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Background

In 2007 the U.S. Postal Service introduced the Continuous
Improvement Program to promote organizational process
improvements in the workplace. The program includes Lean
Six Sigma (LSS) and Kaizen processes. The Continuous
Improvement office offers a 2-week LSS training course for
all Kaizen project leaders. After the training, a project leader
must lead one LSS project or two Kaizen events within

180 business days to earn Green Belt certification. The
Continuous Improvement office recommends LSS refresher
training for a Green Belt candidate who is not certified within
180 business days.

Kaizen (Japanese for “improvement”) is an incremental process.
The Postal Service’s Kaizen process uses a “Plan-Do-Check-
Act” method to analyze operational deficiencies and identify root
causes. The entire process takes five weeks to complete and
includes the pre-event planning and three to five-day Kaizen
event. In addition, a project charter defines the goals, scope,
and team member roles for the three- to five-day event. Local
management should allow team members to complete

the three- to five-day Kaizen event without performing their
regular duties. At the conclusion of an event, the team prepares
a summary report.

The Atlanta Processing and Distribution Center (P&DC)

scheduled a Kaizen event from November 2015 to March
2016 to improve surface visibility load and unload scans.

4= D

The goal of the Kaizen event was to increase scan percentages
from 39 percent for load scans and 68 percent for unload scans
to 90 percent for both by March 31, 2016. The Postal Service
scans mail and uses the surface visibility system to track it.

Our objective was to determine the effectiveness of the Kaizen
process to improve surface visibility load and unload scan
percentages at the Atlanta P&DC.

What the OIG Found

We determined the Kaizen event was ineffective because
Atlanta P&DC management did not follow and complete the
Kaizen process.

Specifically, the project team did not have a charter defining the
project scope and timeframe. Additionally, the project leader
completed LSS training in June 2012, but was not Green
Belt-certified at the time of our review, and had not attended
LSS refresher training. We concluded the project leader was
not qualified to conduct the Kaizen event.

In addition, the Kaizen process lasted four months rather than
the recommended five weeks. The Kaizen team performed
trend analysis, identified potential barriers and root causes, and
developed a list of recommended improvements. However, the
Kaizen event was not completed because the improvements
were not implemented. The project leader said the team did

not implement any of the improvements because management
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support was minimal and the team members were required
to perform their regular duties instead of focusing on
the Kaizen event.

Although the team did not complete the Kaizen event, it
attempted to motivate employees to improve scan frequency
by posting a report in the P&DC listing employee names and
scan frequencies. Subsequently, Postal Service Headquarters
management directed the report be removed to protect
employee privacy.

We found that load and unload scan scores had improved as of
March 31, 2016, to 68 and 82 percent, respectively, but did not
meet the 90 percent goal. We did not find a direct correlation

between the Kaizen event and the improved scan percentages.

During the audit, the acting Atlanta P&DC manager, who
was not part of the Kaizen team, said the team would be

reassembled to complete the event and would provide us
documented results. We will not include this information in our
review because it is outside the scope of our audit and did not
occur during the Kaizen event, as required.

We made a referral to our Office of Investigations concerning
the Atlanta P&DC'’s lack of compliance with the Kaizen process
and funds wasted on a Green Belt certification. We identified
questioned costs of over $14,000 for the project leader’s
Green Belt training and associated salary expenses for

the project team.

What the OIG Recommended

We recommended management ensure that employees follow
the Kaizen process and the approved steps for Green Belt
certification and that onsite management supports the project
team to ensure timely completion of Kaizen events.
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Introduction

This report presents the results of our audit of the U.S. Postal Service’s Kaizen event review of the fiscal year (FY) 2016 Atlanta
Processing and Distribution Center’s (P&DC) Surface Visibility (SV) Scanning (Project Number 17XG008NL000). The objective
of our audit was to determine the effectiveness of the Kaizen process in improving SV load and unload scan percentages at the
Atlanta P&DC. See Appendix A for additional information about this self-initiated audit.

