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The need: 
 

This month, I initiated a series of coaching sessions with program managers, process managers and their 

organizations at one of the largest utility companies (by capacity and by land extension) in the US. 

 

A program manager from the Health and Safety organization asked me to facilitate their continuous 

improvement program and to do a process re-engineering workshop for their Cause Evaluation SIF 

Investigation Process. They complained that their current process is lengthy, and the quality of the output is 

low. 

 

After a series of workshops, I identified with the team that the process encrypts major bottle necks causing high 

delays – The delay is at least 300% higher than the normal time documented in the client’s process playbook. 

 

  Background: 
 

Another coaching firm was hired a few weeks before my intervention, to do an independent study on the Cause 

Evaluation Process. The goal of the assessment was to provide feedback on what they saw and what they were 

told in three of the several facilities and to provide recommendations within a 4-week period. The firm had to 

provide a "current state" and a "future state" of the Cause Evaluation SIF Investigation Process.  

 

The image below shows the Current State and Future State Mapping produced by the firm.  

 

 



 
Process maps provided by the coaching firm 

 

The Approach: 
 

I analyzed the materials and attended the meetings with the coaching firm and the client. I realized that they had 

very valid points for the existing gaps in most process steps, but their explanations were only anecdotal and 

lacking connection from the gaps to the solutions in a clear road map. They provided very stylish process state 

mappings which were complemented with lots comments and suggestions. It was a beautiful piece of work!  

 

 



 
 

I did the client a favor and took all the information provided by the firm in combination with my meeting notes. 

I did an exercise to feed a SIPOC tool with the data extracted from the information collected. To my surprise 

and sadness, I was unable to complete the SIPOC. After hours fighting with it, both using the firm’s current and 

future process maps, I could not fully define one single process step! 

 

I concluded that what the client received from the coaching 

firm a beautiful piece of marketing work but not a process 

map.  

 

The product does not necessarily address critical elements at 

each process stage and does not convey a full road map to 

ensure that the client will cross the finish line within time and 

quality expectations.  

 

The product given is mainly anecdotal and lacks important 

process mapping structure. The product does not picture how 

success will look after the investigation process is completed.  

 

It was a marketing product maybe pertaining selling more 

services but not detailed enough to solve the immediate 

problem.  

 

I went ahead and critiqued the third-party process map and 

gave my impressions to the team.  

 

After I realized that the process mapped was not going to 

help the client to get them to the finish line, I facilitated a 

series of workshops to complete the puzzle and to come up 

with a fully detailed picture of the future process as it is 

intended by the client. In addition, I helped the client to 

enhance their vision by adding more value on each process 

step and increase levels of expectation. For example, who 

should be involved and who should not be involved at every 

level in the process, who is a customer, and the quality of the 

message to be carried out to customers by the tool in every 

pass of the baton.  

 

We used an Agile approach to time-box each process step and a Lean Six Sigma approach to ensure quality at 

each process step. I proposed to use a SIPOC tool to picture the process and its critical pieces.  



 
SIPOC for the Causal Evaluations SIF Investigations Future Process Flow   

 

The result was fascinating, because as we were moving forward in filling out the blanks of the SIPOC, they 

were learning the benefit of the tool and immediately going into moments of self-reflection. Everyone got so 

involved and added value in their own ways, for example, by bringing pieces of documentation, facts, 

perceptions, anecdotes, and pool of subject matter expertise to the discussion. 

 

Time passed by very fast as the SIPOC was getting ready when suddenly, at the request of one of the team 

members, we had to go back to the process step #1 the “Forensics Data Gathering” and brainstorm again. They 

made another self-correction. They challenged the initial status quo and now they are challenging their own 

level of quality. I realized that the team had already understood the concepts of “Value Added” and 

“Customer”. They used the tool with much more assertiveness. They were self-improving!  

 

The Solution: 

 
I was able to successfully get buy-in from the managers in the room and moved on to the next steps in the 

creation of an action plan that will close the gaps and will bring the project back on-track.  The importance of 

conveying Lean Six Sigma definitions of “Value Added”, “Voice of the Customer”, “Waste”, etc. As well as 

“Streamlining” were paramount in switching their mindset.  

 Cycle time and quality 

levels identified 

 

 
New roles and suppliers 

added while others 

removed 

 waste removed from 

the decision making 

 

 Optimized steps 

 Overall process is 

streamlined 

 Customer is known 

everywhere 



 

They stated that they experienced all sorts of issues that went from systemic issues, socio-technical limitations 

(such as in a large organization not everyone is available, equipped, or trained with the right skill set for the 

job), vendors having their own interests for delaying the completion of the process, and employee compensation 

structures tied into unbalanced weighted scoring system – for instance, not having a score for “time completion” 

in the weighted scoring system but only referenced in the process playbook was completely derailing any 

reasonable expectation for completing a Causal Evaluation SIF Investigation project within time. 

 

At the end of my intervention, the team was able to not only enhance their Cause Evaluation and SIF 

Investigation process but also equipped themselves with better project management plans and work breakdown 

structures (WBS). A significant amount of waste was identified and removed that shorten the process cycle 

time by 15-days. Less of what stated in the current process playbook. This will bring an overall increase in the 

Cause Evaluation and SIF Investigation process throughput! 

 

Last but not least, the overall client satisfaction for the facilitation received was the big payoff. We did not have 

much time for preparation but in the end, we were able to customize a clear process path with a new set of 

expectations.  

Time Matters® 

 

“Thanks Juan, your help has been tremendous. 

We were at a point that we needed your guidance 

to get over the hump and get rolling. Thanks 

again.” 
 

SIF Investigations Manager 

Utility Company in the US 

 


