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MCES’ Continuous Improvement (CI) Journey
 

2015 2016 2017 2018 

• Engaged State CI 
Office in conducting
2 kaizen events and 
provide CI training to 
80 SSBU staff 

• Launched 6 CI 
projects 

• Completed 3 
projects 

• Created and filled a 
CI Manager position 
(Cristine Leavitt) 

• Launched 15 CI 
projects (average of 
8 staff on each 
project team) 

• Completed 6 CI 
projects 

• 1 project on “Hold” 
• Trained 21 

managers in 
continuous 
improvement (8 hour 
session) 

• Launched 14 CI 
projects 

• Completed 10 
projects 

• 4 Green Belts 
certified 

• Developed a CI 
Toolbox 

• Launched 19 CI 
projects 

• Completed 13 
projects 

• 1 project on “Hold”
 
• 5 Green Belts 

certified & 1 Black 
Belt 

• Launched Project 
Spotlights 

• Enhanced & 
Expanded Toolbox 

• Developing an 
Improvement 
Network 
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What is continuous improvement? 
Continuous Improvement (CI) is an ongoing effort to improve products, services,
 
processes, and work spaces using best practices. 

Mindset | Methodology | Tools 
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   Methodology: Plan, Do, Study, Act (PDSA)
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Project Spotlights 
• Recognize a project team for improving performance 
• Enhance communication and promote awareness about ES projects 
• Close out a project and capture lessons learned 
• Foster a culture of innovation, collaboration, and continuous improvement
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C)C) ous 
IMPROV E MEN 
- lmprovin _g Everyday -

Backgro1u n d 

This p1110 ject was I au n1oh ed to i m p:11ove th1e q ILi a I ity and 
efficiency of river wate r re lated data 1oo llectJion and 
re portJin g1 pr,oce·sses_ Pr,oce·ss cha 11 e·nges p 110 m 1pti n g 
the· p1roject i 1111c l1uded: 
• Laclk of process documentat ion to ensure· data 

quality a rllid pro1vi de 1oontJin ILi ity of ope:irati on s _ 
• Unp·ublished data due t,o errors in data e11tm-y, 

transfer, and the ap'prov a I process_ 
• C ust,om1e r confus ioir111 ,on mon i f,ori 11 g1 ste1ps and 

changes_ 

A ctions Tak1e n 
• · This was ,one o f tlhe first proce·ss im1provement 

(kaiz en}1 proje·cts_ A kanz en event uses a C·ontin1L101L1s 
Improvement Faci litator who works wnth a 011oss 
ft.111ctional team 10f subje·ct matter experts to: 
1 _ D efii ne custo1m er 11eq u i rem1e nts; 
2_ Map the ' As Is" pr,ocess; 
3_ Identify pr,ooess waste·s and paiin points; 
4_ Brai111storm and p11i,orit1iz e im1provement ideas; 
5 _ rvl ap the· "To Be" proce·SS; 
6. Define performanoe measures; 
7 _ D e vel,o p an action p l an ; 
8 _ Sha re 11esu I ts with pr,oj ect stake ho I de·rs ; and 
9_ ln1plem1ent cha11g1e·s and susta·n res1L1 1ts _ 
1 CLC·onduct a lessons learned session (711 4/ '~ 6 ) _ 

• · S ·om1e key imp11oveme·111ts made: 
1 _ Defined sampling1 needs & custom1e11 requi11eme·nts 
2. Reviewed pr,oce·ss of logg1ing and ana l'yz ing data_ 
3 _ I n1 p lem1e nte d a m10 bi le· data ool le cti on system_ 
4 _ P'e normed fi e l,d testing witlh rive 11 m on ii to ming stafff_ 
5_ Defined and priornitiz ed are·as fo11 improve·ment 
6_ 10ptimiz ed 1L1se· of lab staff and m 1onit,011ing stafff_ 

Objective 

To de fine , do1cume nt imple m e nt, a nd s u sta in .a 
m o ll"e effective a nd e ffi c ie nt riv·e ll" dla ta. co lle 1ct iio n 
.an dl re po rting pro 1cess .. 

