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Here at MassMutual, continuous 

improvement is our shared commitment 

to getting better together. It is with that 

commitment in mind that this tool was 

developed. The Clipboard Coach gives 

individuals insight into the foundational 

elements of the MassMutual Business 

System, providing a coaching tool  

for our continuous journey  

of improvement.



MMWay is our shared commitment to getting  
better together – how we will be the best company in 
the industry by delivering a high quality customer  
experience and helping people secure their future 
and protect the ones they love.

Purpose
The MassMutual Way is an enabler to achieving our aspirations…  
Our greatest opportunity to improve the performance of our 
company is to transform our approach to doing work, solving 
problems, managing and leading people.
 
The MMWay is fundamentally changing how we work. It is 
improving our efficiency and supporting our sales growth. It 
addresses growing consumer demand for a more responsive,  
more efficient and more engaging customer experience. It 
also offers every associate a huge learning and skill building 
opportunity and of course strengthens the future of MassMutual 
and our policyholders. This is why we are committed to  
this transformation.

People
We are better together!  Driven by purpose, vision and principles to  
deliver value to customers and create a better balanced, rewarding 
work life for each other by embedding a core set of principles into 
everything we do, every day. We get better! Everyone, every day 
– by applying proven foundations and tools, common language 
and best standards and practices to make it easier to work together, 
voice ideas, solve problems and create value.

Tips & Tricks
10 Foundational Tools of the 
MM Way Business System

	 1.	 Coaching
	 2.	 Feedback
	 3.	 Skills	Matrix
	 4.	 Visual	Management
	 5.	 Huddles/Huddle	Board
	 6.	 Problem	Solving
	 7.	 Metrics
	 8.	 Process	Confirmations
	 9.	 Standard	Work
	10.	 Leader	Standard	Work

MMWay
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Process

Actions:

Learnings:

1)

2)

3)
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Huddles are a forum where managers have 
the opportunity to communicate with their teams 
a shared vision, alignment of goals, expected 
outcomes, and coordination of demand and capacity. 
Through this communication, better teamwork, and 
accountability around targets and actions  
are realized. 

The huddle is meant to be concise, tactical in nature,  
and well organized.

Purpose
Huddles are designed to set the tone for the day and to align 
everyone  
to what is important. Huddles also:

• Strategize and plan for the day and or week
• Coordinate schedules and out-of-office
• Identify if there will be barriers to workflow for the day  
 and remove (if possible)
• Communicate adjustments to a plan
• Share communication (hot topics)
• Recognize special efforts
• Identify problems in the moment
• Share what went well or did not go well
• Discuss lessons learned and what could be improved

Tips & Tricks
5 signs of a good huddle

1.	 Learnings	from	the	previous		
day	are	shared

2.		Problem/Opportunities		
are	identified	and	captured

3.	 Individuals	are	recognized	for		
accomplishments

4.	 Leader	asks	more	questions	then		
he/she	answers	(show	humility)

5.	 Meaningful	metrics	with	targets		
are	visual

huddles

(over)
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People
Leaders set the example and model the behavior in a continuous 
improvement culture. Leading huddles, helps build momentum to  
sustain the daily practice of them. Through daily practice, leaders also help 
establish better team coordination, mutual support, and engagement from 
staff to maximize efficiencies which all lead to continuous improvement.

The leader should set the expectation that these meetings will take place 
even if they are not able to participate. Any member of the team should 
be able to facilitate a huddle.

Process
Settle on a time to meet consistently and allow for experimentation; 
it may take several tries to figure out what time is right for the team. 
Generally, huddles are 15 minutes to assure the most effective use of 
peoples time. Hold the huddle in a central location. Create an agenda 
so the topics discussed remain consistent on a daily basis. As with any 
continuous improvement effort, conducting a huddles follows the PDCA 
(plan, do, check, adjust) cycle.

