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Welcome to the FPN/HRN webinar. We will
be getting started shortly.
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Lean Ops at San Francisco Ballet:
An Interview with Kim Ondreck Carim, CFO
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What Is Lean Ops?



What Is Lean Ops?

Lean Ops Is the maniacal pursuit of the
elimination of waste from every process
with the ultimate goal of providing world-
class quality, delivery, and service to the
customer at the lowest possible cost.
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Doing more with more

andwidth

Improvements
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What was the impetus for bringing it to
San Francisco Ballet?



Cash Flow Trends
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Strategic Alignment

1. Strengthens the organization’s ability to execute by
selecting only a vital few breakthrough objectives that
will have a significant impact on the bottom line

2. Ensures the organization is aligned to support
mission, vision, values, and to achieve breakthrough
objectives

3. Builds lasting management buy-in and teamwork
across the institution to foster a long-term commitment
to organizational transformation, and increased
flexibility
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How Is It positioned In the
organization?

Can you walk us through the 4-part
vision for lean ops at SF Ballet?



Lean Ops Vision

it

1. The work that every one of us does is
adding valve somehow to the
organization, in support of the Ballet's
mission, at every step along the way.

» We eliminafte time-wasters (the things
that are non-value adding) as much
as possible in our work processes.
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Lean Ops Vision

SIE

2. We use our critical thinking and
creative abilities where they will have the
most impact.

>
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We complete our mundane tasks as
simply and efficiently as possible, with
few errors and less re-work. This allows
us to underfake our more complex
processes thoughtfully and carefully.
We have resources and
documentation to support the staff in
these areqs.
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Lean Ops Vision

3. All staff members are engaged with
Lean Ops.

# JStaff understand Lean Ops and
participate in Lean Ops efforts. Lean
Ops becomes a habit, not something
that takes effort. Staff are empowered
to inifiate positive change.
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Lean Ops Vision

N——_
4. With everyone thinking lean in large

and small ways, over time we will reach
our savings goal of 52 million.

"
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» We'll know what Process
Improvement Events to hold for
bigger wins.

> We'll waste less fime re-inventing the
wheel or fixing mistakes.

» We'll be using our time only on
adding value to the organization and
its consfituents
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Please walk us through the Photo
Approval Process Improvement as a
way for us to learn how this works.
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Photo Approval
Process Improvement



Project Team

Photo Approvals Process Improvement
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¥ 72 hours,

Erik Almlie

Murray
Bognovitz

Esther del
Rosario

Caroline Giese
Katelyn Harris
Kyra Jablonsky
Lauren White

Kim Carim,
Facilitator



Priorities for Process Improvements

“Kaizen” = change (“kai”) for good (“zen”)

Process Priority for Required
Step Type  Review Action

Unnecessary .

non-value add 1 Eliminate
Necessary

non-value add - Reduce

Value adding 3 Optimize

OOOOOOOOOOOOO ARTISTIC DIRECTOR 17



Process Improvement Agenda

Agree on Objectives and Propose Metrics
Agree on Scope of Process: Start and End

Define “Customers” and Value-Added
Expectations

Map Current State
Brainstorm Improvements
Map Ideal Future State
Assess Gaps

. Create Action Plan and New Process
Metrics

N T W
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Process Improvement Objectives

« Reduce the time it takes to obtain photo approvals
(cycle time and lead time)

« Eliminate/minimize non-value-add activity,
specifically waiting time

« Improve quality of images in the process

« Reduce/simplify the # of interactions

» Reduce personality-based exceptions

* Metrics
— Volume (# of images supplied)
— Number of exceptions
— Cycle time (amount of actual work)
— Lead time (cycle time plus queue time)

Standardized work for photo approvals
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Scope for Process

Start: Official AGMA or student images shot

End: Final approved images tagged in Fotoware as
approved.