F ron1t Row 1{~ eft 1to righO: E milly R e sse ger, Arthur McGrane, 
Mal lo:ry Vanous, T yler Wli nte r., Judy Sventek 1(T eam l 1eaider) , 
and Sara la.ndgreen 
Badk Row ( left 1to right): Jenn~fier Kos1trzewslki, M1 ke Moger, 
Sarah Voth, T emi e 0 1'D ea , l isa Dyste, Matlh ew Loyas., H(jj m 
Borman-Klinhap (Faciliitato:r),. and Cristine L eavitt ( Facillita1tor) 

Res1ults 
• Reduced prooess time from 3.53 days to 5,1 days (a 

8510.4 reduction in le·ad time )_ 
• Reduced task t ime by 25°.4_ 
• Reduced data transfer err,ors from 80,000 peir month 

to ze·ro!l 
• R e duced ti me "for I oad ing ,data sheet iinfo 11m1atio n i 11to 

L I rvlS fr,om 12 n1onths to 5 m1onths _ 
• Reduced d ata re v iie·w f111om annlllally to n1,onth ly_ 

• lmple n1e nted quarte irlly m1e eting1s to e nhance· 
c 1omm1 uni cation and col I abora t ion _ 

Lesso1ns Lear1ned 
·• The ka i1z en e v ent was a ool la b o ratJiv e effort th at 

a l l1owe d us to I earn 1more aboL11t 1one· a n1otlh er1's wo Ilk_ 
• B·Y n1aking tlh e pr,ooess visib le in our swim la1ne map', 

it w as easy t,o see whe·re we coL11ld m1ake the process 
b etter_ 

·• lrnpr,o v i111g1 ou11 \ivo:irk. require·s oha111g1e , and 111otlhing1 
changes u 1111ti I we im11p le·m e nt our ·mp 11ove:me·n1t ideas_ 

·• Learde·rsh ip Slllp 'port is ornitica l in tlh is w 1ork_ 
·• Rev isitin g1 some 10f tJhe b ra1inst1ormed imp11ov e1ll1ent 

i1d ea s may be worthwhi le·_ 

Te,am !Members 

Sam Paske (Sponsor), Larry Rogacki (Sponsor), 
Judy Sventelk , K.ent Johnson, D1ave Fudhs, Jennifer 
Kostrzews ki , Terrie 0 ' 0 1ea, Emily Ressege r, Scott 
Sch 1e llhaass, Matt Loyas, Ty ler Winter, Art McGrane, 
Sue Harthun, Sarah Voth, Lisa Dyste, Malllory 
Vanous, Sara Landgreen. ike Moger, K im Bomian­
IKrinlhop {Facil itator) , a11d Cristine Leavitt (Fac11itator) 

J u ly 20 16 
M IE.TITT.OPOUTAN 
COUNCIL 
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C4 TN OUS 
IMPROV E MEN 
- Impro ving E veryday -

e .. ackg rou nd 

A WorrlkOtmf ·s am easy 1metlhod forr manage·rs to get 
feedb·ack f111om emp+oyees on lhow worrlk can be 
im1proved_ While W ·o1rk10urts typically illc lude a ll w ·ork 
witlhin a se1rrvice area, ill tlhis i111sta1lce the· WorrlkOlJllt 
focused o 1111 i m pr·ov i1n g1 i llte·rll a I comm lJlln icaU ons, a 
desired olJlltcon11e that was ·dentJified by a Laborat·orry 
Labor IMlarnageme·nt 1C·ommi1ttee_ 

Actio n s Taken 
• Collducted a \l\l'orkOurt sessiion witlh Lab staff_ 
• Staff identified 58 impr·ovement ide·as_ 
• C Iha ng es a pp roved and im1p I em ente·d we re: 

o II 11sta 11 ed a wh iteboa rrd in the I ab to com1mu 11 i cate· 
and share worrlk. related inforrn1ation_ 

o !Initiated brie·f weekly standing rn1eetings with 
se cu on staff to share· workl·oad p l ans and 
conoerns_ 

o Sample prrooessiing initJiated ·oom1rn1unication 
about special projects and sample ooncerns ... 

o Pri·oritJiz ed cr·oss- training in each lab section to 
meet the demands of the· w ·ork load and prioritJlz e 
sa mp I e turn around_ 

o Tran1sferred ·ooordinati·on of ·dai ly routine W·ork 
fron11 111anagers to Lab Technical Coordillators_ 

o Creation of tlhe 'utility' ro le· to provide addirt ional 
worlk assistance t·o n11 eet ·dai ly W·ork 111e eds_ 

Obj 1ect1ve 

Enha n 1ce intern.a l 1comm1unicatio n s w ith1iin the 
Lab Services dle p artme nt. 