Plan:
 - Define expectations: frequency, time, place, and expected participants
 - Communicate expectations and purpose to team members
 - Determine how the information will be displayed
  - Physical Huddle Board
  - E-Huddle (Huddle-up/SharePoint)
  - Create huddle agenda and post

Do:
 - Ensure all pre work for the huddle is completed before the huddle time
 - Conduct the huddle with consistency
 - Engage all members of the staff to take part

Check:
 - Do process confirmations of your huddle
 - Check to see if the team members find the huddles effective

Adjust:
 - If the huddles working well, sustain
 - If the huddles are not working well, adjust as needed  

   to ensure value

Actions:

Learnings:

1)

2)

3)
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Go See (gemba) is a term that means the actual 
place where the work gets done; the place where value 
is created (value from the customer’s perspective.)  
A go see is the action of going to where the work  
gets done to observe processes, ask questions and 
show respect.”

If problems exist in the workplace, then it is where the  
work gets done that the problems need to be solved.  
The people who do the work, the value-adders, need  
to be part of the problem solving.

Purpose
Direct observation is the key to a go see and will lead to 
understanding the current reality of a situation more clearly.  
There are multiple reasons why one should go see.

•  Observe processes to reduce waste and improve efficiencies
•  Gather information to help define or solve a problem
•  Understand how a process impacts a downstream customer
•  Engage associates in developing a problem solving mind set  

and help them understand they are the owners of the  
processes they carry out

•  Build relationship with staff, foster communication  
and teamwork

•  Help foster alignment to organizational strategies

Tips & Tricks
Go See
When	doing	a	go	see,	follow	the	PDCA	
(plan,	do,	check,	adjust)	cycle.	As	with	any	
continuous	improvement	tool,	getting		
the	most	out	of	your	go	see	will	take	
practice.	Incorporating	the	PDCA	cycle	
will	help	to	keep	you	deliberate	in	your	
method	while	keeping	the	mind	set	of	
continually	improving.

Plan:	 Understand	that	the	purpose	for	
your	go	see	is	to	learn.	Develop	
a	list	of	questions	to	ask	prior	to	
going	and	make	them	applicable	
to	the	area	you	plan	on	going	to.		
Be	open	minded	as	you	observe,	
see	where	dialogue	leads	you.

Do:	 Go	on	your	go	see.

Check:	 Ask,	did	you	fulfill	your	purpose?	
Did	the	value-adders	understand	
your	reason	for	coming?	Were	
decisions	made,	what	follow	up	is	
needed?

Adjust:	 If	the	purpose	of	you	doing	the	
go	see	is	not	getting	the	outcome	
you	want	then	adjust.

gosee (Gemba)

(over)
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People
Respect that people may be initially uncomfortable with others  
observing the processes they do and having open discussions about 
waste and non-value added steps. Respect that people need to learn new 
skills in developing a problem solving mind set and respect their opinion 
on what they see, feel, and understand about the work they do. Keep an 
open mind and understand that the observer’s role is not about giving 
orders or having all the answers but to work with and develop others in 
problem solving together and asking the questions that lead associates 
to identify and address problems. Don’t assume you know the answer 
from a distance. Encourage the associates to problem solve on their own 
and reassure them that even if they don’t get the results they expected, it 
is not a failure but part of the PDCA cycle of continuous improvement. 
Talk about your go see findings during team huddles.

Process
Always make a plan and know what your purpose is before going to Gemba. 
Develop open-ended questions to ask when you are there, document and 
share your findings. Let the people you are observing know what a go see   
is and ensure they understand that this is to evaluate what their processes 
looks like not a specific person’s performance. Be humble.

What to do during a go see:
•  Directly observe processes with the associates and look for non-value 

added waste, opportunities for improvement
•  Note if there is visual evidence of a team or individual working to a 

standard and if not, ask why
•  Ask open-ended questions to prompt thinking by the associate(s) on  

how to improve the process
 - Why do you do this
 - How do you know it’s a problem
 - What have you seen
 - What happens when you…
•  Applaud successes
 - Recognize all improvements and suggestions
•  Document your visit
 - What did you see, hear, and discover
 - What actions will be done, by who, and by when
 - Follow up on previous visits findings to ensure action(s) decided  

   upon are being done and what the results are

Actions:

Learnings:

1)

2)

3)
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Metrics play a big part of a  
continuous improvement culture.  
Objective and fact based, metrics help us understand 
where we are as an organization in regards to quality, 
performance, progress, customer and employee 
satisfaction, and the effectiveness of improvement 
efforts. Metrics tell the story of where we have been, 
where we are headed, whether or not something is 
going wrong, and when we reach our targets or not.