In 2007 the Postal Service introduced the Continuous Improvement Program to promote organizational process improvements in
the workplace. The program includes Lean Six Sigma (LSS) and Kaizen processes. The Continuous Improvement office offers a
two-week LSS training course for all Kaizen project leaders. After the training, a project leader must lead one LSS project or two
Kaizen events within 180 business days to earn Green Belt certification. The Continuous Improvement office recommends LSS
refresher training for a Green Belt candidate who is not certified within 180 business days.

Kaizen (Japanese for “improvement”) is an incremental process. The Postal Service’s Kaizen process uses a “Plan-Do-Check-Act”
method to analyze operational deficiencies and identify root causes. A project charter defines the goals, scope, and team member
roles for the three- to five-day event. Local management should allow team members to complete the Kaizen event without
performing their regular duties. At the conclusion of an event, the team prepares a summary report.

The Atlanta P&DC scheduled a Kaizen event from November 2015 to March 2016 to improve SV load and unload scans. The
goal of the Kaizen event was to increase scan percentages from 39 percent for load scans and 68 percent for unload scans to
90 percent for both by March 31, 2016. The Postal Service uses the SV system to track scans.

Summary

We determined the Kaizen event was ineffective because Atlanta P&DC management did not follow and complete the Kaizen
process. Specifically, the project team did not have a charter defining the project scope and timeframe and the project leader
completed LSS training in June 2012, but was not Green Belt-certified and had not attended LSS refresher training. The project
leader was still not certified at the time of our review and we concluded that she was not qualified to conduct the Kaizen event.

Additionally, the Kaizen process lasted four months rather than the recommended five weeks. The Kaizen team performed

trend analysis, identified potential barriers and root causes, and developed a list of recommended improvements. However, the
Kaizen event was not fully completed because the improvements were not implemented. The project leader said the team did not
implement any of the improvements because management support was minimal and team members were required to perform their
regular duties instead of focusing on the Kaizen event.

Although the team did not complete the Kaizen event, it attempted to motivate employees to improve scan frequency by posting a
report in the P&DC listing employee names and scan frequencies. Subsequently, Postal Service Headquarters (HQ) directed the
team to remove the report to protect employee privacy.

Load and unload scan scores as of March 31, 2016, improved to 68 and 82 percent, respectively, but the goal of 90 percent was
not met. We did not find a direct correlation between the Kaizen event and improved scan percentages.
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We made a referral to the U.S. Postal Service Office of Inspector General (OIG) Office of Investigations concerning the Atlanta
P&DC’s lack of compliance with the Kaizen process and funds wasted on Green Belt certification. We also identified questioned
costs of over $14,000 for the project leader’s lack of Green Belt certification and associated salaries for the project team.

Kaizen Process

We determined the Kaizen process was ineffective because the Kaizen team did not complete a project charter, provide adequate
leadership, or complete the Kaizen event.

Project Charter

Kaizen event preparation requires a charter, which identifies the goals, scope, and team roles in the Kaizen process. The project
leader, who was the manager of distribution operations, could not provide a charter but instead, provided a slide presentation that
referred to a tentative charter.

Kaizen Leadership

We determined the Kaizen project leader was not qualified to lead the event. After completion of LSS training, a project leader
must lead one LSS project or two Kaizen events within 180 business days to earn Green Belt certification. The Continuous
Improvement office said there are no consequences when a Green Belt candidate is not certified within 180 business days;
however, it is recommended that the candidate complete LSS refresher training.

We found that the project leader completed LSS training in June 2012, but had not completed the Green Belt certification
or attended the LSS refresher course. We identified questioned costs of $14,644 for the project leader’s lack of Green Belt
certification and associated salary expenses for the project team.

Kaizen Event

Atlanta P&DC management did not complete the Kaizen event or adhere to the Kaizen timeframe. The Kaizen process lasted
four months rather than the recommended five weeks, which includes the pre-event planning and a three- to five-day Kaizen
event. The Kaizen project team performed trend analysis, identified potential barriers and root causes, and developed a list of
recommended improvements. However, the Kaizen event was not completed because the improvements were not implemented.

