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AUDIO DESCRIPTION TRANSCRIPT 
 
Speaker 1: An opening sequence of the title screen reads, "PG&E Supply Chain 
Responsibility Department presents this, technical assistance program, business tune-up 
workshop, process improvement." 
 The speaker is Bob Clancy, senior vice president, BizFix Incorporated. Mr. Clancy is a 
middle-aged balding man with a close-cropped gray beard and mustache. He's wearing a 
lavender buttoned down shirt and black pants. 
 He talks in front of a small audience in a conference room. Behind him on the wall is a 
projector screen that displays PowerPoint slides. The audience sits at long tables listening. 
 A PowerPoint slide has the header, "Process overview." The slide shows a flow graph 
with arrows and blue boxes with text. The following lines of text in the slide are highlighted in 
yellow as the speaker reads them, "Lead to Cash, product or service delivery, support services." 
 A semi-opaque blue screen appears over the speaker, and the text reads, "Make 
yourself more competitive." A semi-opaque blue screen appears over the speaker and the text 
reads, "Reduce your cycle time, cut down the process, and reduce cost." A semi-opaque blue 
screen appears over the speaker and the text reads, "Know your core processes and support 
processes." 
 A PowerPoint slide has the header, "Contract approval process." The bullet points are 
highlighted in yellow as the speaker reads them. The bullet points are, "Where does the process 
start? Where does it finish? What is the process objective? What is the process scope? What 
are the process activities? What are the process handoffs? How will the process be measured? 
What will determine success?" 
 A semi opaque blue screen appears over the speaker and the text reads, "One, what is 
the quality of the output of the process?" A semi-opaque blue screen appears over the speaker 
and the text reads, "Two, how many staff hours does it take to run the process?" A semi-
opaque blue screen appears over the speaker and the text reads, "Three, can we reduce the 
cycle time?" 
 The next PowerPoint slide appears on the projector screen behind the speaker. The 
heading reads, "Process mapping discussion." The bullet points are highlighted in yellow as the 
speaker reads them. 
 The bullet points are, "Map the as is process first. Ensure someone who knows every 
part of the process participates. Use a whiteboard or sticky notes. Don't try to solve the 
problems when mapping the current state. Collect documents and forms used in the process 
for use later." The speaker reads the case study that is shown in a blue box on a PowerPoint 
slide. A semi opaque blue screen appears over the speaker and the text reads, "Make sure you 
have a problem statement." A PowerPoint slide has the header, "Sub-process; RFQ receipt to 
proposal approval." 
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Speaker 2 Process techniques here in the next segment. Most of the businesses that we are in, 
we could have a certain set of processes that are common to all and kinda what I would call, if I 
look at this. Some of us don't do design and development, we can discount that, but if you just 
took, most of us are all in lead-to-cash, so if we wanted to start at high level and say, what 
processes do we have that we may have lower level processes in. What are the support 
processes that we need to think about that manage other variables that are here, but it might 
not be directly involved in our producing business and so forth. One of the important, or key 
things that I believe about having this at least recorded in a way that you know what it is and 
should be is to make yourself more competitive. I mean, from lead-to-cash, it would be useful 
to know how long it takes you from the time that you receive a quote for a job to the time that 
you're able to deliver a request for a quote rather to the time you're able to deliver a quote, to 
the time you might be able to convert that to actual business, and then to deliver on the 
quoted contracted, yeah, so. So one of the key things about processes, how to reduce cycle 
time, cut down the process, and reduce cost as a result of that, but it's not the only reason to 
go through a process improvement effort. But if your competitor can deliver a quote to their 
potential prospect in 24 hours and it takes us two days, that's a problem, right? So if they can 
finish a job in two weeks and it takes us 60 days or whatnot, it's a problem. So there's that 
element of cycle time. So knowing what our core processes are with the support processes, 
setting that at the outset is pretty key. So let's take a look here and say, so what are we gonna 
be looking for in a process? We wanna look at where it starts and actually what kicks off the 
process. Do people who work in quote management for example, do people who work outside 
of that know what it takes to get that quote process kicked off? Is it only the people inside the 