Purpose
Metrics define where we are now (current state) and where we 
want to be (target state.) They tell us where we have a problem, 
what the problem is, and when the problem has been resolved. 
Without metrics, organizations spin in circles having no focus  
or direction.

People
Organizational metrics drive what people should be focused on;  
they are an indication of what the priorities of the organization are. 
All staff should be aligned with and know what the goals of the 
organization are. They should grasp why things are measured, why 
they are measured in a certain way, what the measurement means, 
and why the measurement is important. Metrics must be clear and 
relevant to the people using them. If the metrics are unclear and not 
relevant, people will become disconnected, will not understand how 
their work affects the organization, and will not know the overall 
importance of improvement work. It is leadership’s role to ensure 
that metrics are understood by everyone. 

If data is collected manually versus through a system, the accuracy 
of the data is dependent upon the individuals inputting information 
electronically, filling out survey’s, or by documenting the 
information needed through tally sheets or checklists.

Tips & Tricks
Effective Metrics Are:

1.	 Clearly	defined

2.		Understood	and	used	by	all	employees

3.	 Shared	with	everyone

4.	 Relevant	and	aligned	to	the	priorities	of	
the	organization

5.	 An	important	part	of	all	improvement	
work;	base	line	of	current	conditions	
and	establishing	targets

meaningfulmetrics

(over)
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Process
Key categories where meaningful metrics are found:
•  Timeliness
•  Cost
•  Employee Engagement
•  Customer Satisfaction
•  Quality

Metrics can be found in various applications such as:
•  CATs
•  Problem Solving Database
•  STAR Database
•  DPA (Desktop Production Analytics)
•  Vision Critical

They can also be manually collected through the use of:
•  Tally sheets 
•  Check lists 
•  Surveys

How to define metrics:
Clearly defined metrics result in consistency and accurate data. Anyone 
should be able to measure and it is important that the measurement be 
done the same way every time.
•  Name of metric – what are you measuring
•  Definition – specific and detailed. Similar to a word problem.  
    For ratios, define both numerator and denominator
•  Source, who, how, frequency, baseline, target

Actions:

Learnings:

1)

2)

3)
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Visual management is the method of making 
important information visual. A key component in a 
continuous improvement culture, visual management 
is a tool used to support a transparent culture. 
Making things visual opens the way for problem 
solving. You can’t fix what you can’t see. Visual cues 
enable understanding at a glance. They also allow  
for alignment and are a simple way to share with  
and engage staff.

Purpose
Visual management is a tool used that depicts current state and 
highlights the success of continuous improvement efforts. Some of 
the most commonly used visual management tools include:

• Daily huddle and/or pacing boards
• Problem solving boards
• BHAG tracking
• Leader standard work boards
• Skills matrix
• NIGO tracking
• Organization vision/mission
• Recognition

People
Visual management as with other continuous improvement 
techniques should be a team effort.
• Ask staff what is important to them and what they would like 

to have for visuals; communication or kudos boards, training 
materials or standard work, problems solved or benefit  
of a solve, etc.

• Empower the staff to own the development of the visuals
• Engage staff to use and update the visual wall regularly
• Help associates understand why making it visual is  

valuable to them

 Tips & Tricks
Effective Visual Management is:

1.	 Simple	and	easy	to	understand

2.		Clutter	free

3.	 Associate	led;	make	it	a	team	effort

4.	 Relevant;	what’s	happening	now

5.	 Inspiring;	show	trends	over	time

visualmanagement

(over)
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Process
There is not a scientific process on how to create visual management, 
however there are best practices that are used to make your visual 
management most effective. Start by:

