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~ #3BS Riga
Vizualas komunikacijas tafeles

servisa organizacija
2016. gada 12. maija




f’% Saturs

- Dienas kartiba

- SBS Riga CI stratégija;

 Komunikacijas efektivitate 4 solos;

- Tafeles ieviesana ar KAIZEN pieeju;

- Tafeles uzturesana ar GAMIFICATION pieeju;
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f’% Dienas kartiba

12:45 leraSanas pasakuma

13:00 Atklasana

13:10 BEA jaunumi (5 min)

13:20 Uznémums par sevi (10 min)

13:30 Vizualas komunikacijas tafeles ieviesana ka dala no Rigas Solvay
biznesa servisu nepartraukto uzlabojumu stratégijas

14:30 Kafijas pauze

15:00 Ekskursija pa Solvay biznesa servisu un vizualo tafelu apskate
15:50 Grupu darbs un secinajumu prezentacijas (50 min)

16:40 Kopsavilkums

17:00 Noslegums
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SBS Riga nepartraukto
uzlabojumu strategija




& _ . -
P” Nepartrauktas uzlabosanas misija

Misija:
SBS Riga IZAUGSME, aptverot sekojosas fundamentalas jomas:
= Funkcionala izciliba
= Nepartraukta uzlabosana (Continuous Improvement, Cl)
= Globala procesu parvaldiba
Definicija:
Nepartraukta uzlabosana ir nepartraukta un pakapeniska nelielu izmainu
ieviesana produktu, pakalpojumu vai procesu uzlabosanai. Sis izmainas

nak no «nelieliem» uzlabojumiem laika gaita vai no «izravieniem» uzlabojot
visu uzreiz®.

*Uzzina no Wikipedia
Ka?
Attistot nepartraukto uzlabosanas kultiru**, delegéjot resursus problemu

identificéSanai un atrai korigéjoSu pasakumu istenosanai, kas tiek atbalstiti
visos organizacijas limenos.

** lkvienam ir 2 darbi: «ikdienas darbs» un «ikdienas darba uzlabosana»
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?” Nepartrauktas uzlabosanas celvedis

Stage 2:

Create the Structures For
Continuous Improvement

Stage 1: Stage 3:

Sustain the Gains
to World Class

Getting Everyone Aligned and
Started in Right Direction

Phase 1:

Establish Need

* Cl Assessment

 Cl Strategy

XXX-Completed

Phase 2:
KPI Alignment

Customer KIP’s (Lagging
Indicators)

Internal OPI's (Leading
Indicators)

Customer Quality Metrics

Customer demand
measurements

Customer Feedback Loops

Basic managers Cl trainings

Basic communication
structure

Guidelines for effective
project management

Basic Problem Solving on

XXX'OnQOing top items on Pareto
5 Solvay Business Services
5/17/2016

Phase 3:

Visual
Management
Process standardization

Flow initializing
Visual Boards

KPI’s visible for all
employees

Red/Green for KPI Hits and

misses
Short Interval Controls
Trainings (Cross-trainings,

Onboarding, PDCA
approach, 7Waste)

Phase 4:
Manage Daily
Improvement

Frequent review of KPI
performance

Managers Challenge
reasons for KPl misses

Pareto Analysis

6.Short-Term
countermeasures

Understand process cycle
time and compare to
customer demand

Suggestion system

Benchmarking

(

Phase 5:
Cl Meeting

Daily/weekly review of top
reasons for KPl misses

Long-Term
countermeasures

Customer input for CI
Opportunities

Project selection and
prioritization

Regular usage and
improvement of process
standards

SOLVAY
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?# 1. faze : Vajadzibas noteiksana

Phase 1:
Establish Need

2015. sakuma CIl audits

* |dentificét esoso situaciju pec ieprieks definétiem kritérijiem

« Rezultati izmantoti, lai izstradatu SBS Riga Cl stratégiju

Customer Process
People Continuous
voc P Improvement

4 4

Org Structure and

development
4

Benchmarking / Best
Available Technique

Project Selecti
KPI

Office spending

SHE Work Instructions

Value Stream Communication Project Management Standard Work

Solvay Business Servicessugges’tion System ral$llr2!ign{ncfgross
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?” 2. faze: Merijumu noregulésana
Stage 1:

Getting Everyone Aligned and
Started in Right Direction

Phase 2:
KPI Alignment

Ipasnieku apmierinagana f

RezultéjoSie
«lagging»
indikatori

Gada

ugstaka CeturkSna

lTmena
merijumi

Méenesa

Departamenta
[Tmena merijumi

Nedélas

Vadosie
«leading»
indikatori

Komandas limena
merTjumi

Dienas

Klientu apmierinasana

7 Solvay Business Services s SOoLvAY
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$ 3. faze: Vizuala vadiba

Phase 3:
Visual

Management

Stage 2:

Create the Structures For
Continuous Improvement

Finance

Team 1

Team 2

Team...

