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Applying Lean and Reducing Waste

1. 

This article is the first in a series of seven, with the aim of helping to answer the question:

“How do we deliver the most effective service for the very best cost to the taxpayer?“

The full set of seven wastes are:

	 Waiting•	
	 Over-Production•	
	 Rework•	
	 Motion – people, materials and paperwork moving•	
	 Excess Processing•	
	 Inventory•	
	 Transport•	

Background

In this, our first article, we are looking at Waiting. 

Waiting is something that we experience every day in our personal and working lives.  The frustration felt by waiting 
for things that should happen sooner rather than later is something we can all understand and when you translate 
this into internal processes within a business you can understand the potential scale of the problem when delivering 
public services.
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Applying Lean and Reducing Waste: Waiting

2. 2. 

The waste of Waiting can manifest itself in a number of ways – it could be waiting for something happening upstream 
of a process, waiting for a particular file or piece of work to be received. It might be a breakdown in the process, a 
disconnect that causes a delay. Even in circumstances where a process may be co-located and work has been done to 
achieve as efficient a process as possible delays can waiting can still occur if the work isn’t balanced.

One of the best ways of identifying waiting is to track either a product or service from the very start of its journey 
from the customer be it, a client path, an order, or maybe even a request for assistance.  For example you could 
identify the amount of time spent “waiting” in the process for applying for social housing, or time spent “waiting” 
in the process for writing a Pre-Sentence Report for an offender. This will give you an overall lead time for the whole 
process.  If you measure the times for each step of the process you can start to build a picture of exactly how much 
time may be wasted by waiting.

Learning to See

One of things we always find when mapping out a process, especially in the Public Sector is that the value added ratio 
(the time adding value for the customer in relation to the overall lead time) of a process is often very low.

The power of seeing a service through its whole journey across silos in organisations cannot be underestimated. This 
powerful technique of Value Stream Mapping allows organisations to visualise what couldn’t be seen previously. (see 
example below)

The Service Implications

The longer the delay in a process the greater the negative impact on the customer. Often in the public sector there 
is the artificially protected situation for the service provider of being in a non-competitive situation. This obviously 
doesn’t mean it’s not right to try to give the best possible service.

In a Lean environment, we measure against perfection, then work back to reality; in the end it comes down to the 
scale of improvement opportunity.

We have had direct experience where organisations are fairly convinced they can’t be helped to improve. However, 
give them a different way of recording and viewing their processes, by mapping their process using a value stream 
map and suddenly delays and waste due to waiting were immediately evident. The diagram below is an example of 
such a map. This analytical tool identified delays (Blue triangles) in a number of places throughout the process. Not to 
mention the additional non-value added steps that were also identified – for each process step that isn’t adding value 
to the customer the process time and overall cycle time add waste and time servicing the end user.
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Applying Lean and Reducing Waste: Waiting

Once the wastes have been identified in this way, it is then easy to focus on specific areas for improvement. The value 
stream map is a powerful analytical tool.

Possible Solutions

There are a number of Lean tools and techniques that can help to tackle the waste of Waiting, but like any Lean 
programme it is the correct implementation of these whilst tackling the cultural aspects of change management that 
will give the maximum long term benefit:

	 •	 A “Pull” process rather than “Push” to remove excess Work In Progress and therefore waiting time
	 •	 Work Balancing to improve the flow of a process, therefore reducing the lead time
	 •	 Information Centres – improved communications within and across teams. Visual measures to aid 	
		  performance management and root cause problem solve reasons for problems causing waiting
	 •	 “Managed Buffers” – Agreed amounts of work in process to ensure if errors occur that the 	 	
		  process 	doesn’t come to a halt

If you would like to know more about the seven wastes and potential solutions to reduce waste and improve your 
customers experience then contact us directly or look on our website for our programme of free seminars. We’re 
more than happy to find out about and discuss any issues you may have.

FURTHER INFORMATION

To receive regular case studies and articles like this one, you can subscribe to our newsletter ‘Actuality’. 
Contact us at Ad Esse Consulting Ltd.

PHONE: +44 (0) 844 826 6162 EMAIL: seriousfun@ad-esse.com WEBSITE: www.ad-esse.com