Resu lts 
• .staff are· i111fo1rrn1ed about the purp·ose alld n1eeds of 

p·rojects , which i m pr·ove·s effic iencies i rn a 11 a lyz i mg 
sam11p le·s a 11 d m ee·tJing cust·om1er/ sta ke Ill o l de·r 
tu1ma roun di ex;pecta t ions _ 

• W Ill ite b oa1rd con1oe1pt has a I s·o ai died i 11 
1oom1m ILi mi catJiin g1 sp eoifi c i llform a1tion su oh as when 
an1d h·ow many samples wi l II be arl"iiving to th1e· lab,. 
a n1d req L11es ti 11 g add itJi10:11 a I he l[p to oom1p lete w ·ork _ 

• Wee·k l'y meeting1s have aided ill long-rang1e 
p la 1111n in g1 needs_ 

• 23 % i norrea se· In 1ma i 11 tai ned D e1mo1nstJrrati on of 
1Ca pa bi I ity (ID01C ) tests from1 201 6 t·o .201 7 _ 

2i0 13 
2i0 14 

2i015 
2i016, 

2i017 

I I 

13 3 
143 

155 

16·3 
Z01l 

7 .5 

8 .4 

5 .2 
23 .01 

Table 1: Th·e Wo'*10 ut took place in 20116 .. N o te a· 23%· 
increase in D:em ·on ·s tra tio n of 1Capabili'ty (D01Cs) from· 
2016 t o · 2017 .. 

Lessons Learned 
• 1C·om1n11..1rnicatJio1n1 n1eeds tlhrroughout tlhe llab are· llof 

oine siz e fits a ll alld vary based 011111 work-grolJllp_ 
• Wor'k:Ot.11ts are a gre·at 01pportiurniif:y for staff to 

p·rovi1d ·e in put all d voice tile ir coll cerll s _ 
• It W·OU Id be va I u a b·le to rev· sit the· -m1p rove rn1 ent I ist 

tlh at was g ene·rate d _ 
• Lullch was a1ppreciated and encouraged 

a tte111rda n ioe _ 
• Whi le tlhe 'l.i'iJ"Oll"kolllt 1pr·oce,ss added va lllle t·o lab 

co:rn1 m llln ication1, it wou Id h1ave be·rnefi oia I t·o have a 
111·ore foe ILi se·d w ·orkoL11t to 11 arrow the soope· a rnd be 
111·ore con oiis e witlh i1d eas and 100 ll ce r111 s _ 

Spon1sor : Dave llFuohs 
S1teer in 1g Team :: Char Colli11s, Mallo:rry Vanious, 
. 1er1id.lh Richmond , Aslh le,y Loken1sgard, 
Team1 M em1be1rs:: AJ I Lab Serrvi1Des staff 
F.acii II ii1ta 1to r :: C l"ii sti 1111e Le·aivitt 

M f.TROP 01 ITAN 
COUNCIL 
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00 I IN ous 
IMPROVE .MENT 
·- lmp1roving Everyday -

B .ackground 

O·u r M CE S ' INlatiio n a lll Polll urtant llD ~scha rge El i1m in.ation 
System1 ( N P'D 1E S) permi 1req Liii res T IR C l·ev,els in 

1:Jreatedl waste wat·e r tlh.at iis d is,clharg ed to riv·e1rs to 

hav·e l·ess tlh an O _ Q,8, mi llllig1rams per llliter of TR C _ In 

201 16 , one· p·lan1t 1ex.c·eeded th is lllev·e lll_ A root caus,e 

ana.lys is 0 1f ilthe T R 1C exoeed.anoe foundl tlh·e fol lo1wi ng 
ro oil!: causes: 1 ) i n:eff ective q u a lllity co ntro I p1rog ram f o:r 

