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Leveraging the power of

LEAN

in local government

Lean is not a new concept and
Lean’s true beginnings are not agreed
upon by scholars. Henry Ford is the
most talked about pioneer of Lean,
likely because he became famous
and one of the richest men in the
world. After many failed attempts to
produce a vehicle, he adapted and
applied a production method that cre-
ated process flow in the early 1900s.
This type of assembly enabled him
to mass produce a vehicle that met
the price and volume demands of the
general public.

Over the next several years, the
critical elements of flow were either
lost or altered and applied ineffec-
tively. One company in Japan, in the
mid-1900s, recognized the impor-
tance of Ford’s concept and took it
to another level. That company was
Toyota. The next level was to under-
stand the importance of changing the
culture as well as creating flow. So,
they turned the flow concept into a
way of thinking throughout the entire
organization called the Toyota Pro-
duction System (TPS). The basis of
the thinking was to have everyone in
the organization focused on the cli-
ent and providing value to the client.
Through this thinking, from the CEO
to the person on the manufacturing
floor, they began the journey toward
perfection — creating a culture that
improved quality and cost, while in-
creasing the level or speed of service.

Narth Americanc began to realize

that Toyota was changing the way

customers thought about quality and
they saw this Japanese import as a
threat. In the late 1980s and early
1990s, studies and research were
under way to discover what was dif-
ferent about Toyota. James Womack
and Dan Jones headed up one of
those studies with MIT students and
compiled their findings in a couple
books. The first was The Machine
that Changed the World and the other
was Lean Thinking.

The word Lean was coined as the
methodology and thinking behind
TPS. Lean “thinking” was the break-
through we needed to understand
what the principles were behind the
concept. Uncovering that Lean was
not a tool, but a way of thinking, was
the key. It was a cultural transforma-
tion that required a structured way of
creating change to the “system” and
not just points in the system. And,
the exciting part, if done properly,
the positive results on quality, cost,
and service were maximized and the
results were sustainable because the
culture of the organization was trans-
formed to support the thinking.

What is Lean?

Lean is a philosophy and meth-
odology to maximize customer value
and staff engagement. For munici-
palities, this is about creating citizen
value while reducing the unnecessary
waste and inefficiency.

When an organization is using

the Lean approach, it is seeking to
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understand how customer value is
achieved and continuously improv-
ing the key processes to increase that
value. The ultimate goal is to ensure
perfect value to the customer through
a value creation process that elimi-
nates waste.

When understood, Lean helps to
reform the all too typical manage-
ment focus on optimizing separate
and/or individual technologies, as-
sets, and vertical departments and,
instead, directly focuses the flow of
products and services through value
streams (end-to-end processes), mov-
ing horizontally across technologies,
assets, and departments, and eventu-
ally on to customers.

Eliminating waste along an en-
tire value stream, as described in the
sidebar, instead of at isolated points,
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Value Stream Mapping

Value stream mapping is a Lean technique to document, analyze, and
improve the flow of information and/or materials required to produce a
product or service for a customer. Value stream mapping differs from the

process mapping in many ways:

1. It gathers and displays a far broader range of information than a typical

process map.

2. Itfocuses on activities, and not the people or departments.

It identifies all activities, from the request for a product or service to
the satisfactory delivery of that product or service (i.e., from receiving
of raw material to delivery of finished goods).

4, |tcreates a future state vision and a future state implementation
plan that identifies a schedule for future improvement projects, sub-
projects, and/or other events and the tools required, such as Six Sigma,
55, cells, mistake-proofing, etc., along with the effort required, key
performance indicators, and expected outcomes.

A value stream map (also known as an end-to-end system map) takes
into account not only the activity of the product/service, but the manage-
ment and information systems that support the basic process. This is nec-
essary when working to reduce cycle time, because insight is gained into
the decision-making flow in addition to the process flow.

Source: <www.isixsigma.com/dictionary/value-stream-mapping>

creates processes that require less non-
value human effort, less space, less
capital, and less time to make products
and deliver services. The result is far
lower costs and fewer errors compared
to traditional business systems.'