 1. Looking around the area and deciding where you want Visuals

 2. Identifying the key performance indicators (KPIs) for the  
 business area

 3. Determine how information about KPIs will be made available

 4. Determine the target audience for the information (current team,  
 manager, next tier level manager, etc.)

 5. Determine the frequency for data collection (normally daily,  
 weekly or monthly)

 6. Identify the individual(s) responsible for collecting the data,   
 designing the visuals, creating/updating the visuals and creating  
 standard work for how the data is collected

 7. Be creative, find individual(s) who enjoy being artistic outside  
 their job. Give then the opportunity to bring that passion to the  
 work they do at MassMutual

Actions:

Learnings:

1)

2)

3)
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Standard work is critical to continuous 
improvement as it provides the foundation for 
improvement. Standard work removes variation from 
a specific process and establishes the baseline from 
which improvements take place. Standard work is the 
agreed upon “best practice” of how to perform  
a process or task.

Purpose
The benefits of creating and using standard work include:
•  Consistent performance
•  Higher level of repeatable quality
•  Enables balancing for the team
•  No searching for information

Standard work ensures that associates and managers are 
working on the most impactful activities that are valuable to the 
organization and the customer.

People
Value-adders: the people who do the process, are the experts and 
should be the ones to create the standard work for the processes they 
do. Working corroboratively with process owners and/or teams helps 
with gaining agreement.

 Tips & Tricks
Standard work can be  
categorized into three types:

1)		Standardized Work: A	high	level	
description	of	each	work	activity		
based	on	the	end	to	end	process		
flow.	Standardized	work	specifies	cycle	
time,	Takt	time,	the	work	sequence	
of	specific	tasks,	and	the	minimum	
inventory	on	hand	needed	to	conduct	
the	activity.

2)		Standard Work: Standardized	
instructions	developed	and	posted	
at	operation/function	level.	Used	for	
quick	reference	and	based	on	a	high	
level	view	of	the	process.	Provides	a	
sequence	of	events	and	total	time	for	
the	completion	of	the	event.

3)		Standard Operating Procedures:		
Detailed	instructions	for	operations	
and	training.	These	instructions	are	
written	at	the	keystroke	level.	SOPs	are	
the	primary	instrument	for	training.

standardwork

(over)
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Process  
Standard work has four main parts: 
Sequence of activities – The steps in which the work is processed
Key points or best practices – Defined by the team - for the team - then 
shared so it’s easier for everyone to perform the process
Time per activity – How long each step should take
Process to update and refine – Method to continually improve upon the 
process and to easily identify deviations from the documented standard to 
bring into problem solving

1. Observe the process to gain an understanding of the general flow
2. Capture the process steps with multiple process owners
3. Inventory and document the best practices
4. Capture 5 to 10 time studies to establish actual event timing
5. Populate process steps and timings on Standard Work Template
6. Confirm newly created standard work 5 to 10 times through process  
 confirmations with multiple process owners or review as a team  
 to gain agreement
7. Publish and post newly updated standard work
8. Begin the PDCA cycle thru the regular scheduling of  
 process confirmations

Actions:

Learnings:

1)

2)

3)
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Voice of the customer (VOC) is a term used 
in business to describe the process of capturing a 
customer’s expectations, preferences and aversions. 
Voice of the customer is a method for collecting data 
that clearly captures what the customer wants and 
does not want. 

Purpose
MassMutual’s continuous improvement effort is an enterprise wide 
journey to create a culture that is relentlessly focused on the voice 
of the customer (VOC) and enabling that voice to drive how we 
operate as a team, day in and day out. This data then identifies key 
areas where the customer experience can be improved.

People
It is recommended that you check with marketing to seek out 
existing studies or research that may already exist as well as 
additional facilitation tips for focus groups. In addition, if you are 
collecting voice of the customer from field partners, reach out to 
Sales Communications to ensure scheduling conflicts are avoided. 
It may also be prudent to interview multiple parties at once to share 
collective commentary amongst the group to allow shared thinking. 
Note – Give consideration to whether audio or visual recording  
is appropriate.

