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Lean Six Sigma



Examining The City of Ormond Beach
& The Lean Six Sigma Process

What – Two processes we wanted to explore

1. Construction Contract Change Orders

2. Performance Evaluation System

Why

• WAS about improving the process and gaining 
efficiencies along the way

• WASN’T about reducing staff and reducing expenses

Who

• Two different teams of individuals

• Two key staff members overlapped the process for continuity and consistency

• Engagement of broad spectrum of staff for each process

– Executive level buy-in
– Employees volunteered



Construction Contract Change Order Process

Why

• Improve transparency and accountability with the 
City Commission

How
• Improve the internal process of mapping and 

understanding the change order process with 
ALL involved parties

Learning
• Over the last five years, we had a net overall 

contract change order reduction

• The approval process was/is overly burdensome

– By changing the process we can save significant staff 
time and free those individuals up for other tasks



Performance Evaluation Process

Why

• Staff complaints

– Time – time to conduct evaluations

– Tracking – time track employees throughout the process

– Satisfaction – concerns about the adequacy of the evaluation process

How
• Improve the internal process of mapping and understanding the change 

order process with ALL involved parties

Learning
• Amount of frustration about the existing process

• New streamlined process with clearly defined goals and outcomes

• Now training supervisors in the new process with the new forms



Lean Six Sigma



Lean Enterprise

WHO TO WATCH IN 2013: Joyce Shanahan
(Ormond Beach Observer, December 28, 2012)

• As city manager of Ormond Beach, Joyce Shanahan
makes it a point of putting herself in her workers’ 
shoes — even when those shoes are knee-deep in 
sewer-line trenches.

• If you were lucky, and you got up early enough, you 
might have spotted Ormond Beach City Manager Joyce 
Shanahan up to her knees in mud last July, digging 
trenches on Beach Street with the city’s sewer and 
water crew.

• Days like these she calls “field days.” They’re when she 
gets out from behind her desk at City Hall and into the 
actual city, to work a day for her employees — and 
they don’t take it easy on her, either, Shanahan jokes.



What Lean Six Sigma Is



What Lean Six Sigma Is Not



What Is Waste?
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9 Categories Of Waste In Processes
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TOPS Model Lean Companies Use: 

• Team-Oriented Problem Solving
– Champion

– Team leader

– Facilitator

– Cross-Functional Subject                                                        
Experts

“No one knows the work like the people doing the work.” – Henry Ford

Cross-Functional Team



Powerful Model For
Process Improvement

• “Begin with the End in Mind”Define

• What is the Current State?Measure

• Put the process under the microscope

• Beat it up!Analyze

• Target improvement ideas to create the 
Future StateImprove

• Develop and Sustain Buy-InControl



Are You Ready?

Management 
Understanding and 
Commitment is 
ESSENTIAL!

“Any fool can criticize, condemn and complain –
and most fools do.” – Dale Carnegie



What Are The Benefits?



Applying Lean Six Sigma

• Scope: 

– Train city project team members 
on basic lean six sigma concepts 
and tools.

– Facilitate process improvement 
event with project teams based 
on projects selected.



Projects

• Contract Change 
Order Process

• HR Performance 
Review Process



Team Charter

• Define the Project

• Define the Team Membership

• Set Project Scope and Boundaries

• Define Anticipated Resources Required

• Define Expected Business/Customer Benefits

• Start date/End date

• Completion and Closure Information

• Sign off



Current State Value Stream Map –
Change Orders



Issues To Be Resolved



Contract Change Order Process –
Observations 

• Change orders go through up to 10 individual approvals.

• Change orders go through a manual approval process (including manual 
delivery of the change order paperwork through the City), then a 
redundant electronic approval process.

• Certain personnel involved in the approval process are not adding value, 
reducing risk or acting as an internal control.

• Currently insignificant change orders are approved by City Staff following 
current guidelines and work completed, however, if the change orders 
aggregate in excess of $25,000, City Commission approval is required 
although work may be completed.

– Creates delays in vendor payments.



