to milestone targets of the enterprise-level plan

· A process is in place to incorporate lessons learned in detailed implementation plans

· Detailed improvement plans are coordinated throughout the enterprise where shared implications exist

	Evidence
	

	Opportunities
	


	CI Practices
	CAPABILITY LEVELS

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	Impacting Enterprise Strategic Planning

Results lead to strategic opportunities
	Results of CI implementation are not fed back to strategic planning process
	Benefits of CI implementation are beginning to influence the strategic planning process
	Senior management considers potential impact of performance improvement initiatives in its assessment of new organizational or program opportunities
	Forecast improvements from CI implementation are incorporated into enterprise planning and budgeting decisions
	Senior management integrates forecasted future results of CI implementation in its assessment of new opportunities and future organizational needs
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	CI Indicators

(Examples)
	· Business results reflect improvements resulting from CI implementation

· Strategic planning makes allowance for anticipated gains from CI implementation

· Gains realized from CI implementation are leveraged to achieve value to the customer and employment stability

	Evidence
	

	Opportunities
	





























Industry examples source: Mr George Koenigsaecker
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� The Toyota Way, by Dr Jeffrey Liker, pg 115
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