The project leader said the team did not complete the event because management support was minimal and the team members
were required to perform their regular duties instead of focusing on the Kaizen event. Managers are instructed to allow time for
team members to complete the three- to five-day Kaizen event without the expectation of performing their regular duties.

Although the project team did not complete the event, it attempted to motivate employees to improve scan frequency. According
to the senior operations support specialist (a Kaizen team member), the team posted a report publically at the P&DC listing the

load and unload scan frequencies by employee name. After six weeks, the listing was removed because a HQ visibility program
specialist said it violated employee privacy rights.
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Event Effectiveness

We found that load and unload scan scores as of March 31, 2016, improved to 68 and 82 percent, respectively, but the goal of
90 percent was not met. However, we did not find a direct correlation between the Kaizen event and improved scan percentages.

The Atlanta P&DC missed the opportunity to fully benefit from the Kaizen event because the project team did not comply with the
process and the event was not completed. We determined that the Postal Service is at risk of losing $228,329,531 in revenue from
customers who seek alternative delivery options because of low scanning visibility.

The acting Atlanta P&DC manager, who was not part of the Kaizen team, said the team would be reassembled to complete the
event and provide documentation of the results. We will not include this information in our review because it is outside of the scope
of our audit and did not occur during the Kaizen event, as required.



Recommendations Findings Table of Contents Highlights

Appendices

Recommendations

We recommend management
ensure that employees follow the
Kaizen process and the approved

steps for Green Belt certification,

and that onsite management
supports the project team
to ensure timely completion

of Kaizen events.

Kaizen Event Review: Fiscal Year 2016 Atlanta Processing
and Distribution Center Surface Visibility Scanning
Report Number NL-AR-17-003

We recommend the acting lead plant manager:

1. Ensure that employees follow the Kaizen process in the future and that local management fully supports the Kaizen project
team to ensure timely completion and implementation of the Kaizen process.

2. Ensure that candidates complete the necessary steps for Green Belt certification timely or attend the Lean Six Sigma refresher
course when they do not achieve certification in 180 days.

Management’s Comments

Management disagreed in part with the findings and monetary impact, but agreed with one of the two recommendations.

Management disagreed that the Kaizen process was ineffective and stated the process has proven beneficial for the
Postal Service. They further stated that the Surface Visibility Kaizen event conducted at the Atlanta P&DC was effective.
Management disagreed that the Kaizen project team did not have a charter and stated they could provide supporting
documentation.

Management disagreed with our conclusion that the project leader was not qualified to lead the event because they said a project
leader does not have to be Green Belt certified in order to complete a Kaizen event. Management stated the project leader was
Green Belt trained and, therefore, qualified to conduct a Kaizen event. They also said it is not mandatory for Green Belt trained
employees to attend refresher training if they have not certified within a year and the timeline for certification is a guideline,

not a requirement.

Management disagreed that the project team did not complete the Kaizen event or adhere to the timeframe because the Kaizen
event started on November 12, 2015 and due to peak processing, concluded on December 10, 2015. The project was restarted
on February 12, 2016, and concluded on March 31, 2016. Management stated the timeframe for completing a Kaizen event is a
guideline to help the team understand the process and not a fixed timeframe.

Management disagreed with our conclusion that there was not a direct correlation between the Kaizen event and the improved
scan percentages. Management stated there were improvements put into place, which were sustained during the six-week period
beginning February 12, 2016 through March 31, 2016. Management recently implemented the initial improvements and noted an
increase in the load and unload scan scores. Management also set a new target date of May 1, 2017, to attain a load and unload
scan score of 90 percent.

Management disagreed with the amount of monetary impact because the questioned costs calculated included a greater number
of workhours than the project leader actually used. Management also stated the cost of the Kaizen project leader’s training is a
valuable investment and not a wasted cost.

