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Geelong Quality Council 

 

Introduction 

 

Peter Birch 

 
Operational Excellence 

Training Improvement Services 

 

 



Program Outline 
Date Philosophy/Tool Venue 

29-Oct-12 Visual Operations Shell 

28-Nov-12 Tool Box Meetings Sykes Rowing 

21- Feb-13 Lean Overview Deakin University 

21-Mar-13 5S Southern Bay Brewing 

17-Apr-13 Customer Focus Backwell IXL 

16-May-13 Value Stream Maps Deakin Uni 

14-Jun-13 A3’s  TAC 

25-Jul-13 Problem Solving  Boundary Farm 
   Olives 

13-Aug-13 Promoting Safe Working Godfrey Hirst 

  in Everyday Operations 

Sep-13 Lean – Deployment Networking opportunity Geelong Club 

 

Oct -13 Operational Excellence Barwon Water 
   Alliance 

Nov-13 Data Recording/Quality Tracking System tba 

 

 Do you know someone who is knowledgeable on the topic? 

 Do you have a workplace we could visit that showcases the topic? 



TAC 

 

Linda Carr 

Manager, Business Process Optimisation 



Client 

outcomes 

Client  

experience 

Scheme 

viability 

... provide suitable systems for the effective rehabilitation of persons 

 injured as a result of transport accidents 

 

 ... ensure compensation is suitable and just and delivered in a  

socially and economically appropriate manner 

 

... reduce the incidence of transport accidents 

 

... efficiently and speedily determine claims for compensation 

 

... reduce the cost to the Victorian community of compensation for  

transport accidents 

 

Our corporate 

goals ... 
... align with the five objects of the Act 

Our mission is to work with the Victorian community to reduce 

road trauma and support those it affects. 

 

Our vision is a future where every journey is a safe one. 

Our mission and vision ... 



Continuous Improvement at TAC 
•  About 3 years 

•  Not a “big bang” roll out 

• “CI” not “Lean” 

• Small team of 4 (ration of approx.1: 100) 

• Claims Division only (5 others) 

• Transition phase 

• Increasing acceptance 

• Lots of interest in A3 



A3 at TAC 

•  Used as a training/coaching tool 

•  Create structured problems solvers 

•  Used to report to Stakeholders 

•  Discussion about the right things to do 

•  Need to get back to “carrying it around” 

•  Authorship is sign of problem solver not 

problem ownership 
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A3 as Training Tool 
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Large Projects Mini Projects 

(Structured Problem Solving) 
Each phase has its own A3 One page A3 for whole effort 

problem:
what is the current state? What is the gap ?   Where is the pain ?

Gaol
what are we aiming to achieve. Specific Measurable Acheivable Relevant Timebound

current state - process:
Show the problem on the process map or other visual? 

Root Cause Analysis:
 Drill down on the first why to get to the real cause (ie the Fifth Why)

First Why

Second Why

Third Why

Fourth Why

Fifth Why

Second Why

Third Why

Fourth Why

Fifth Why

Second Why

Third Why

Fourth Why

Fifth Why

Second Why

Third Why

Fourth Why

Fifth Why

Root cause/s agreed to carry forward and find countermeasures for: 

First Why First Why First Why

current state - data:
Show graph/s that indicate/s the size and/or impact of the problem? 

Countermeasures:
Show the countermeasures for each root cause? 

ROOT CAUSE COUNTERMEASURE

IM P A C T  O N  E F F IC IE N C Y

E F F O R T

( $ $ ,

T im e ,  

R eso u rces

C h an g e  M g t

H IG H

L O W H IG H

P A IN /G A IN  M A TR IX  

Agreed 
countermeas
ure to discuss 

with CI 
Leader

Second Why

Third Why

Fourth Why

Fifth Why

First Why

Vote on the top first whys to take to the next level of analysis 

A question that comes from your 
problem statement

Root Cause Analysis
Fish bone to find the first whys

Proposed Future State
(show the new process)

Discuss next 
steps with CI 

Leader

In Scope Out of Scope

Machine Method Measurement

Why .. ?

Materials People Environment



A3 as Stakeholder report tool 
process optimisation A3:  Streamlined Lodgement and Eligibility – File Review ICE summary notes 

(report as at 28/07/2012 v0.2)

Leader:   Marta Czapkowski Process Owner: Bruce Crossett
Team Members:  Philippa Green & Eligibility Team Staff

             

          

problem: 

stickability strategies:

Eligibility decision making timelines are taking 13.3 days on average and should be taking 5 days or less.