Out of Scope:

Photos
organized,
tagged and
ready to use

Plan for shots Photo shoots

needed scheduled Images shot

Event photos




Photo Approval Customers

And their expectations for added value from the process

Customers Expected Value Add

Erik Almlie Pre-selection of good images; basic color correction; photographer approves image for use

Dancers Initial thoughtful and critical review by Artistic; especially for shots they are in but do not
approve (3 or more dancers)

Media/Press Timely images (ASAP); images represent current state of events on stage; quality; variety;
needs addressed quickly

Marketing Newest images are approved ASAP; images meet size/layout needs; speed of approvals;

Department/ wide variety to choose from (not piecemeal approvals)

Advertising

Helgi and Patrick

Choreographers

Social Media
(Carly and Katelyn)

Development, Board,
Volunteers

Quality images; brand representation; accurate depictions; easy access to approvals
library; pre-selection for ease of approval

Input on how ballet is represented in images

New images; very old images (deep archives); images all the time; images as fast as
possible

Available images approved in a timely manner
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Current State
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Process Mapping = Flowchart




Current Process Map

Phobr Approvai — Cument Frocess
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Start...
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Calculating Cycle and Lead Times

The team at work:
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Improvement Brainstorm
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Brainstorm Ideas for Improvement

Reduce # of
people involved

Assign and train
archive power users
in each department

that uses images

No exceptions to
Dancer 72-hour
approval window

Understanding of
sense of urgency
by approvers

No paper

approvals

Purchase and Implement Fotoware Enterprise

Choreographers
must approve photos
before leaving the
building

Direct access to
images to be
approved via

network (i.e., no

laptop)

Plan for appropriate
and required

marketing imagery in
advance

Photographers
reduce the
number of

images supplied

Photo approval
station outside
the 4% floor
studios
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Keys to the Future State

Results of the Gap Analysis

» Reduce the volume of images entering
the process

e Document and enforce clear and
reasonable expectations for approval
turn-around times

» Make it physically easier to approve
the photos

 Reduce the number of people ensuring
images are moving through the
process

SAN FRANCISCO BALLET
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Future State Process Map

Photo Agproval — Fubure State
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ldeal State Process Map
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Key Action Items

« Create technical specifications for images that photographers must
ensure all images meet before turning them over to SFB (Erik A./Kyra)

« Establish a procedure for obtaining Choreographer opt-in to photo
approvals and for scheduling an approval session prior to departure
(Caroline)

« Schedule approval session for Artistic Director at least once every two
weeks for an hour, involving Marlene when possible (Caroline)

« Calendar two week periods for Artistic approvals and communicate
between the departments when deadline is approaching; images not
reviewed will be considered approved after a review cycle has expired
(Erik A. and Caroline)

« Strict adherence to Dancer 72-hour approval window (Lauren/Kyra)

»  Supply images to be approved on a networked computer for Artistic
Director and Associate Director of the School, eliminating the need to
pass a laptop back and forth (Murray)

« Create a photo improvement station outside 4 Floor studios
*  Purchase, implement and train on Fotoware Enterprise (Murray)
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Key Metrics

To be measured now and as action items are accomplished:

Number of photos received from photographers
— Goal: Decrease # by 50% from current state

Numbers of photos received from photographers not
meeting technical requirements

— Goal: Decrease to zero
Number of photos not reviewed by Artistic/Artistic
Director within two week window

— Goal: Decrease to zero
Number of exceptions made to dancer 72-hour approval
period

— Goal: No exceptions
Number of choreographer approvals required after
departure

— Goal: Decrease to zero
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Measures of Improvement

From Current to Ideal Future State

%
- Ideal Future

Cycle Time 17-23 hours

8-10 hours
(2-3 days) +
79 hours + 72 hours
Lead Time 44-4_19 13-17
working workin
days (2+ da sg
months) y
# of People 6 4
In Process
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52% to
9-13 hours 5504
65% to
31-32 days 290
2 33%
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e Continuous Process Improvement his Weeks Status
Indicator Status
Task Lists Team Assemblé @
Team Assemblé Weekly Inspiration: Are You My Customer? Team Chéiné @
Team Chéiné 10 32 PM & Kim Ondreck Carim Team Pli& @
Teample ) The first tenet of Lean Operations is that all processes must focus on effectively delivering value to Team Relevé @
Pm::?:::izmsm your customer. We know what a process is and we know value when we see it, but how to identify
Events your customer? Team Rosters
Post an Inspiration When we look for "customers" in our infernal processes, we don't mean the
audience for ballet performances or donors or the global ballet How To Earn Points and Rewards
community. In knowledge work, we create information. The customeris
the user of the information we create. The information created should Individual Standings
‘; create positive value for its user, whomever that may be in the
organization. Organization-Wide Performance