Why Lean Is Important in
Municipal Government?

Organizations across North Ameri-
ca have struggled to provide products
and services at reasonable costs while
continually meeting the increasing de-
mands of their clients for better qual-
ity, more flexibility, and faster service.
Local government has not been im-
mune to these pressures.

Local governments recognize that
their budgets are under increasing
pressures and that something must
change if our communities are to
remain sustainable. It is no longer
an option for local governments to
defer infrastructure needs in order
to support the day-to-day services
that citizens have come to expect.

As elected councils resist increasing

tun revenucs for municipalitica, the

1 <www.lean.org/WhatsLean>.
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requirement for local government ad-
ministrators to be more efficient with
their existing resources will be (and
is) a new reality.

To highlight this situation, the As-
sociation of Municipalities of Ontario
report “What’s Next” indicates that,
in order to eliminate the infrastruc-
ture gap in the province, it would
require an 8.35 percent increase in
property taxes sector-wide to address
this deficit up until 2025. Putting
aside whether this is feasible or the
best means to eliminate the gap, it
is indicative of the fiscal constraints
municipalities are facing.

The tools that municipal adminis-
trators have been using to date have
not been very successful. In Ontario,
for example, the most widely lever-
aged tool has been the Core Service
Review. This tool has shown to
be limited in many cases and has
not delivered the expected results/
improvements. While Core Service
Reviews generate current information
regarding the services being deliv-

ered in a municipality. this effort has
far too often become a paper exercise

where locally-elected officials, even
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when presented with opportunities to
consider such options, are reluctant
to reduce services, as cuts to these
service levels are not typically well
received by the public.

Creating Change and
Improvement

Municipal professionals need
methods of creating change and im-
provement within their organizations
that focus on doing “more with what
they have” so that resources can be
freed up to accomplish other activi-
ties. This approach enables munici-
pal organizations to sustain present
activities and/or provide breathing
room for existing services. This type
of an approach is far more palatable
and enables a “proof of concept”
model for elected officials other than
the common alternative that seeks out
increased budgets or external sources
of funding relief.

Improvement efforts in munici-
pal organizations can sometimes be
categorized as “band-aid” solutions
with the implicit knowledge that
real progress is being put to the side.
With this comes the risk that munici-
palities are only taking care of the
most immediate demands, and not
necessarily planning for the future,
let alone sustaining existing services.

The reality is that many of the
existing methods of change have
limitations and fail to provide a road
map for achieving the desired results.
Yet, the current reality and situation
require local governments to be in-
creasingly more effective at manag-
ing costs while improving services.

For municipalities, Lean rep-
resents an opportunity for service
managers to focus on better analyz-
ing business activities and assist in
making sound decisions to optimize
service delivery for the citizens of
your community. [t is important to
understand that Lean is not a solely
management-driven exercise, but
one that requires the engagement of
staff in solutions that focus on “sys-

tem” level improvements instead of
“point” improvements.

LEAN, coni’d on p. 40



EVALUATION, cont’d from p. 6

In a recent blog post, I proposed
a dozen questions that can sharpen
our evaluation. Two questions will
serve as examples. First, are your
evaluation approaches as dynamic
and adaptive as the realities you are
attempting to measure? A completely
rigid and predetermined measure that
cannot change according to context
may be a sign of an ill-fitted ap-
proach. Second, do your evaluation
approaches fit naturally with the
time frames and rhythms of the con-
texts and systems you are seeking to
change? For the early years of most
. new ventures, profit margins can be
far from robust and require patience
as a new product, clientele, or strat-
egy is developed. Effective venture
investment recognizes this and evalu-
ates measures such as profit margins
differently in year one than they do
in year five.

Finally. evaluations don’t live
outside the system, they are part of it
and are critical to the performance of
that system. A well-fitted evaluation
approach will resonate with and sub-
stantiate the work itself. We wouldn’t
think of considering our view of the
road ahead as an appendage to driv-
ing — looking at the road is a vital form
of continuous evaluation that every
driver needs and is inherent to driving.
If evaluations feel like they are being
Frankensteined onto a project or pro-
cess, it’s worth understanding why that
1s the case and could signal a misap-
plied evaluation approach.