Avg_days from returned claim to decision
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In scope Out of scope

Improve the Claims acceptance documentation end 
to end process.

Resolving non-process related client issues such as 
quality of external services (Police, Ambulance, 
Hospital reporting), etc

scope:

Current State Desired  State

IMPROVEMENT 
Ensure ownership 

for new process and 
manage alterations

AUTOMATE
Make changes so the new way is not 
optional Remove the option to use 

elements of the old process

INCENTIVE
 Ensure the new 

process is less work 
than the old 

AUDIT
Conduct periodic 
audits on the new 

process
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Avg_days from DOA to

Acceptance

Average days from DOA to first eligibility decision
(includes pended claims as a decision)

Average days from claim form returned to first eligibility decision
(includes pended claims as a decision)

the current average days from 
date of accident to acceptance is 

84.4 days (upward trend evident)

the current average eligibility 
decision timeframe is 13.3 days 

(8.5 days longer than desired state 
of 5 days) 

(upward trend evident)

current over processing of low 
cost, low risk claims 

same decision making process applies for:   
 emergency expense only (EEO) claims

 low cost claims 
medium cost claims 

 high cost long term claims 

Problem Statement

risk analysis

final budgetary costs $0.00 additional project costs

Managed and successfully implemented by the business with CBI support 

Eligibility 
Team 

Manager took 
ownership for 

the new 
process being 
implemented 
successfully

Saving in 2860 hours of staff effort 
that could be redirected to decision 

making.
Staff recognition that completing the 

file review process is  essentially a 
duplication of information and 

unnecessary effort on their behalf.

Team Workpractices 
amended to

reflect compulsory new 
practice

& rolled out to the team
by TM and SCO as a  

compulsory new way of 
working

Team Manager and 
Senior Case Officer 

conducted systematic 
reviews to ensure 

staff were not 
reverting back to 

previous file review 
practice

summary: The process change was the first quick win identified by the Eligibility team who took complete 
ownership ensuring the process changes were successfully implemented with no down stream 
impact to the business. The quick win involved the removal of a file review summary, which was 
essentially a duplication of information and unnecessary effort. 

The Waste-O-Meter
“You can’t improve what you don’t measure”

The Waste-O-Meter is our way of measuring hours worth of ‘WASTE’ freed up to reinvest back into

Client Experience

Client Outcomes and

Scheme Viability

Quick Win No.1. 
Remove File Review Summary 

Process Step

2860 hours removed from the process

5000 hours

4000 hours

1000 hours

2000 hours

3000 hours

current state analysis:

future state:
It was recommended that file review summary step within the Eligibility acceptance process should be removed from the end to end 
process, as  was essentially a duplication of information captured within the ICE decision file note already and was utilitiling 
unnecessary staff effort that could be redirected to making quicker decisions thus, reducing the current gap between 13 days and the 
desired 5 days. 

             INTAKE 

             SCRIPT                                            

For each stage claims advisor 

checks for modifications & 

additions to the signed, witnesses 

and dated claim form. Claims 

advisor adds further information in 

AVANTI

Start Claim Intake

* Enter basic claim 

info. Received, 

signed, witnessed, 

EEO/std (Claim 

Intake scr)

Complete Intake

* Check validation screen in 

Avanti (outside script 

process – double check)

- Confirm and update

Generate 

Decision Letter 

Index task 

appears in CM’s 

work manager

Accept, Deny or 

Pend Claim

SCO allocates 

manually to all 

staff

EEO, GEN, LOE

Accept or Deny or 

Pend claim in the 

case actions tab

Complete File Review 

Form for approval

Decision file note for 

denial 

File note for Pend

Close Index task, 

reopen in work 

manager, Index 

Claim form

Secure Print, 

Standard Print

*batches of 1-3

Put together 

decision pack 

(DVD, [privacy, 

etc)

Intake script commenced for all 

(pend, accept, deny)

DECISION MAKING 
            

           INCLUDES 

          GATHERING 

            MISSING 

        INFORMATION

Claims manager checks for 

 Proof of MVA 

 Proof of Injury 

 Proof of TAC accident

Review TAPS 

accounts, search for 

ambulance & hospital 

accounts 

Review claim form

Check if client marked 

– ‘was working at the 

time of accident’ Q.?  