Can you think of examples of information you create that goes nowhere?2 Or it goes to your Medrics

customer, but your customer does not use the information in a timely manner? If you can think of .
The Vision for Lean Ops at San

these examples, you may be on to places of "waste" or "non-value-added" activities to eliminate. Be X
Franscisco Ballet

brave and ask your customer what value they are deriving from your information. Is there a way that

information could be delivered only on a "pull’ versus a "push” basis? ("Pull® means that you provide .
Lean Ops Contfinuous Improvement

FAQ

the information only when it is asked for; "Push” means you provide the information whether or not it is
asked for.) Is there away you can work together to reduce the effort in creating "sometimes used”

information?

My Incomplete Tasks
This week, be inspired to provide excellent value to your customer by asking him or her how they

define value in the information that you provide to them.
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Celebrations of Staff

Celebrating Continuous Improvement: Celina Mercer
B4 5/20/2015 7:34 AM & Jennifer French Kovacevich

This week's spotlight is on Wellness Program Manager Celina Mercer, who wrote in her notes for the
Task due 7/27/15:

"Ordering an MRI requires completing lots of small steps. To minimize any room for error, | spent
my 15 minutes writing out a brief checklist of all the information and steps | need to obtain or
complete whenever | need to schedule an MRI. | made it concise and small enough to hang

by my phone for easy access!

This is important for me now because | am new. Howevwver, referring to this quick checklist each
time | do this will ensure | am consistently correct and reduce the chances of me making a
careless errors."

Though relatively new to the Ballet and the Lean Ops/Continuous Process Improvement initiative,
Celina has really embraced the concepts and jumped right intfo process documentation. As she told
me, "I'm a meticulous note-taker as is, but knowing the company was really involved in Lean Ops
encouraged me to do more. I'm not just taking notes for myself now, I'm writing them down so | could
have them for anyone else who might have to do this work."

Being a newcomer to her position, she has no shortage of ideas of processes to document. "As | learn
things, | create instructions, create lists." She has a binder of such documents started by her
predecessor, Michelle Zimmerman, and she continually revises them. "My checklists aren't static, that's
the big thing, too." And she keeps a running list of Lean Ops ideas to do, especially for while the
dancers are off on tour and she can focus on bigger projects. "There's always something | can think of
that could be leaner.”
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Findl o tem
Dve Dated W
Sunday

Sunday

Sunday
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" A Upsky

B Coroine M. Giess

B Ceino Merces

B Elzcbeth Roddy

W Evo Spllone

0 Glenn McCoy

™ ingrid Roman

B Jomes Hoslang

W Jennder Bckone

Tere Spent
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What | Dia

I completed the tosk | started loit week ond orgonized my desk in an intuifive way 0
everything has its ploce ond | will feel more of ecse dong my job. Now, to decorate...

1 continued to update ond odd to my contact st 1o make it eaner to find peopie’s
information. No more secrching for infomration in emal signature ines!

After the onnual screening on Tuesday., | wrote a guick debref with Miwe's help about
who! worked bes! and wha! could have been improved. | made this debaef into a set «
tasks as wel o2 planning fmeine for next yecr,

Created o Community Scholorship Progrom ernentation check-ist 1o help us remember
eoch year what! we need 10 prep: for the porent/student on on of the begnnn
of the school yeaor.

Took 15 Minutes to type up my process for the weekly chack run, | 050 spoie with Natal
during the weeidy chack-in cbout how we con make check cuttng day more efficient
20 we con hove o smeother check signing day.

Bonnwe ond | spent 15 minutes decussing woys, using Shorepoint and/or Tessituro, to stor
ond shore nformation mtemaly that wil help us belter manoge cur relationthips with
members of the Boord of Trustees,

Maode adifs to/updated Amy's Retail Poriner Check List w/event plonning info

After leaming the process this week. | craated o how-1o doc for entering tuition chorge:
in educction edge using groups of record,
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Overall, what has the SF Ballet gained so
far by implementing Lean Ops?

And, what do you anticipate from it in the
next 2-3 years?
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What would be your advice to other leaders about
how best to implement Lean Ops?

Can you share something you would do differently
with the benefit of hindsight?
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Your Questions and
Reflections