 Tips & Tricks
As	with	collecting	any	data	in	general,	it	is	
important	to	discuss	and	vette	out	what	
questions	will	be	the	right	questions	to	
paint	the	story	you	are	trying	to	tell	to	
either	leadership	or	stakeholders.

voiceofcustomer

(over)
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Process
This is an example of the process for collecting data to establish  
the Voice of the Customer:
 1. Select data collection methods:
  A. Customer research methods
  B. Interviews
  C. Focus groups
  D. Surveys
 2. Other Research methods:
  A. Documented company data
  B. Industry data
  C. Industry expert data
  D. Consultant data
  E. Competitor data
 3. Deploy Data collection
 4. Collect Data
 5. Analyze Data
 6. Publish Data

Actions:

Learnings:

1)

2)

3)
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Value stream mapping is a tool commonly 
used in lean continuous improvement to help 
understand and improve the material and information 
flow within a business. Value Stream Mapping 
captures and presents the whole process from end to 
end in a method that is easy to understand by those 
working the process - it captures the current issues 
and presents a realistic picture.

Purpose
A value stream map enables you to see at a glance where waste 
and opportunity are in your process, any restraints and excessive 
inventory. Your current state map is the first step in working 
towards your ideal state for your organization.

People
Value stream mapping (VSM) is a team exercise and should 
involve the people who do the work within the process being 
mapped, this process should be facilitated and led by an expert 
with experience in creating value stream maps. It is better to create 
by hand and involve the entire team in its creation rather than have 
an expert take the information and return later with a finished map!

 Tips & Tricks
•	 You	read	a	value	stream	map	left	to	
right,	counterclockwise

•	 You	build	a	value	stream	map	from		
right	to	left,	clockwise

valuestreammapping
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Commonly used symbols

Process Box

Inventory

Customer/Supplier

Push Arrow

Pull Arrow

Manual Information

Electronic Information

Kaizen Burst

Process Step 
#1

Process Step 
#2

Process Step 
#3

Process Step 
#4

Process Step 
#5

# of 
Claims

# of 
Claims

# of 
Claims

# of 
Claims



Process
Before The Event
Select the value object – What is the value your customers are paying for? 
You may decide to go with highest volume, or take a longer term strategic 
look at those product ranges that you expect to do more business with in the 
future or you may be guided by your customers as to what to map.

Scope the process boundaries - Decide the limits of our map, most value 
stream maps are conducted from supplier through to customer within an 
organization and these should be the first boxes placed on your VSM.

Create alignment - Develop the value and proposition of why this event is 
important and influence people to follow.

During The Event
Process Steps – Process steps are the various operations that are performed 
on the product, these are generally located in a single place with one point 
that inventory enters and then leaves. Now walk the process from customer 
back to supplier or the other way around. 

Information Flows - Include how the customers order product, frequency 
and method, and how it translates back to our supplier. Also include how we 
then communicate requirements to our processes to ensure that we produce 
what the customer wants.

Process Data - Collect data regarding the performance of each step of the 
process; typical types of date to collect are; Inventory, cycle time, number  
of operators, working time and batch size. Select the relevant measures for 
your process and record actual data at the workplace

Calculating the Time Line - Create a time line that gives information about 
total process times and lead times for inventory through our processes

Interrogating the Data - The data boxes and the time line contain much 
information about our process, you can now see in one document where the 
problem areas within your process lie, issues such as; Excessive inventory, 
long cycle times, excessive setup times and poor quality/rework. Spend time 
as a team examining each step, looking for opportunities.

After The Event
Problem Solve - Use the Learn, Plan, Do, Check and Adjust methodology to 
guide you through a series of Kiazen exercises to address opportunities.

Design a Pilot - Consider testing your findings in a pilot before you role 
out large scale changes. First determine what the pilot scope will be, next 
establish rules of engagement, then develop standards, align resources and 
communicate the design hypothesis.

Check and Adjust - Measure, adjust and scale the pilot as you go. 

Actions:

Learnings:

1)

2)

3)
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Root cause analysis is a method used to identify 
and document the potential causes of a problem. 
One technique to identify root cause is through 
brainstorming. Another technique is to look at data 
and determine what key issues are causing most of the 
problems, the 80/20 rule. 