Management agreed with recommendation 1 and stated they will continue to support recommended Kaizen projects and ensure
employees follow the Kaizen process. In addition, they will ensure the local LSS coordinator is involved in all future Kaizens and
will meet bi-weekly to ensure each Kaizen event is following the implemented plan. Management’s target implementation date
is April 11, 2017.
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Regarding recommendation 2, management disagreed because the timeline to become certified within 180 days is a guideline and
not mandatory. In addition, the LSS refresher course is not mandatory.

See Appendix B for management’s comments in their entirety.

Evaluation of Management’s Comments

The OIG considers management’s comments responsive to recommendation 1 and corrective action should resolve the issue
we identified in the report. Prior to closing the recommendation, we will need to review documentation showing that corrective
action was taken.

The OIG considers management’s actions unresponsive to the findings and recommendation 2 in the report.

During our audit, Kaizen team members acknowledged the Kaizen event was not successful because the team did not achieve the
goal to increase the load and unload scan scores to 90 percent by March 31, 2016.

Regarding management’s statement that they have a project charter, during our audit, the Kaizen project champion and project
leader both stated that they did not have a signed project charter. In addition, the Atlanta District’'s LSS coordinator did not have a
charter and was unaware the project was taking place.

The current acting lead plant manager agreed during the exit conference that the event should have taken no longer than four
weeks to complete and the Kaizen project leader was probably unaware of the proper timeframe because she completed LSS
training in 2012 and had not taken refresher training. Additionally, the Kaizen project team members said that the Kaizen event
had not been completed. The HQ Continuous Improvement Office recommends and supports Kaizen project durations of one
to four weeks.

Management stated the Kaizen event was effective. Although scan scores increased, the event was not effective because the goal
to increase the load and unload scan scores to 90 percent by March 31, 2016, was not met. As noted in our report, we did not find
a direct correlation between the Kaizen event and improved scan percentages because the Kaizen process was not followed and
the event was not completed.

Management disagreed with our identified questioned costs of $14,000 for training and associated salary costs for the project
team. We used the workhour estimates received from the Kaizen project leader for the event’s timeframe, therefore, we believe
our calculation is a reasonable estimate of the costs the Postal Service spent on a project that did not follow the Kaizen process.
Although management considers the training costs to be an employee investment, we consider these costs questionable because
the project leader did not complete the Kaizen event.

Recommendation 1 requires OIG concurrence before closure. Consequently, the OIG requests written confirmation when
corrective actions are completed. The recommendation should not be closed in the Postal Service’s follow-up tracking system until
the OIG provides written confirmation that the recommendations can be closed. We view the disagreement on recommendation

2 as unresolved, but do not plan to pursue it through the formal audit resolution process. We consider recommendation 2 closed
with the issuance of this report.
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Background
The Postal Service introduced the Continuous Improvement Program in 2007 to promote process improvements in the workplace.

LSS and Kaizen events are initiatives of the Continuous Improvement Program (see Table 1).

Table 1. LSS and Kaizen Project Comparison @ Reset @ Show All

Project

Attributes

Click to Learn More

Source: Rath and Strong’s Integrated Lean Six Sigma Pocket Guide.

Kaizen events are short improvement projects intended to provide immediate benefits to an organization. Kaizen teams are small,
cross-functional teams with knowledge of Postal Service operations. Kaizen teams are supposed to enable the Postal Service

to produce sustainable incremental improvements by identifying improvement sites and providing immediate benefit to the
organization. A Kaizen event can be initiated at the plant, district, area, or HQ level, depending on the project or issue.

Objective, Scope, and Methodology

Our objective was to determine the effectiveness of using the Kaizen process to improve SV load and unload scan percentages at
the Atlanta P&DC. To accomplish our objective we:

m  Obtained an understanding and evaluated the Postal Service Kaizen process and required documentation of Kaizen events.

® Interviewed the Kaizen project leader onsite at the Atlanta P&DC about the implementation of the Kaizen process and gathered
details about the Kaizen event to improve SV load and unload scans.