process. Where does it start, where does it finish, what does it deliver? What's the objective of 
the process? And so I'ma say, don't start out on a process improvement project until we know 
what the objective is and what we're gonna try to achieve and how we're gonna measure it. So 
what's the scope of the process? What does it deliver? So once we kinda get that mapped out 
then we can get down into the activities of the process and get down more into the leads and 
the details of what's there, right? So what are the handoffs? Who do we handoff to? What do 
they expect from us? What do we expect from others upstream within the process? Yeah, so 
how will the process be measured? So this is really key and you'll see there's always three or 
four things that you ought to keep in balance in a process in order to make sure that we're on 
track. One, is the quality of the output of the process, yeah? So if we work on a process 
improvement effort and the quality goes down, that's not good, right? So we need to be able to 
measure the output of the process in terms of quality. How many staff hours does it take to run 
the process? Again, if we go through a process improvement effort and we increase the amount 
of staff hours that it takes to run that process, that's not good, okay? So the third one that I like 
is cycle time, which I mentioned earlier. So if we can reduced the cycle, that's the effort from 
start to finish or the time it takes to run the process from start to finish, if we can cut that cycle 
time down, we do a couple of things: we increase the lessons learned, because it takes less time 
to run that process through the whole cycle. We also tend to make ourselves more competitive, 
because the cycle time is reduced. Anytime you can shorten time from, let's just call it time to 



market, all right? If we can shorten our time to market, as I talked about earlier, that's a good 
thing. What determines success? We have to decide what's gonna determine success and that's 
where the metrics come in. Yeah, so, we're gonna be successful if we achieve the following 
several things within our process based on the improvement efforts that we made. So another 
thing is, so map the as-is process first, that's what we wanna make sure, we wanna know the 
current state, right? Just at a high level. What starts it? What stops it? What are the high level 
interim steps of the process? Make sure you've got people that are from all facets of the 
process. And it doesn't hurt to have somebody who feeds the process and somebody who takes 
work from the process as a part of team. So you have the inputs covered, you have the 
activities inside the process, and you have people who know the deliverables on the team. Use 
a whiteboard or sticky notes, or even both, you can do either of those. Something that you can 
move around easily and kinda move the steps around, 'cause you'll find that once you start 
talking about this, what you end up with, it's not necessarily what you start with. You might 
think you know what the process is, but there could be some stuff that need to be moved 
around, and so forth. So don't try to solve the problems during this part of the process, right? 
Make sure that you're just taking ideas right now. When you're going through this phase in 
mapping a process, and no idea is a bad idea right here, right? I mean, we wanna get the 
process correct, but we don't wanna solving the problems at this stage, because there's a lot of 
work yet to be done, all right? So we talked about collecting the documents and forms, the 
checklists, making sure we have those for use later on in our quest. But I wanna present this 
study, or really this example, this a fictitious company. So we have a large utility company here, 
they've determined that it takes too long to get requests for quotes out the door. So it's 
ultimately holding up completion of projects, so they've determined this might be good 
opportunity for process improvement, in this case cycle time reduction was kinda the emphasis 
here. Senior project manager asked the director to assemble a cross functional team, so far, so 
good. Director asked for volunteers from several areas to work on the team. So together they 
develop a problem statement, agree on the frequency of team meatings, and how to measure 
project's success. For a process improvement effort, make sure that we have a problem 
statement, so we have something that we're looking at that we need to fix or some objective of 
the process. Let's start with that issue, because we wanna continue during this effort to keep 
the process improvement or the problem statement, the problem we're actually having, in 
mind. So we start with the process that has a start and a stop. If I'm just going through and I 
wanna do a quick process flow, I may not use it, but if I wanna understand who all is involved in 
the process, this is one that I'll definitely use, and you can do this vertically or horizontally, but 