8 Solvay Business Services
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=l Team ...

L | II L]

nt
I— Team 1 |— Team 1

Management Commitment

Leaders

Managers

Coordinators

People Commitment
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?@ 4. faze: lkdienas uzlabojumu parvaldisana

Stage 2:

Create the Structures For
Continuous Improvement

Phase 4:
\ELET-LRVETY,
Improvement

Rezultats sasniegts

Vadibas
iknedélas
Gemba
pastaiga

E Redzét viena acu uzmetiena Pareto Chart
(5 sekundes) s RO

Departamenta
iknedélas
tafelu sapulce

0.0

Komandas
iknedélas/ikdie
nas tafelu
sapulce

"BEE]
i i3 33

¥ &

T
333
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P” 5. faze: Nepartraukta uzlabosanas komunikacija
Stage 3:

Sustain the Gains
to World Class

Phase 5:
Cl Meeting

Parbaudit
korektivas Padarit
darbibas ietekmi problémas
uz rezultatu redzamas ar
vizualam
tafelem
Lean 6 Slgma — Pareto Chart Izmantot
instrumenti, ko [ o —— e Pareto, lai
izmanto, lai N ) = identificétu
atrisinatu = jautajumus,
problemas kas atkartojas
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Komunikacijas efektivitate
4 solos




& T _ _
P” Iso intervalu vadiba (Short Interval Control)

1. Look Back 2. Look Forward 5 . - - .
Review Previous Losses Identify Mext Risks ISO Interv_a!u Vadlt.)a (SIC) tl_ek
Assess Previous Actions Decide Next Actions veikta vairakas reizes diena/

nedéla un apvieno vesturisko
rezultatu analizi, nakotnes risku
identifikaciju un proaktivu ricibas
planosanu.

—

3. Implement Actions
Maximize Production

NepiecieSamas tikai 5-10 mindtes,

lai efektivi izietu cauri éetram SIC = i oy i
_ . . . Review Previous Assess Previous Identify Next Decide Next
da!am un atri atgrieztos pie darba Losses Actions Risks Actions

http://www.leanproduction.com/short-interval-control.html
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f’” Komunikacijas efektivitate: 4 SIC soli

-

Katru dienu/nedé|u

5-10min

Katru nedélu
15-20 min

Transakcijas
komandu
_Imenis

/ Transakcijas
nodalu/plismu
[Tmenis

Vada: TL

Piedalas: Koordinatori/specialisti

Vada: Nodalas/plismas vaditajs

Piedalas: Komandas vaditaji, atbalsta
funkcijas(HR, Cl), koordinatoru parstaviji

Katru nedélu
30min

Katru otro nedélu

45min

13 Solvay Business Services
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IO I

Individuala

tikSana F2F

Vadibas
: Gemba )
\ \ Ppastaiga /&

Vada: Administrativie darbinieki
Piedalas: Vaditajs

Vada: Nodalas/plismas vaditaji

Piedalas: Vadiba

,S SOLVAY
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$ siC1 Noteikumi

Merkis: Apspriest jautajumus un problémas 1
no iepriekséeja laika perioda
Kad: katru dienu / nedé|u
Kur: komandas komunikacijas tafeles
prieksa
Cik ilgi: 5-10 min
Kas:

= Vada: Komandas vaditajs un
komandas locekli péc rotacijas
principa
= Piedalas: komanda
Saturs: Katras dienas /nedélas sakuma
kopa ar komandu parskatit : AP Armo TEAM

= Jautajumus un problémas no .
iepriekseja laika perioda; ‘ ADVENT

Sarkanos (mérkis nav sasniegts) —— T —

I:> 2 Gl IEES
meérijumus; = Pollo 1202510 T |t w2t
-l 5 . : &SR sz |11 [692|#2 jg5<]17 W ===y
= Atvertas darbibas no iepriekséja
=

iod , 257]5] Ll‘f- 77 [0 I i____a T L
erioca, poese]2 [ASHAL 1S 1S ; -k
p i e 3005)> Lfs1 150 = —!-!-—é -:_:!” E [PROJECTS/AGTIONS

> ACTION :
TRE CLEARTNSJic) Pyl 5/
2, GRUI CLEMiNG_ |Raf Eren [0/ 52

r s L nuojes scce e octay e

Definét jaunas darbibas, lai atrisinatu
izaicinajumus no iepriekséja laika
perioda, pamata saistitus ar
sarkanajiem meérijjumiem;

= Jaunas idejas.
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Tafeles ieviesana ar KAIZEN
pieeju




& . .
»i’" Kas ir Kaizen?

