D Interreg H

Latvija-Lietuva

Europaan Reglonal Development Fun

Experience of installing LEAN in SODRA

Mindaugas Sinkevicius

Head of the State Social Insurance Fund Board under the Ministry of
Social Security and Labor

15.09.2017



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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Chang

divisions

2016.01.11

es in work efficiency of customer service

T eritorinio skyrisus
pavadinimas

Sivo metu

patvirtintas
klienty
sptarnavime
sp ecislisty
etaty

Ts diens
klientus
aptarnavusin
specislisty
skesifive

Kiek vidutiniiksilsiko klient=slauké eildje

Densijn
klavsimsis

Kiek maks.
laiko
klientas
lauké eilése
pensiju
klsusimasis

Paialpy
klzusim sis

Im okn
klausim ais

Kiek maks.
laiko klientas
lauke eil&je
imoku
klausimais

Marijempote . 00:11:24
Vilkavifkis 3 00:06:48 00:08:24 00:04:10 00:12:16
Kaunas, Vilijampolés posk. 5 00:05:32 00:10:30 00:04:04 00:06:48
Kaunas, Senemiesfio posk. s 00:19:14
Kaunas Mickevifiaus 2. 42 10 00:13:04
Joneva 3 00:08:05 00:20:43 00:12:16 00:19:25
Kedainiai 3 00:07:20 00:22:43 00:05:26 00:11:21
Kaifiadorvs 00:02:50 00:04:20
Vilniavs (Laisvés pr.) 22 00:16:06
Vilnius, Sisurésm. ° 00:24:03 00:24:03 00:26:58 00:44:08
Alytus 7
Siauliai 2 00:07:54 00:05:25 00:03:32
Sitale 2 00:09:23 0:10:19 00:12:18
Klaip &da I-as aukitas 10 10 00:23:07 00:13:07 00:18:17
Panev 7 5 00:17:38 00:08:16 00:23:47
Ma eikiai 4 4 00:09:40 00:03:11 00:09:28
T elisi 4 00:04:17 00:22:14 00:09:20 00:08:01 00:22:26
Plunge 2 00:08:24 00:25:03 00:09:15 00:00:00 00:00:00
— 00:19:54 00:29:23 00:14:20 00:19:10 00:28:27
Klienty aptarnavimo 47 SAV. 48 SAV. Utenos plosk. Anykidiai 9 SAV. 00:01:14 00:08:34 00:01:46 00:00:49 00:04:25
skyriaus/poskyrio ozk. [Ukoh ers 00:05:39 00:22:26 00:04:03 00:05:44 00:15:57
pavadinimas Viso Viso ozt [Visg=ina Viso 00:10:57 00:28:29 0:10:47 00:19:13 00:25:34
virs 30 Gt VDD 00-14-40 00-11-46 00-12-25
min. min. min.
21 | 22]| 23 |24 Klienty | Srautas % 290130 | 1 Klienty | Srautas 34|15 kLbey i Klienty | Srautas % 00:15:51 00:08:28 00:10:43
Marijampole 0% | 0% | 0% | 0% 0 557 0.0% 0% | 0% | 0% [ 505 0% [ 0% | 0% 0 574 0,0%
Vilkaviskis 0% | 0% | 0% | 0% 0 3% 0,0% 0% | 0% | 0% 0 317 0% | 0% | 0% 0 273 0,0%
%;& | - 0% | 0% | 0% | 0% 0 558 0.0% 0% | 0% | o% [ 421 0% | 0% | 0% [ 434 | 00%
ﬂ;ﬁm' 0% | 0% | 0% | 0% 0 851 0.0% 0% | 0% | 0% 0 712 0% | 0% | 0% [ 838 0.0%
1 Y © ] oo [ose | 0% | 0% 0 1313 | 0.0% 0% | 0% | 0% 0 1273 0% | 0% | 0% 0 1309 | 0.0%
Jonava 0% | 0% | 0% | 0% 0 343 0.0% 0% | 0% | 0% 0 433 0% | 0% | 0% [ 469 0.0%
Keédainiai 0% | 0% | 0% | 0% 0 493 0.0% 0% | 0% | 0% 0 480 0% | 0% | 0% [ 448 0.0%
KaiSiadorys 0% | 0% | 0% | 0% 0 284 0,0% 0% | 0% | 0% 0 239 0% | 0% | 0% 0 249 0,0%
Vilniaus (Laisvés pr.) 0% | 0% |4,6%]| 0% 24 2819 0,9% 0% | 0% | 0% 0 2359 0% | 0% | 0% 0 2444 0,0%
Vilnius, Siaurés m 0% | 0% | o% 10 895 1,1% 0% | 0% | 0% 0 737 0% | 0% | 0% 0 826 0,0%
Alytus 0% | 0% | 0% | 0% 0 803 0,0% 0% | 0% | o% [ 722 0% | 0% | 0% [ 770 0,0%
Siauliai 0% | 0% | 0% | 0% 0 111 | 0.0% 0% | 0% | 0% [ 1087 0% | 0% | 0% 0 1121 | 0.0%
Silale 0% | 0% [3.2%)] 0% 1 171 0,6% 0% | 0% | o% 0 179 0% | 0% | 0% 0 158 0.0%
Klaipeda I-as aukstas 0% | 0% | 0% | 0% 0 1435 | 0.0% 0% | 0% | 0% [ 1422 0% | 0% | 0% 0 1353 | 0.0%
Panevézys 0% [ 0% | 0% | 0% 0 1163 | 0,0% 0% | 0% | 0% 0 1098 0% | 0% | 0% 0 131 [ 00%
Mazeikiai 0% | 0% | 0% | 0% 0 501 0.0% 0% | 0% | o% 0 481 0% | 0% | 0% [ 468 0.0%
TelSiai 0% | 0% | 0% | 0% [ 319 | 0.0% 0% | 0% | 1.4% 1 374 0% | 0% | 0% [ 207 | 00%
Plungé 0% | 0% | 0% | 0% 0 331 0,0% 0% | 0% [ 0% 0 358 0% | 0% | 0% 0 391 0,0%
Utena 0% | 0% | 0% | 0% 0 308 | 00% 0% | 0% | 0% [ 381 0% | 0% | 0% [ 442 0.0%
Utenos posk. Anykstiai 0% | 0% | 0% | 0% 2 200 1,0% % | 0% | 0% 0 184 0% | 0% | 0% 0 176 0,0%
Utenos posk. Ukmergé 0% | 0% | 0% | 0% 0 31| 0,0% 0% | 0% | o% 0 203 0% | 0% | 0% [ 325 0.0%
Utenos posk. Visaginas 0% | 0% | 0% | 0% 0 323 | 00% 0% | 0% | 0% [ 322 0% | 0% | 0% [ 333 0,0% 6
Total 0.3% | 0% [0.9%] 0% 37| 15605 | 0.2% 0% | 0% [0.04% 1 14377 0% | 0% | 0% [] 14939 | 0,0%
47vs 46 52,1;; 97,86% 48vs 47 2’7:;' 92,13% 49 vs 48 O’O? 103,91% SOd ra- It




OBSERVATION OF THE TELEPHONE
INFORMATION CENTER (TIC)

11.01.2016| 14.03.2016 | 11.04.2016 | 12.12.2016 | 01.06.2017
Calls received 4176 | 3723 | 2950 | 3253 | 2887
Calls answered 3593 | 3589 | 2848 | 3160 | 2790
Calls missed 583 134 102 03 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.);

o Relevant indicators are provided based on the
principle of hierarchy;

o Emerging problems are solve quickly and effectively;

o Employees are involved in the Iimprovement 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!




