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Objectives

Learning objectives:
1. Understand how to tailor Lean Six Sigma 

methods for a larger-scale, transformational 
organizational design project

2. Use Lean Six Sigma time study data 
collection and analysis to identify and 
quantify the impact of non-value-added 
work in transactional organizations

3. Learn how to incorporate the concept of a 
Client-Focused Team (CFT) into your 
organizational design solutions



Transformational Lean Six Sigma: 
Engaged Team Performance

1. Commit to change
2. Measure and analyze  

the process
3. Streamline the work
4. Make the work and 

data visible

5. Organize the team
6. Set team goals
7. Lead the transition
8. Sustain Lean Engaged 

Team Performance

Classic Lean Six Sigma Process Improvement
Driving to a Culture

of Performance



Transforming to a Culture of 
Lean Engaged Team 

Performance



Example 1: ENGIE Insight 
Engaged Team Performance

ENGIE Insight:
ENGIE Insight is a division of ENGIE N.A.
Data-enters millions of client utility bills per month, then analyzes 
data, pays bills, and finds ways to save money for clients

Engaged Team Performance project:
Transformed an operation with 9 functional roles and over 340 
people into 18 client-focused “vertical” teams, generating over    
$1 million in increased labor efficiency annually



The Transactional 
Time Study

Time studies in the past 
involved cameras and/or 
stopwatches…

Today’s time studies are 
self-reported on an Excel 
spreadsheet (or workflow 
system) that is specially 
designed to capture work 
types and attributes, with 
start/stop times to the 
nearest minute or second

Two women sewing machine operators being filmed for a time-motion study in 1957, from
The Kheel Center for Labor-Management Documentation and Archives at Cornell University

http://www.ilr.cornell.edu/library/kheel


The Case for Client-Focused 
Teams: A Large Time Study



Organize the Team:
Client-Focused Teams

New cubicle layout, Pilot of Client Focused Teams:



Set Team Goals:
Commit to Customers

After right-sizing the team, just commit to…

Mission 24

Allow employees to see their progress, collaborate 
together, and plan how they will get all of the work 
done in a single touch, 24 hours* from arrival.

* Or pick your own number… some client standards could/should be much quicker.



Collaborate Visually!



Make Mission 24 a Game!

Little’s Law:

TAT = Inventory / Demand

Inventory: 1,000 units

Demand: 600 units per day

New TAT = 1.67 days



Example 2: A Retirement 
Plan Provider

One of the key conclusions from the time study data was that the team members 
as a whole spent over 10% of their work time on a non-value-added task called 

“Communicate with other internal roles on client needs or preferences”!

As the company grew, they created functional roles, which eventually became silos…



Mission 24 for Retirement 
Plan Administration Tasks

They used time study data to 
right-size a pilot team for a 

specific set of clients…

The pilot team achieved 
Mission 24 in one month!

The company then deployed 
the rest of the administration 
roles into CFTs last summer.



Example 3: “Agent Focused Team”
at eFinancial, an Insurance 

Marketing Company

One Pool of Selling Agents

PI
PA

ADA ADA CM CM

Agent-Focused
Team

1. ADA works with client to 
get their physical exam 
scheduled/completed

2. CM collects requirements 
and informs client of 
underwriting progress

3. PI is a “Policy Issue 
Specialist” who tells client 
the decision, resells policy

4. PA is a “Policy Activation 
Specialist” who works with 
carrier to finish paperwork



Life Insurance Marketing 
Operational Roles and Work

One role (ADAs) had a disproportionate share of non-value-added work (in pink)



Some Roles Had Been Pacing 
Themselves…

* CM code above was a combination of ADA and CM roles from prior pages; people were already cross-trained

CM and ADA roles had over 25% excess capacity but were barely keeping up with workload 
because they had individual assignments and no visibility to a team goal of cross-leveling work



Mission 24 Backlog Reduced 
All in One Week!
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PILOT AFT 1 - Action items Due and New
(D&N Trend Chart)

Due New

Tasks were about 2-3 days 
overdue; new AFT pilot 

reduced backlogs to under 
0.25 days (2 working hours)

Transitioned the remaining 
roles to form three AFTs in 

summer of 2018 



Pros and Cons of CFTs

Pros:
CFTs build trust among a small team so that they can maintain their 
specialized roles yet cross-level daily work to get it done quickly for 
clients, which both saves time and improves customer satisfaction

Teams get to know their customers’ needs better, and that vastly 
improves quality and responsiveness as well as efficiency

Key Challenge:
CFTs require a matrix organization of leadership, training, and 
quality control in order to sustain specialized skills in each role



Leading the New Culture
of a CFT

During a tour in 2008, a leader explained how leading a client-focused team feels for leaders:

“Well, you might think this is a bad thing, but I spend a half-hour every morning to make 
sure the metrics are posted and the team sees them.  We have a team huddle to discuss the 
current status, yesterday’s performance, and any special situations.”
Heads nodded. One person commented, “Yeah, we’d never have the extra time to do that data 
work.” Just for a moment, I was worried.
But then the tour guide / leader said, “And after that, I don’t have to do anything special to 
make sure the work gets done. I don’t have to check to make sure people are working. I don’t 
have to move resources around. I don’t have to baby-sit anything or anybody. The team takes 
care of the work…”
“The difference is that I spend a half-hour on the metrics and then I get to be proactive all day. 
I get to spend the day doing my job, interacting with our customers and developing people.” 
Wow. 

From Building Engaged Team Performance, 2010



Recap: Transformational 
Lean Six Sigma for 

Engaged Team Performance

1. Commit to change. Find your inspirational purpose and build a platform for change.
2. Measure and analyze the process. Investigate the current process and customer 

requirements, and measure outcomes and work standards.
3. Streamline the work. Improve the flow of the process to deliver value efficiently.
4. Make the work and data visible. Make the new work processes, collaborative norms, 

and control measures visually obvious in the workplace.
5. Organize the team. Reorganize and right-size the team for the work.
6. Set team goals. Assess team performance and establish team goals.
7. Lead the transition. Visionary leadership must invest in the culture, developing the 

skills, tools, systems, and knowledge to move the team to the envisioned future state.
8. Sustain Lean Engaged Team Performance. Demonstrate performance over time.



Transforming to a Culture of 
Lean Engaged Team 

Performance



Objectives

Learning objectives… did we:

1. Understand how to tailor Lean Six Sigma methods for a 
larger-scale, transformational organizational design project?

2. See and discuss how three transactional organizations used 
Lean Six Sigma time study data collection and analysis to 
identify and quantify the impact of non-value-added work?

3. Learn how to incorporate the concept of a Client-Focused 
Team (CFT) into your organizational design solutions?
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