&

Kai Zen
Change Good

Var tulkot ka ‘parmainas uzlabojumiem”

2-5 dienas: 100% lesaiste

16 Solvay Business Services : SoLvAY
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f’# KAIZEN pasakuma process

Aptuveni 4 Kaizen pasakums Péc pasakuma
nedélas 2-4 dienas
. ! 4 = = )
pirms Apmacit (ja
pasakuma nepiecieSams)

un iziet cauri
[

: (
lzveidot procesam @ O
projekta V ,
lapu un Q

savakt datus >
- Uzturet
procesu,
( Galveno Uzlabot atskatities
célonu analize procesu \_un sekot lidzi )

& nakotnes - J
\stavok!a plansj
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r# Nosacijumi tafeles izveidei

» lzvirzit merkus balstoties uz ipasnieku un ) i coseo s
klientu vajadzibam (Stakeholder Analyze, el ﬁwwm_sm
Top Down Priorities, Voice Of Customer: § st sasicion
VOC);

« Identificet kritiski veiksmes faktori (Critical
Success Factors: CSFs);

* lzveléeties darbibas merijumi katram CSFs
(KPIs, OPIs);

* Noturéet sabalanséti méerijumi (Balanced
Score Card)

18 Solvay Business Services 6 SOoLvAY
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f”ﬂ Attistiba

. { 3 w, W 7 ‘
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»#® Rezultats
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Tafeles uzturesana ar
GAMIFICATION pieeju




f’% Lord of the Board
-

GOAL - Promote usage of visual communication boards in GBS, raise
engagement through positive competition between the teams and reward

efforts.
Rules of the game (1)

Weekl
ey Bi - Weekly

evaluation
according to LI B winner

checklist Board

Bi - Monthly

Rules of the game (1l)

21 teams collect badges throughout the year. Based on humber of badges
each team can earn 4 statuses:

3 badges 5 badges 7 badges
NEWBIE ADVENTURER | EXPLORER

23 Solvay rvices

5/17/2016

9 badges
SUPERSTAR

,S SOLVAY
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f’% Uzdevums

25

Sadalisimies 3 grupas;
Apmeklesim 3 tafeles;

Novérosim uz atziméesim stipras un
vajas puses;

Apspriedisim novérojumi grupas
sagatavosim kopsavilkumu;
Prezentesim rezultatus

Solvay Business Services
5/17/2016

Team Name:
Presented by-
bservation date:

Observed by:

Ha Catsgurr

From rearanakle dirkance

1 wkers; Srecon: Ar ko
)
z E
P mmaed | A BANE | maed ald
] f‘ 13 ey
RS -
. Finlor & Foapansibilitior dofined and availabls an the oy
baard
[ESTETy e
5 KFlrhave clear unit of mearure andrpesificdtarget -
KFlaztual po te dviitha
Cashioved)
T Fic dEFlr are dircurred
R
; e bl
* baand
Jeere
] Each carre-ctive action har anuner and slear deadling
;
-
i Ay aeiad | dnealice g
ra RN
" o KFlhistary and 1T Figuror ko prarent tron dir available e
1
1=
ez =
13
wirible
1 On Time: metric awailable far prajestr and carre<tive frtemariad | Irclamarbedard
! T
askinnr
. Froax tgs o quibly are = Er s
implomantodt
PR FITI
"% "
e s atias ]
R o

addraaid

Taral
Grand TOTAL

rt, paritive and neqative Feedback, "Thank you®
. Fun Fack of the manth, mativational

q board)
cam har that zouldbe

(

SOLVAY

asking more from chemistry®




Driving Services Excellence

CIUDAD JUAREZ WARRINGTON = o
ONSAN - HOUSTON SERPUKHOV 8 £ & voikkaa
cﬁ“'ggmgl MAP TA PHUT PORTO MARGHERA g Y HAI\Anl'_\Jn(:‘.)LTS?TA
[¥,]
WEST DEPTFORD DEVNYA CURITIB g = ,f EZ MADRID
cuancsiu SINGAPORE ROSIGNANO % 55 SZ pAR|S
MASSA PANOLI PAULINIA e BAD WIMPFEN RoHA = & S i pomINGUEZ
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= SEOUL
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£Z LONGVIEW POVOA
BEIJING

SHANGHA
ALPHARETTA BATON ROU
ALEXANDRIA ZHENJ IA

SAO PAULO

AUBERVILLIER
CHALAMPE TORRELAVE

MUMBAI FREIBURG

BERNBURG
CHEVIGNY

SPINETTA MARENG
MARTOREL
BARQUISIME
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