Purpose
Most problems that exist do not have one clear identifiable cause. 
A root cause analysis can help determine possible underlying 
factors such as what, how, and why something might have 
happened. It is done to prevent problems from recurring and not 
just fix symptoms. The first step is to have a good understanding 
of what the problem is and then a root cause analysis is done to 
determine possible causes.

People
Root cause analysis is done by a team of people who have an 
understanding of the problem and may likely be the individuals 
testing or implementing the countermeasures aimed at addressing  
the root causes. A typical team would consist of approximately  
6-8 people. Consider including on the team:
• Value-adders: the people who do the process 
• Customers: people who receive outputs of the process
• Suppliers: those who supply inputs to the process

Process
The main purpose of each tool is to generate potential root causes  
to the problem. The team will agree upon which root causes could  
be within their control to focus on and put a solution in place to 
eliminate it. Countermeasures are action(s) that if acted upon would 
help minimize the problem. Three common tools used to conduct  
root cause analysis are Brainstorming, Fishbone, and 5 Whys.

 Tips & Tricks
•	 Use	flip	charts,	butcher	paper,	or	white	
boards	to	document	ideas	and	photo-
graph	them	to	share	with	the	team	and	
for	future	reference.

•	 There	is	no	hard	and	fast	rule	to	the		
5	Whys	tool;	ask	as	many	whys	that	are	
necessary	to	get	to	an	agreed	upon	root	
cause	that	the	team	believes	would	be	
within	their	control	to	fix.

•	 Remain	open	minded	and	objective	
when	using	root	cause	analysis	tools;		
no	idea	is	a	bad	idea,	try	not	to	make		
assumptions	based	on	experience	alone.

•	 Collecting	data	on	the	possible	root	
cause	will	verify	whether	or	not	the	
identified	cause	does	or	does	not	con-
tribute	to	the	problem.

•	 Choose	root	causes	that	are	within	the	
teams	control	to	fix.

•	 Follow	the	PDCA	cycle	(problem	solving	
method	of	plan,	do,	check,	adjust)	or	use	
an	A3	to	determine	what	the	problem	is	
before	doing	a	root	cause.

rootcauseanalysis

(over)

cispotlight
Powered by:

CIConsultants

on



3 Root Cause Analysis Tools

Actions:

Learnings:

1)

2)

3)
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An A3 is a problem solving tool. People 
often assume they know what the problem is and 
quickly seek a solution to fix it. The A3 and the 
thinking behind it encourage a disciplined approach 
to defining a problem before jumping to a solution. A 
systematic and visual method, the A3 is a way to tell 
your story on what the problem is and how to solve it. 

The form itself is not as important as the thinking 
that goes into developing an A3. The use of an A3 for 
problem solving drives consistent, purposeful, and 
logical steps that are based in fact. It guides teams 
to work together and remain objective.

The A3 follows the foundational continuous 
improvement approach of PDCA; plan, do,  
check, adjust.

Purpose
The A3 tool and the thinking behind it function on a variety of 
levels. Not only can it provide a consistent and powerful problem 
solving approach throughout the organization but it can also serve to:

•  Make the problem-solving process transparent and teachable
•  Help create an organization full of thinking,  
 learning problem solvers
•  Mentor others in root cause analysis and scientific thinking
•  Align the interests of individuals throughout the organization
•  Encourage productive dialogue
•  Help people learn from one another

Tips & Tricks
5 things to know about an A3

1.	 Problem	is	defined	by	one	or	two	key	
people,	not	a	project	team		

2.		Problem	is	analyzed	and	solved	with	
the	project	team

3.	 Each	countermeasure	should	directly		
impact	at	least	one	root	cause

4.	 A	countermeasure	should	have		
defined	metrics,	an	action	plan,		
and	anticipated	risks	or	barriers

5.	 Communication	to	Executive		
Sponsor	and	key	stakeholders	is		
critical	to	success

6.	 For	complex,	cross	functional	prob-
lems,	use	RAPID	decision	making	to	
establish	roles	up	front

A3
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People
The A3 is meant to be done by a team of individuals working together 
to solve the problem. Each team member has a role to play in the 
development of an A3. It is most effective when neither the root cause  
or the solution is known.