·on-site T IR C ~·estJi1ng ,. 2) siil·os 1r·es llllting in a. lack o·f 
co·lllla lb.01railtion, a n d 3) i nad eq u1ate o pe1rato1r tJraiin ing 

resources_ Th is p·ro1ect was iin iti ailted ~o address root 

causes a n d ensu ·e we protect the e·nviron m ·ent an d 
mainta1in com1p lllia 1rnce Wiiilth ou r N IPDES permi1t 

Actions Taken 

• Eng aged a cross function a I team in i m pr·oving tlh·e 
TR1C progr.am _ 

• Reviewed perm it require m ·ents _ 

• Reviewed exis1:Jiing procenures a.nd d ·ocumenta1:Jiion 
to i1m pro·ve quality co ntro I and stand am i1ze work_ 

• Reviewed .and upd.ated joob aids_ 

• Visited s lites to o lbse rve pr·ocess,es _ 

• Developed proces.ses and procedures to fill gaps_ 

• Developed and impleme·nted a training program _ 

Objective 

• Create an effectJiive qua I i1ty cont rol program for on­
site ~otal R·es id u a I Ch lo ri ne testing ; 

• Devel·op and implement a training p·rogram1 for 
pl ant oper.ators; 

• Utill ize web-based trai n ii ng and vid·eos as job a ids in 
plant oper.ations; and 

• l1mpro1ve collaborat1ion between stakeholders_ 

s.s BU l~ecognition Ev1ent: Pictu red! left to rig hit: T heresa 
Gi~ ch 1nist, IRose Cauley, Scott Bowes, Patti !::J!.1t?J.ffi~, ·Cheryl 

Scholten 

Results 
· During the 2017 disinfection season we readied 

1 001¥0 oompliance with the MCES TRC Program and 

NPIDES permit TRC limits at B llue· Lake, Ha.stings, 
a.nd Seneca_ 

· 3,5 plant operators pe·rformed a. TRC test with 

satisfacto·ry resullts in 2017 
75o/o of plant oper.at·ors surveyed in 2017 agreed 

tlh.at the· web-based training and videos contained 

use·ful information that t hey would apply on the job_ 

Lessons Lea.-ned 
·• A n·eutralll facilitator he Ip ed us to· b elter u n·de rsta n.d 

the difilferent wo111k envi1ron1menilts andl pers1pec1:Jfives 
0 1f sta Ike h ollde·rs 1in the p·ro1ect 

• Doou m ·en1:Ji1ng standard wo1rk that is ro·uti n·e~ly 

reviewed .and conti1nuously improve di is tlh·e 
fo u nd.atio·n ·of effective pr·ooedu res 

• .A successful p lllant 01pe1rato111 tra~n 1ing 1P·rog1ram can 
be ·esta bl ishedl us in ·g1 a welb~·ased cou11se, viideos, 
lh ands-on d ·em10 nstr.atio·n , and j oib· a.ids Ii Ike program 
0 1verviews, standa1rd oper ailting p1rooedure,s an dl 
forrn1s_ 

Team Mem1bers 
Larry Rogadki (Spons.o r ), Ros.e Cauley, Dave 
G·a1r·dle n·e 111, T eriry G~1 I clh ritst, Patti .ll:!El.!JJIJ.§, Sc·ott 
J osep·h , ·Ch e111YI Sch o lnl·en, D1av·e S~mo1rns , Jay 
s .ockness 

Web·-·Base,d Course Team Mem1bers 
s .cott Bowes, Rose Cauley, Car·ol Crii1~cllh ley, P.a ttJi 
H ·e irm e an·dl Lisa Mern aua h 
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CO IN OUS 
IMPROVE ,MENT 
- lmpro1ving Everyday-

