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SODRA AS ORGANIZATION

d 3399 employees;
1 10 territorial divisions and 2 other institutions;

J 60 customer service divisions.
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THE BEGINNING OF THE PROJECT:
WHY DID WE NEED LEAN?

Sodra has been applying LEAN methods since 2014.

L Opportunity to improve and solve ingrained problems;
O Opportunity to find something new,;

d Employees are able to suggest new and diverse
problem solving methods.
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ACHIEVEMENTS AND CHANGES
FROM THE BEGINNING OF THE PROJECT
“‘LEAN GOVERNMENT" UNTIL NOW
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CHANGES IN SUGGESTING KAIZEN IDEAS
FOR THE FUND BOARD
February of 2014 - 2017

2014 )

To suggest
Kaizen idea

In total, 356
ideas suggested

In total, 112
Kaizen ideas
rejected

- /

2015 )

Mandatory
suggestion of 2

»' Kaizen ideas

In total, 234
ideas suggested
In total, 45
Kaizen ideas
rejected

N

o J

2016 )

Voluntary
suggestion of

In total, 47 ideas
suggested
In total, 12
Kaizen ideas

2017 )

Voluntary
suggestion of

Kaizen ideas * Kaizen ideas

In total, 25 ideas
suggested
In total, 5 Kaizen
ideas rejected

rejected

o /

o J
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Changes in work efficiency of customer service
divisions