Contract Change Order Process –
Observations (Continued)

• City Staff Analysis - Change Orders:

– 81 contracts since 2007

• 22 had no change orders

• 23 had additive change orders 
totaling $885,718 (excluding a 
WTP project)

• 36 had deductive change 
orders totaling $1,274,836

• Net deductive change orders 
of $389,117 (1.1% Deduction 
from total contract value of 
$36 million)



Contract Change Order Process –
City Staff Recommended Improvements

• Goal – complete the approval of change 
orders within one week.

• Eliminate manual paperwork and 
process change order exclusively in the 
HTE system using the current purchasing 
process.

• Eliminate redundant approvals. This will 
drop the number of approvals to 3 
unless the purchase threshold is met 
then City Commission approval is 
required.



Contract Change Order Process –
City Staff Recommended Improvements (Continued)

• Eliminate aggregating change orders for ultimate 
approval by City Commission.

– Revise purchasing policy to require individual 
change orders in excess of $25,000 or 2% of the 
contract price to require City Commission 
approval.

– Individual change orders below $25,000 or 2% 
of the contract price will not be aggregated 
with other change orders and not require City 
Commission approval.

• The quarterly capital purchases report to the 
Commission will include all change order activity.

• Change in threshold requires City Commission 
approval.



Summary Of Future State –
Field Issues

1. Field issue is discovered by contractor or City personnel. 

2. Inspector is notified of issue and determines if the issue can be resolved.  
If it cannot be resolved, the inspector communicates this to the Project 
Manager.

3. Project Manager collaborates with the contractor and others to 
determine a solution. The Project Manager than issues a directive to the 
contractor. The contractor is given an opportunity to provide feedback on 
the proposed solution including a proposal for additional compensation. 

4. The Project Manager and Contractor negotiate any additional costs with 
final approval provided by the City Engineer.



Summary Of Future State –
Change Order Process

1. If a change order is needed, the Project Coordinator prepares a change 
order form. 

a. Change orders in excess of $25,000 or 2% of the project (whichever is 
greater) require formal approval by the City Commission. 

i. Agenda item documents are prepared by the Project Manager and 
electronically routed for approval to the City Engineer, City Attorney, 
Finance Director, Public Works Director, and City Manager. 

ii. If approved by the City Commission, the change order will continue 
through the approval process noted below. 

b.    Change orders below $25,000 or 2% of the project (whichever is greater) 
do not require formal approval by the City Commission. 



Summary Of Future State –
Change Order Process (Continued)

2. Project coordinator enters a purchase requisition into Naviline. The 
requisition is approved electronically by the Finance Director and City 
Engineer.

3. Project coordinator converts purchase requisition into a purchase order.

4. The purchase order is sent with the work authorization to the City Manager 
for approval.

5. Once all approvals have been received, the contractor is authorized to 
perform the change order work.

**Overall goal is to complete the approval of change orders within one week.



Proposed Stormwater Improvements



Future State Value Stream Map –
Change Orders



Current State Value 
Stream Map 

vs.
Future State Value 

Stream Map 



• Average past due 84 days.

• Manual process of tracking 
when evaluations are due.

• Performance review paperwork 
is lengthy.

• Performance reviews are 
inconsistent in ratings.

• Lacked connection between 
expectations and the actual 
performance review.

HR Performance Review Process –
Observations



• Goal – reduce turnaround time to 30 days.

• Utilize current software (HTE) to notify and 
track outstanding performance reviews.

• Eliminate use of spreadsheets and manual 
data entry.

• Revised performance review document that 
is shorter with improved relevance.

• To be approved by HR Board.

HR Performance Review Process –
City Staff Recommended Improvements
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Remember The Guy With The Toast?



Questions?

Bernadette Britz-Parker, CPA
Certified, Lean Six Sigma
Partner

James Moore, CPAs
www.jmco.com
Bernadette@jmco.com

386.257.4100 ext. 4424

https://www.linkedin.com/in/
bernadettebritzparkergovtcpa

Katie Davis, CPA
Certified, Lean Six Sigma
Senior Manager

James Moore, CPAs
www.jmco.com
Katie.Davis@jmco.com

352.378.1331 ext. 2203

http://www.linkedin.com/in/ 
katiedavisgainesvillecpa

Joyce Shanahan, ICMA-CM
City Manager

City of Ormond Beach, Florida
www.ormondbeach.org
shanahan@ormondbeach.org

386.676.3200
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