Public officials, administrators,
and employees are accountable to
the people they represent and serve.
Measuring the performance of indi-
viduals, projects, departments, and
the systems they inhabit remains a
critical aspect of the diverse, com-
mon-good mandates they serve. Fit-
ting specific evaluation frameworks
to the contexts and problems is a re-
quirement that is becoming more im-
portant as the complexity of munici-
pal dynamics increase. It may well

be that, in such an envirenment, the

wrongly examined city is as much a
hazard as the unexamined city. MW
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LEAN, cont’d from p. 8

For too long, many municipal
organizations have dedicated signifi-
cant time and energy on “point” level
improvements that, in the end, re-
sult in a degree of “exciting chaos.”
However, these impacts made at -
the “point” may not have the same
positive impact upstream and down-
stream — thus, the citizen may see
very little positive impact and pos-
sibly see a negative impact. Inherent
within Lean is a focus on the “sys-
tem” level improvement to ensure
an organizational perspective — one
where impacts are throughout the
entire business process and the posi-
tive impacts will be measurable on
the bottom line, as well as in respect
of the quality/level of service experi-
enced by the client/citizen.

Continuous Improvement Journey

When implemented properly, Lean
can actually improve staff pride of
ownership, create a culture of working
together, and increase the organization’s
ability to do more with what they have,
while doing it faster and at less cost.

However, Lean is not a “‘one solu-
tion fits all” approach. Every orga-
nization must recognize where they
are in their continuous improvement
journey and consider a plan based on
their unique objectives/strategy and
their propensity for change. There-
fore, understanding how to apply the
concept and thinking can be a chal-
lenge for municipalities, but the re-
wards and results are worth it.

Lean is both tried and tested in the
private sector and, more recently, has
proven successful across all levels
of the public sector. Increasing num-
bers of municipalities are leveraging
the power of Lean thinking within
their organizations and, when done
correctly, are experiencing improve-
ments in their input costs, quality,
and service, as well as increased
pride of ownership of their staff.

In a follow-up article, we will
showcase several short case studies

that have demunastrated the cffective-
ness of implementing Lean in local
government. MW
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PLANS, cont’d from p. 10

Planners interviewed generally agreed
that developers have not contributed to
plan proliferation. Since they prefer sim-
pler regulations, developers generaily have
little interest in creating additional layers of
policy. Development pressure often spurs
secondary plans, but does not invariably
lead to new plans. Intense development
pressure may overwhelm a municipality’s
planning capacity, precluding creation of
secondary or neighbourhood plans. In Van-
couver, planners suggested that existing
plans guide developers’ actions, rather than
developers driving plan generation.

Conclusion

Communities across Canada are con-
tending with an increasingly complex
policy environment resulting from the
many planning documents they have ad-
opted and now must coordinate. Analysis
of interviews with planning profession-
als in Vancouver, Halifax, and St. John's
helped to illustrate the perceived roles of
various groups in creating plans. While all
participants in the planning process share
responsibility for plan creation, those
with direct control over plan development
(planners, managers, and political lead-
ers) have the greatest potential to control
the rate at which new policies are gener-
ated. Planners understand that creating
volumes of planning documents can lead
to inefficiencies. Many communities face
significant challenges in trying to coordi-
nate the number of plans at play. Poor co-
ordination of land use planning can hinder
implementation, create costly delays, and
undermine public confidence in planning,

Research on planning practice helps to
explain how those involved in local plan-
ning influence plan creation. Although
many recently developed plans responded
to expectations from other orders of gov-
ernment (such as sustainability plans for
gas-tax funding or growth plans to meet
provincial requirements), planners in-
creasingly recognize the need to find ways
to better consolidate and coordinate plans
to ensure policy coherence and effective
implementation.* MW

3 To stay updated on this project on the chal-
lenges of plan coordination, visit the project’s
website at <http://theoryandpractice.planning.
dal.ca/multiple-plans/index.htmi>.