2016.01.11
Kiek vidutinifkailsiko klientss lauks silgje
Siuvo metu
FE;;‘;’:;:(H(EE ‘ila diens Kiek .n:)sks, Kiek maks. Kiek maks.
T eritorinio skyrieus i renrus . Laiko . laiko klientss laike klientas
pavadinimas Spramsvime | sprarmavnEy T klientas o lauk é eilése i lauké eil&e
sp ecialisty specialisty | plapsimeis | leuké eilése | kiaveim ais N klansim ais s
etaty sk aidine pensiy paiaipu _gmoku
A Klausimaia klausimais
Marijempole B s 00:11:24
Villeaviikis 3 3 00:06:48 00:08:24 00:04:10 00:12:16
Kaunas, Vilijampolés posk. s 3 00:05:32 00:10:30 00:04:04 00:065:48
Kaunas, Senamiesfio posk. 8 7 00:19:14
Kaunas Mickeviisus g. 42 10 o 00:13:04
Tonava 3 3 00:08:05 00:20:43 00:12:16 00:28:33 00:19:25
Kedsiniai 3 3 00:07:20 00:22:43 00:05:26 00:15:4 00:11:21
Kaifiadorvs 2 00:02:50 00:04:20
Vilniavs (Laisveés pr) 22 22 00:18:06
Vilnius, Sisurésm. ) s 00:24:03 00:24:03 00:57:48 00:26:58 00:44:06
Alyeus =
Siauliai 9 7 00:07:54 00:05:25 00:03:32
Sitale E 00:09:23 0:10:19 00:12:18
Kiaip éda I-as aukitas 10 10 00:23:07 00:13:07 00:18:17
DPanev 7 i 00:17:38 00:08:16 00:23:47
Mafeikiai 4 4 00:09:40 00:03:11 00:09:28
T el Siai 4 00:04:17 00:22:14 00:09:20 00:08:01 00:22:26
Plungé 4 00:08:24 00:25:03 00:09:15 00:24:47 00:00:00 00:00:00
— = 00:19:54 00:29:23 00:14:20 00:28:19 00:19:10 00:28:27
Klient® ap 47 SAV. 48 SAV. Utenos plosk. Anykidiai 9 SAV. 2 00:01:14 00:08:34 00:01:46 00:07:40 00:00:49 00:04:25
skyriaus/poskyrio ozk. [Ukoh ers 00:05:39 00:22:26 00:04:03 00:22:26 00:05:44 00:15:57
pavadinimas Viso | Yo | osic. [Visgzina o 00:10:57 00:28:29 00:10:47 00:29:08 00:19:13 00:25:34
V":mr v"||inr V"'"nr 00-14-40 00:-11-46 00-12-25
21 | 22| 23 | 24 [ 25 |kIiq srautas| % [12)38]| 28 (29|30 [ 1 2 |kIid smuas| % 34| 15 kbey Tidudicd=9 [k 1§ sauas| % [10]11]| oo:15:51 00:08:28 00:10:43
Marijampolad | ow [o%]| ow|ow|ow| o 557 | 0.0% 0% [o%| 0% | o% | ow| o 505 | 0,0% 0% [o%| 0% | o% | o%| o 574 | 0.0%
Vilkavigkis | ow |ow|ow|ow|ow| o 326 0,0% 0% | 0% | 0% | 0% | 0% | o 317 0,0% 0% |0%| 0% | 0% | 0%| O 273 0,0%
e "] 0% 0% 0% [ 0% [ 0% o 558 | 0,0% 0% [o% | 0% | 0% | 0% | o 421 | 0,0% 0% [o% | 0% | 0% | 0% | o 434 | 0,0%
Raomas , SE Mmjamr e T O}
L 0% [ 0% [ 0% [ 0% | 0% | o 851 | 0.0% 0% [o%| 0% | o% | ow| o 712 | 0.0% 0% [o%| 0% | o% | ow| o 838 | 00%
RE = VT CTR[EV T T[a 0
s 0% ['0% [ 0% | 0% | 0% | o 1313 | 0,0% 0% [o% | 0% | 0% | 0% | o 1273 | 0,0% 0% |o%| 0% | 0% | 0% | o 1309 | 0,0%
Jonava 0% [o% | 0% [ 0% | ow| o 343 | 0.0% 0% [o%| 0% | o% | 0% | o 433 | 0,0% 0% [o% | 0% | o% | o%| o 469 | 0.0%
Kadainiai 0% [o%| 0% [o% | ow| o 493 | 0.0% 0% [o%| 0% | o% |ow| o 480 | 0,0% 0% [o%| 0% | o% |ow| o 448 | 0,0%
Kai giadorys| ow [ow| 0| ow|ow| o 284 | 0,0% 0% [o% | 0% | 0% | 0% | o 239 | 00% 0% [o%| 0% | 0% | 0% | o 249 | 0,0%
Vilniaus (Lafi gy lics |Hebe} dw | 0% | 24 | 2819 | 09% 0% [o%| 0% | o% | ow| o 2359 | 0,0% 0% |o%| 0% | 0% | 0% | o 2444 | 0,0%
Vilnius, Gia 0% 0% | 0% | 0% | 10 | 895 | 1.1% 0% [o% | 0% | o% | o%| o 737 | 0.0% 0% [o% | 0% | o% | o%| o 826 | 0,0%
Alytus 0% [0% | 0% [ 0% | ow| o 803 | 0.0% 0% [o% | 0% | 0% | 0% | o 722 | 00% 0% [o% | 0% | 0% | 0% | o 770 | 0,0%
Giauliai 0% [o%| 0% [ow| ow| o 1111 | 0.0% 0% [o%| 0% | o% | ow| o 1087 | 0.0% 0% [o%| 0% | o% | ow| o 1121 | 0,0%
Gilala 0% | 0% [3.206] 0% | 0% | 1 171 | 06% 0% [o% | 0% | 0% | 0% | o 179 | 00% 0% (0% | 0% [ 0% | 0% | o 158 | 0,0%
Klaipdda 1 - a|soua|wkd buifson | o% | o 1435 | 0,0% 0% [o%| 0% | o% | ow| o 1422 | 0,0% 0% |o%| 0% | 0% | 0% | o 1353 | 0,0%
Panevigys 0% | 0% | 0% | 0% |0.0%| o 1163 | 0,0% 0% [o% | 0% | o% | o%| o 1008 | 0,0% 0% [o%| 0% | o% | o%| o 1131 | 0,0%
Magei ki ai 0% [0% | 0% [ 0% | ow| o 501 | 00% 0% [o% | 0% | 0% | 0% | o 481 | 0,0% 0% [o% | 0% | 0% | 0% | o 468 | 0,0%
Telgiai 0% [o%| 0% [o%| ow| o 379 | 0.0% 0% (0% | 0% [14%| o% | 1 374 | 03% 0% [o%| 0% | o% | ow| o 407 | 0.0%
Plunga 0% | 0% | 0% | 0% | 0% 0 331 0,0% 0% | 0% | 0% | 0% | 0% 0 358 0,0% 0% [ 0% | 0% | 0% | 0% 0 391 0,0%
Utena 0% [ 0% | 0% [ o% | ow]| o 398 | 0.0% 0% [o% | 0% | o% | 0% | o 381 | 0.0% 0% [o% | 0% | o% | o%| o 442_| 0,0%
Utenos posk.| ohnyok|ddw b [45%] 2 200 | 1,0% 0% [o% | 0% | o% | o%| o 184 | 00% 0% [o%| 0% | o% | o%| o 176 | 0,0%
Utenos posk. | oKme| dd| ow | 0% | o 351 | 0,0% 0% |o%| 0% | 0% | 0% | o 203 | 0,0% 0% [0% | 0% | 0% [ 0% | o 325 | 00%
Utenos posk. Visaginas | 0% [ 0% | 0% | 0% | 0% [ o 323 | 0.0% 0% (0% | 0% | 0% | 0% | o 322 | 0,0% 0% (0% | 0% | 0% | 0% | o 333 | 0,0% 6
Total 0.3% | 0% [0.9%] 0% [0.19] 37 | 15605 | 0.2% 0% | 0% | 0% [0.04%] 0% | 1 | 14377 | 0.0% 0% |0% ]| 0% | 0% | 0% | 0 | 14939 | 0.0%
a7y 4 52,1;:0 97,86% Bvs a7 z,zﬂ/; 92,13% ovs 4 o,oa/ln 103,91% SOdraIt




OBSERVATION OF THE TELEPHONE
INFORMATION CENTER (TIC)

11.01.2014 14.03.2016 11.04.2016 12.12.2014 01.06.2017

Callsreceived | 1176 | 3723 | 2950 | 3253 | 2887
Callsanswered | 3593 | 3589 | 2848 | 3160 | 2790
Callsmissed |\ 'gg3 | 134 | 102 | 93 | 97

Percentage of
missed calls out
of all calls
received
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PROCESS AND PROBLEM
MANAGEMENT

Asaichi — a system based on meetings, which
helps to manage the organization:

o The main results of performance are continuously
monitored (quality, effectiveness, loss, etc.);

0 Relevant iIndicators are provided based on the
principle of hierarchy;

0 Emerging problems are solve quickly and effectively;

o0 Employees are involved Iin the Improvement of
processes.
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OPERATIVE INDICATORS OF OBSERVATION

d Financial indicators (e.g. outstanding periodical payments of
the previous day);

d Performance indicators (e.g. level of payment collection,
number of overpayments);

 Customer service observation indicators (e.g. level

of customer satisfaction in services, customer wait time at the
reception);

dIndicators of information systems (e.g. number of
critical IT system incidents).



VISUALIZATION OF OPERATIVE INDICATORS
OF OBSERVATION
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Thank you for your attention!