1Clla rity ,on 11lhe· p u rpios,e , di re1ction, ,and p 1riio Ii ties ,of a.n 
o,rg,anitZ,atio,n pr,om1otes em1p lo,yee confidence, 1in n ov,ation, 
prod uctiirvity, co I Ill a lb or,ation, ,eng age,m ,ent, effi ciiency, 
q u a lllity, ag i IITTfy, and cap a l:>i I ity_ Th is proJect was launched 
to: 
1 ) Align and focus staff on cUJrre·nt work prio1rii~ies, 

2) Eng,age staff in creating a sh aired visi,on o,f sucoess 
fo,r each department, and 

3) Enllh,anoe 1depa1rtm,ent com mun1icatio1ns r,egarding wlha~ 
w ,e 1dlo, with in~,ernal and 1exte11nal sta.ke·hollders_ 

Stra11legy maps ,are ,also, being used to a liign d a-11y 
deaisions and actio,n s w 1iiilth ,each de,pa rtment's v1isio,n and 
p 11i101ritJies _ T11h1e next steps f . ' is w 1ork is dlev,e lllop,i n1g1 
p,erfo,mna n ce 1meas U1r1es for ach dle1partJment _ 

<::>----------------------------------------·------------------------ -----------------------------------------------------------------<::> 

rctions Taken i 
!::: . Managers and staff were trained on th 1e wh~ whtJf, 

and how of st rategic planning_ 
!::: • Strat,egy maps w ,er,e collabo1ratively d 1eveloped and 

oom mun icated to staff for: 
6 o Support Services B us1i ness Un it 0 

o Lab Services 
o II ndu,striial Waste {IWIP'P) 
o IP"erronTiance- IExcel lenoe and ~nalytics (PXA) 
o IP'rocess Computer Group (IP'CG) 
o P'rocess Engineering , R&D, and Air 1Quality 
o Continuous Improvement 

o-----9----~~~~~tQ~-~H_i_ty _______________________ o----------------------------------------------------------------0 

Team1 Memb,ers 
Sponsors: Larry Rogacki and SSB1U Man,agers 
111 earn: All SSB U staff { 130 people) 
IF acill itat,ors: CriiisU ne Leavitt , .Joe I Bel mares, Sa1ra Sim itll 

Objective 
Devel,op strategy maps for Support Services and 
SSBU depar1:Jments that define ,a clear purpo,se, 
vision, and set pri,oriUes for the next 2-5 years_ 

CJ M anager ,Cristine Leavitt facili tated .PCG's Strategy 
.Kickoff event at lndian Mound Park 

Results 
Antic~pated benefits of this project include: 

• Providin 1g a solid foundat ion tllat will direct, guide, 
and align decisions and ,actions ,of m ,anagers and 
staff ior the next 2 to 5+ years_ 

• Wo1rk done wi 11 support 1d evel op m ent of 
penormance mea,sures_ 

• Enhanced collaboration , c 1om1mirtment, and morale 
among employees_ 

• m proved productivity and inn ovat ion_ 

A.Jug ust 20118 

L 1essons L 1eamedl 
• Stafilf were g l,ad t 10 be incl U 1dled in the p 1roce,ss and 

had a p1rofou nd r 1ol e in s h,api1ng the di recU 1on an 1dl 
vision for their 1dle1p1a1rllm1ent _ "My voic·e matters_ " 

• ll!villa n agers sh1oulld be p 1rese·nt lb1urilt not le.ad ing tlh 1e 
d is,cuss~o n to, a I lo,w for 1011lhe r vo1ic,es to be h 1ea rd_ 

• If 0 11 lo,w up is key to a,ssUJr,e th at tJlh,e '.g1r,ou1p, is 
fol l1owii1ng their purpose, vision, and p 1rior1irties _ 

• "Food was ,an appr:eciated and fun part of the, 
process!" 

MCES: Support Servi.ces Strategy ·-----

e VAll:.UE'S - l .. - • .._.,, • ""™""' .,. . ,.._.. • ~1 1:=-:.-

• t:;I p Jfj~ . ~ NUli - • ...-!ipld • Eqlllll:f .. ~ - QE;a;~~~HI: G~IL01fill "lfl7 
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For More Information
 

Cristine Leavitt, Manager, Continuous Improvement
 
Email: cristine.leavitt@metc.state.mn.us 
Phone:  651-602-8365 
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