= Reviewed and evaluated the Kaizen slide presentation that included the tentative charter, data analysis on scan scores, and

a list of potential improvements for the Kaizen event conducted at the Atlanta P&DC from November 2015 to March 2016, to
improve SV load and unload scans.

4 4:= p P | Print | 1
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m  Extracted and analyzed Atlanta P&DC SV load and unload scan data from October 1, 2015, through September 30, 2016, in
the Enterprise Data Warehouse (EDW).

m  Compared Atlanta P&DC scan percentages before and after the Kaizen event to determine if the event achieved its goals and
the steps taken to improve performance.

= Interviewed the acting Atlanta P&DC manager and project team members to determine if the intended goals were
met and maintained.

m Interviewed the manager at the HQ Continuous Improvement office about LSS training and certification requirements.
= Analyzed FY 2016 Atlanta Post Office commercial revenue data from EDW for potential revenue at risk.
= Consulted with OIG operations research analyst to develop our monetary impact methodology.

We conducted this performance audit from December 2016 through April 2017, in accordance with generally accepted government
auditing standards and included such tests of internal controls as we considered necessary under the circumstances. Those
standards require that we plan and perform the audit to obtain sufficient, appropriate evidence to provide a reasonable basis for
our findings and conclusions based on our audit objective. We believe that the evidence obtained provides a reasonable basis for
our findings and conclusions based on our audit objective. We discussed our observations and conclusions with management on
March 14, 2017, and included their comments where appropriate.

We assessed the reliability of the EDW data by comparing it to data extracted from SVWeb during FY 2016. We also selected a
random sample of the data and traced it to source documents to determine if scan percentages in EDW were consistent with scan
percentages in SVWeb. We determined that the data were sufficiently reliable for the purposes of this report.

Prior Audit Coverage

The OIG did not identify any prior audits or reviews related to the objective of this audit.
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Lori Law Dallard
Acting Manager, Audit Policy, Quality and Tracking

BUBJECT: Kaizen Event Rowiew: Fiscal Year 2016 Allarta Processing and Distribution Center
Surface Wisiblity Scanning audit (NLAR1TDRAFT)

Wit do not sgres s par with the findings that were summanzed in the 5 audd The Kaizen on
Surface Visibility that was conducted at (he Allanta PADC was indeed effective. Il & management's
apinash, based on resuls, thal the Kazen was wary alfective. We also dsagres with the questicned
coels idanbified in the 0HG's auds and address the monsdary impsc baiow.

Kaizen Process: We disagres that the Kaizen process was ineffective. Based on resulls acheved,
goats ablaingd and impronemants, the process has proven beneficial for both the Postal Senvice and
aFploysas.

Project Charter: We desagres that the project team did not have a charter dalining the goals, scope
and feam robes in The Kaizen process. Management has a charber defining ihe project and can provide
suppariing documentation

Findings

Kaizen Leadership: We disagres with the DIG's assessmenl that the project keader was nod qualiied
ba lead the event. The progec! leader completed LSS training in June 2012, but was not Grean Bel-
cetified at he time of cur review, and had not akended LSS refresher iraining. The project leader does
rot have to ba Green Belt cenified in order to complate a Kaizen. The repor aisn indcates that the
prcgect leadar was not qualfed to conduct thes Kaizen The project leader was Gresn Bell rained in
2012 Green Hedt frained employees are qualfied to conduct a Katzen. It is not mandatory Tor Gresn Belt
trained empicyess 1o atiend relresher rairing i they have nof contified within @ year. This limesns lar
cartifcatian is & gadoliceg for Doy and nol arequirgment

Fakzen Event \We disagree that management dad nol comphebe the Kaizen even or adhere to the
timalrase.  The Kaizen process asied 4 months ramhed than he resommended 5§ weeks. The Kaen
i mol [a32 4 months as indicaled by the CIG. The Kaizen slarbed on Movember 12, 5018 ang
concluded on December 10, 2015, The Kaizen was haled due to Peak processing. The progect was
rastaited on February 12, 2016 and lasted until March 31, 2018, Uinder the first four weeks of tha
Kaizen, several quick wins were insiituted and the scores improved Trom 47 5% 10 62% on the load
scan and from 67.8% 1o 8% on the load scans. The imaefreems for complebon of & Kairen are
guideiinges 1o help the leam through the process. During a project, il takes Sme fo understand thae
process snd iy solutions thal will create incrermental Inpiovements. There i nod a set bme for this,
Studants bkparn a great deal from his propect.