(Claim Form)

Check for matching 

core data (address, 

locations, dates)

Search for Police 

Report

Review Police report

Review Phone 

Lodgement Interview 

notes

Enough info

 to make a 

decision

PEND

Further information may 

be requested:

(via p/c &/or letter)

- Police report

- Ambulance report

- Clinical notes

- Hospital notes 

- etc

Returned 

information

Is it 

sufficient?

. .

Can go back to a client 
multiple times for missing 

information

Current State Process

REMOVE
Saved approx 2860 hours 

per year

Bruce Crossett, Senior Manager of Recovery and Philippa Green, Team Manager of Eligibility 
Team, confirmed that the removal of a process step which required the team to capture 
identical information which was already captured elsewhere within Avanti,  had zero risk to TAC 
and no adverse impacts on any critical control points.

results:

2011
August September

Gemba & Process Mapping: 
sitting 

with staff from hospitals, SD, 
Admin 

and Elg to identify points of pain & 
waste in the current process & 

cycle times.  

Data analytics
First time quality assessment

CBI check and confirmed with 
Eligibility Team Manager that 
file review summary process 

step removal remained in place

GO LIVE-
process step 

removed

July

Propose and Risk 
Assessment:

Validation and Evaluation:
Identify and Measure:

Implementation schedule:

Approval sought from 
Eligibility Team Manger to 

remove the file review process 
step

Approval granted by Senior 
Manager of Recovery

Opportunities to enhance process steps to better support a TAC client’s journey

Streamlined Lodgement and Eligibility High Level Summary

SNOMED

INJURY CODING 
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DECISION 

MAKING
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PENDED 

DECISION 

PROCESS

Client calls TAC to lodge 

claim

INTERVIEW

Decision made by TAC

ELIGIBILITY

Client returns claim form
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&
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LODGEMENT

scripts

Analysis identified that Eligibility staff were required to complete identical information in 2 sections of 
avanti:

 An ICE summary (initial claims eligibility decision file note) 
&
 A File Review acceptance summary

This step in the acceptance process was identified as waste as it was an unnecessary duplication in 
information and effort.

It was also identified that Recovery claims staff were not utilising the content of the file review summary, 
that was being populated by the Eligibility Team.

Additionally, given that approx 80% of clients within Recovery are streamed to Client Assist (where staff do 
not utilise a file review process), it was confirmed that Eligibility Staff completing a File Review summary 
was an unnecessary process step.

Hours removed from the 
process have been 

confirmed and validated by 
Philippa Green, Team 
Manager of Eligibility 



“Carrying it around” 

 

Create a dialogue. 

Work the problem,  

not the A3 



A3 at Alcoa 

 

Flavio Giurco 

Manufacturing Systems Manager  

Point Henry Smelter 



Alcoa – A3 Format 



Alcoa – A3 Usage Guidelines 



A3 at Incitec Pivot Limited 

Jeff Mallen 

Business Excellence Site 

Facilitator 



BREAK OUT ACTIVITY 



Value Stream Map - Hiring 

Current State Map 

HR

Job HR JOB Recruit Develop Advert Advertise Advertise Gather Review Shortlist Review Set up Prepare interview Decide Refrence Approval Notify Contract Admin 

Vacancy Briefing Discript Approval Advert Approval Internal External Applicants Applications shortlist Interviews Questions Selection check Compliance

1 Hrs 1 4 3 3 2 2 2 7 6 7 4 2 4 5 3 1 1 1 1 1

2 Days 4 4 6 7 5 5 12 3 1 2 2 10 3 7 2 3 3 1 10

Process time = 8.1 days

Lead time = 102.1 days

 

 

MANAGER

Recruitment Process

of 2 IC

Applicants

Prep Job Des

Waiting Waiting

Reviewing 

time
Write advert

Waiting

Deciding



 Too many handoffs –         Manager’s                                                               

   HR  

   Advertising  

                              Marketing  

   

Waiting on approvals –  Advertising  

                                            Hiring  

                                           Job descriptions  

   

Time taken to -                  Short listing applicants  

   Review resumes  

   Arrange interviews  

   Working out notice  

   

HR PROCESS – “ANGRY CLOUDS” 