it's cross functional swim lane chart. That once we've decided who's involved in the process, 
allows us to see the handoffs and it allows us to move the process forward so that we can 
determine the cycle times, maybe the barriers, the problems and issues with the process and so 
forth. Cross functionally we've got a whole group of folks that, that's what this is designed to 
signify is that these groups are all involved in the process reviews. So where you see the box 
that crosses the multiple swim lanes, you got people that are involved in the review process, 
they move it forward, there's a decision to be made, is the proposal approved and if it is, we 
deliver it, if not, then it goes back to the writer, and there's issues and so on and so forth that 
need to be taken care of. So essentially if we were flowing this out based on the problem 
statement that we had, we have a process here. But I wanna talk a little bit now about how do 



we facilitate getting ideas from folks who know this work and actually organizing them into 
workable action items. We use this technique called brainstorming. We wanna get the ideas up 
on a board, go for a volume of ideas. We'll start with people that know the work, yeah? Take 
the ideas and so forth. Making the list is key, categorize the list. So we're looking for 
unnecessary steps in the process, things that's just wasted work. Sit back and ask yourself, why 
do we do this? Excessive approvals, I mentioned that earlier. Systems that don't talk, this is a 
big one, and even though we're talking about a process flow, this process could be largely 
governed or managed by different systems. Wait states, we talked a lot about that, wait states, 
which work can't proceed, yeah? Linear paths, maybe we haven't really been doing things down 
five streams of process, or one stream I should say, everything has to happen successively. All 
right, choke points, what chokes off the process? What stops work? All right, what 
dependencies, what do we have that we're dependent on? Gotta have the customer's building 
site, they gotta get the site, maybe they do that and we don't do it. Or we're waiting on the 
customer to get a site permit, that's a dependency, right? So all these different things are 
variables and things that we need to manage within our process effort, yeah, those are things 
that we're looking. So here comes the diagram, okay? So the diagram is very simple. The reason 
they call it a fish bone is, it looks like a fish with no meat, it's just got the bones. But the way to 
set this up is the way to organize those ideas that I just had up there. So we also have our 
problem statement at the end, yeah? So a problem statement in this case is that it takes too 
long to respond to quotes. So here's one that is a process related issue and the project 
approvals all take the same, same amount of time. So all we're doing here is putting these in 
areas to categorize them. And the reason to do this is 'cause you may have different people 
with different sets of expertise, a way to sign out these areas, and as I said, just keep the ideas 
organized. So on the people front we have proposals that are vague, maybe they're poorly 
written. On the system front we have system to store the proposals to keep the history, 
database and so forth. And in the work environment the customer feedback takes a long time. 
So we've essentially organized these ideas and if I were to have 100 more ideas, or several 
more, we'd have a really large chart to put on the wall, but we'd have all the people related 
ideas in one area. We'd have the process to systems environmental. We would have these 
captured in a space where we could categorize them, make a nice list, assign them at based on 
the importance of the idea, based on whether or not we wanted to pursue it, how much it 
would cost to develop the idea and so forth. And then the other technique that we would use 
during this process improvement piece in the mapping and so forth, is the five why's. They five 
why's was developed by Toyota some years back in order to really arrive at the root cause of 
problems. So we keep asking ourself, why does this take place, until we come to what we 
believe is an actual root cause versus a symptom. So why does this process take so long? We 
wanna challenge ourselves, why does it take so long? Why do have three to four proposals 
being returned with defects? That's gonna cause rework, yeah, why is that? Why are all the 
proposals approved by the same level of management? Yeah, so we wanna ask these types of 
ideas and just keep digging until we come up with actual problems that we can deal with and 
resolve. What happens then is we create a list based on this whole flushing out of ideas and 
that list allows us to say a couple of things. What's the proposed solution? What's the degree of 
difficulty? How much time are we gonna actually save if we implement this process? And who's 
responsible for it and then obviously if there's a due date on the action item. 