Recommendations

Event Effectiveness: We daagres with this finding. The CIG did not find & direct comatation betwisen Tha
Haszen everl and the improved scan parceniages and Kairen event was nol completed because the
Fnpdovements were nof Implamanted. The mpaoeements that were put inlo place sustaingd dusing (he
S wbak panod glading Februany 12, H016 through March 31, 2018. The nitial improwements wens
molied back oull and ths Allanis PEDC Enished woeek X3 wilth an 80 4% load scan and ar B3 3% enisad
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2can and are contnually getting better each week. The goal to get to 50% has been set with a target
date of 05/01/2017. Kaizens are leaming opportunities thal may resull in incremental impeovements.
Projects may implement quick wins that the team finds as well as best practices from other projects

Questioned Costs: We disagree with the identfied questioned costs of over $14,000 for the project
leader's Green Belt training and associated salary expenses for the project team. The investment in
the employee was of value during and after the Kaizen During the two phases of the pecject,
management worked on the project 23 days for appeoximately 3.5 howrs a day for the 13! phase and
38 days at 2.5 hours a day according o her managers. That is 61 total days with an average of 3
hours a day which equates 1o 175.5 hours. If you multiply the total hours by hes hourly rate # would
equate 10 $7,321.86 not the 220 hours and $8,177.81 recorded in the document. Also the $3 224 that
was calculated for the time spent in Greenbelt training was not lost as management uses training
daily as they incorporate the lean peactices iearned In training in thei day to day responsibities.
Using Lean prnciples in an employee's dady job is also a goal of Lean S Sigma.

The goal of Continuous Improvement at the USPS is to equip empioyees with the 10ots 10 become
problem solvers. itis a mindset that is being developed when each of cur employees uses the terms
and solves any problem no matter how karge or small. Training and developing our employees is the
cuty of USPS and an investment into cur future therefore we disagree with the findings above

Becommendations:
We recommend the acting lead plant manager:

1. Ensure that employees follow the Kalzen process in the future and that local management fully
supports the Kaizen project team to ensure timely completion and implementation of the Kaizen
process.

Response: We agree. Management will contnue to fully support all recommended Kaizen projects
and will ensure that employees follow the Kazen process. The project team will use lean six sigma
mathodology 1 solve problems and will take the time required to determine root causes, implement
solutions and sustain results as required by the project. We will ensure the local Black beltLSS
coardinator s involved in all future Kaziens. We will have bl-weekly meetings 1o go over each Kazien
in the Distrit is following the implemented plan,

Responsible Official: Acting Lead Plant Manager
Target Implementation Date: Management implemented this action on 04/11/2017

2. Ensure that candidates complete the nocessary stops for Green Belt certification timely or
attend the Lean Six Sigma refresher course when they do not achieve certification in 180 days.

Response: We disagree with this recommendation, The certification timeline Is
a guideline for a belt but it is not mandatory 10 acquire a belt within 180 days.
The refresher course is also not mandatory

fraobllio)

Frank D. Veal
Lead Plant Manager/A

cc: Vice President Capital
Metro Area Corporate Audit
Response Management
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Contact us via our Hotline and FOIA forms.

Follow us on social networks.
Stay informed.

1735 North Lynn Street
Arlington, VA 22209-2020
(703) 248-2100

fEGEED

15


http://www.uspsoig.gov
http://www.uspsoig.gov/form/new-complaint-form
http://www.uspsoig.gov/form/foia-freedom-information-act
https://twitter.com/OIGUSPS
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