•  Executive Sponsor – Supports the teams efforts and addresses barriers

•  Business Lead – Is the owner of the A3 and responsible for leading 
the team through the process and execution of the countermeasures 

•  Team members – Involved in analyzing and solving the problem

Process
The A3 is broken into 9 distinct steps. It is important to ensure each step is 
well thought out before moving to the next step. The Problem Statement 
should identify what the problem is and the GAP that exists, The Business 
Case should define why we care about this, The Current State identifies what 
we know, only the facts, Root Cause Analysis defines why this problem is 
happening, Countermeasures define how we can fix the problem, Metrics 
define how we know we fixed the problem, The Action Plan defines who 
will do what by when and Standard Work and Communication define how  
to get everyone on board. The A3 should be easy to read, be based in fact 
and tell a logical story that others can understand.

1. Team leader completes title and background. With the help of a coach, if
 necessary, collects and analyzes data or process for current conditions. 

From the current conditions, the problem statement and targets are created

2. Team leader pulls together the project team and works with the team to 
determine the root causes and countermeasures.

3. Communication with the executive sponsor should occur regularly  
in the process.

4. Project team should meet weekly for the greatest impact on  
reaching the target.

Actions:

Learnings:

1)

2)

3)
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Time management is the ability to organize 
and control the amount of time spent on activities 
throughout the day in order to be more efficient and 
productive. It is often said that there is not enough 
time in the day to do what needs to be done. Time 
itself cannot be managed, it is constantly moving 
forward. What can be managed, is the ability to make 
the most efficient use of time to get the results wanted.

Effective time management entails knowing where 
you spend your time, prioritizing and choosing what 
to do and what not to do, setting goals, planning and 
scheduling, delegating to others, being self-motivated, 
concentrating and focusing on the task at hand.

Purpose
Effectively managing the time you spend on activities throughout the 
day can lead to better productivity and work performance and help 
you reach your goals. The benefits of time management can be:
• Increased productivity
• Higher quality work
• Efficient work flow
• Less interruptions
• Less stress
• More opportunity for growth

Tips & Tricks
10 Common  
Time Management 
Mistakes:

	 1.	 Failing	to	keep	a	to-do	list
	 2.	 Not	setting	personal	goals
	 3.	 Not	prioritizing
	 4.	 Failing	to	manage	distractions
	 5.	 Procrastination
	 6.	 Taking	on	too	much
	 7.	 Thriving	on	“busy”
	 8.	 Multitasking
	 9.	 Not	taking	breaks
	10.	 Ineffectively	scheduling	tasks

timemanagement (DILO/WILO)
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People
We can help each other better manage time through being respectful 
and mutually supportive. We all have busy schedules and there are 
times when there are competing priorities. Having respect for the 
time restraints of our colleagues can help build more effective team 
collaboration throughout the organization.

Process
A tool used to help associates and managers manage time better is a 
DILO/WILO (Day in the life of/Week in the life of). The use of a  
DILO/WILO helps to ensure we are scheduling our days around these 
critical activities: developing people, solving problems, and completing 
work for customers. To create a DILO/WILO:

 1.  Capture all activities that had been in an associates daily schedule.

 2.  Divide into value added (customer willing to pay for) and non- 
  value added (customer not willing to pay for) activities.

 3.  Capture all the critical activities that individuals need to  
  complete on a daily/weekly basis. Critical activities include items  
  such as huddles, 1-1s, walkabouts, problem solving, sit-withs,  
  capacity management, and process confirmations. 

 4.  Establish the time available for when those activities are to   
  be completed during the day. How many hours a day are   
  available for DILO/WILO activities?

 5.  Problem solve for the non-value added activities that had been in  
  the daily calendar (look to reduce or eliminate).

 6.  Pick the sequence of critical activities

 7.  Managers should create the DILO/WILO schedule ensuring  
  the successful completion of Leaders Standard Work and non- 
  Leader Standard Work activities such as emails and meetings.

 8.  Execute the DILO/WILO

 9.  Check adherence to the DILO/WILO

 10.  Compile and post results for DILO/WILO adherence

Actions:

Learnings:

1)

2)

3)
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Meetings are a part of every organization. 
They are a tool used to accomplish work. Meetings 
are costly and time consuming. To prevent ineffective, 
non-value-added meetings, all should have a clear 
purpose and expected outcome.

When run effectively, meetings sustain the necessary 
communication channels of information sharing and 
information gathering, decision making, and provide  
the forum for idea generation, project work, and  
action planning. 

Purpose
Having a clear purpose will establish focus for the meeting, 
determine the agenda, and help to determine the right meeting 
participants.

Identify the type of meeting using one of the following:
• Purpose: Information Sharing
• Goal: provide useful information to stakeholders and to  
 answer questions
• Outcome: clear effective and synchronized communication of   
 information that cannot effectively be handled by other venues

• Purpose: Decision Making
• Goal: to make a decision about a problem or an issue
• Outcome: a decision

• Purpose: Idea Generation
• Goal: to develop creative and / or innovative  
 approaches to situations
• Outcome: movement through the PDCA  
 (plan, do, check, adjust cycle) 

Tips & Tricks
•	 Consider	alternatives	to	meetings	such	
as	huddles,	walk	abouts	and	go	sees.

•	 Can	the	information	you	need	to	share
	 be	distributed	another	way?

•	 Determine	the	least	amount	of	people	
needed	in	a	meeting.	Schedule	a	phone	
conference	for	meetings	of	2-3	people.

•	 Schedule	meetings	for	only	as	long	as
	 you	need,	not	because	the	outlook	
system	defaults	to	a	certain	time	frame.

•	 Live	Healthy,	Live	Well	and	take	your	
meeting	for	a	walk.	Talk	out	an	idea	while	
raising	your	heartbeat.

•	 ID	a	time	keeper	and	a	scribe.	Alternate	
roles	so	it	isn’t	always	the	same	person.

When scheduling a meeting…
•	 Create	and	agenda

•	 Define	RAPID	roles	if	a	decision	needs		
to	be	made

•	 Limit	participants

Before accepting a meeting,  
ask yourself…
•	 Do	I	need	to	be	there?

•	 Do	you	understand	and	are	you	
comfortable	with	your	role	in	the	
meeting?

effectivemeetings

(over)
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People
Everyone involved in a meeting has a role to play (consider using 
RAPID). Respecting each other’s time and holding each other 
accountable is key as both are foundational aspects of a continuous 
improvement culture. Too many meetings without purpose leads to 
decreased productivity, low morale and wasted time.

Meeting leaders understand the responsibility they have in planning  
and managing the meeting and ensure that actions are followed through 
with by modeling the behavior of accountability and expecting the  
same from others.

Attendees understand why they have been invited. They come to the 
meeting on time and are prepared to actively participate. They should do any 
pre-work necessary and complete any work that resulted from the meeting.

Process
As with any continuous improvement effort, conducting a meeting follows 
the PDCA (plan, do, check, adjust) cycle.

Before:
 1. Develop agenda using the agenda and minutes standard work
 2. Ensure participants have the agenda and any pre-work needed well in
  advance of the meeting
 3.  Assure logistics have been planned, e.g. room, supplies,
  and any needed computer equipment
 4. If using RAPID have roles established for each participant

During:
1.  Start meeting on time
2.  The roles of time keeper and scribe are assigned
3.  Follow the agenda and if necessary and agreed upon, shift
4.  Ensure outcomes are met, action items are reviewed and agreed upon
5.  End meeting on time

After:
1.  Complete minutes and to do list from action items determined  
 during the meeting and share with all meeting participants

Actions:

Learnings:

1)

2)

3)
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For more information on continuous 

improvement or for an electronic file of this 

tool, please visit the KnowZone. If you have 

and idea for a new ci SPOTLIGHT, please 

contact Thomas Henry at x45898.
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