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What works? 
1. Build a set of Leading  
Measures identified by  
       A. Small Outcomes 
       B. Leveraged Behaviors 
2. Develop a system for 
         A.  Accountability 
         B.  Discipline 
         C.  Awareness 
                  — Line of Sight 
         D. Clear the Path  
3. Meet w/Leadership  
 A. Prepare for review 
 C. Analyze and score 
      Development 
 D. Recognize  
 Achievement 
 E. Review BMCanvas 

.Select best idea and move 

to PDCA 

Lean Service Design Trilogy EDCA 

Appreciative  
 

SALES Do Check Act 
 

Discovery: Identifying your positive core the best of “What is” Dream: Images of shared visions on how  
service product will function.  

“What might be?” 

Design: Align values, 
structures and process 
into the ideal. “What 
should be” 

Destiny: Co-construct 
sustainable learning 
competencies “How to 
empower, learn & 
adjust/improvise?”  

Design Strategy Charter Teams thru Policy Deployment 

Check Progress in  
Real Time  

Conduct the Experiment 
  

Transform Organization through 
 Training 

Build collaborative 
structure 

Create strategy as an experimental design 
by identifying truly critical factors and their 
interaction effects .  

Engage the entire team in conducting 
the experiment by formally 
chartering teams as needed. 

Standardized work provides controlled conditions 
for execution of the experiment. Promote 
adherence through intensive training in teamwork 
and tools  before initiating. 

Empower your team to 
check results and make 
adjustments in real time. 
Manage exceptions through 
your Leader Standard Work 
. 

Make new knowledge part 
of standardized work 
through PDCA embedded in 
daily operations.  

Action Teams Action Teams 

Sense Making 

.Finalize plans  

.Prepare for the cycle 

.Introduce the tactical 

project plan 

.Discuss the operations 

plan 

.Study the plan 

.Complete and confirm 

the EDCA plan 

.Manage visually 

.Weekly meetings 

.Daily 5-minule 

meeting (if reqd.) 
 
 
The people that are 
accountable for these must 
be part of this process.  

Identify the offering, the 
service product.  

.Consider Possibilities 

.Rank by impact 

.Evaluate top ideas 

.Define the Idea 

      A.  Golden Circle 
      B.  Uncommon Service 
      C.  Use other avail. tools 
            (VOC, Kano, Matrix) 
5. Point of View Statement 
 A. Define 
need 
     B. Define Value 
       
 1. Functional 
 
 2. Emotional 
 
 3. Social 

Locate Team Members 

.Name 

.Position 

.Role 

 
Empower 

.Develop initial Business 

      Model Canvas 

.Outline Strategic/Tactical 

Meetings 
        A. Report 
        B. Review 
        C. Plan 

 

Discover starting point. 

.Experience economy 

hierarchy , where? 

.Which iTeam? 

.Journey Map 

        A. Service periods  
        B. Points of Concern  
        C. User Perceptions 
        D. Design Goals 
        E. Constraints               
  

What if? 

.Q-Storm  

.Brainstorming for 

Future Journey  Map 

.Develop Multiple 

(7) Front & Back 
Stage interaction 
scenarios 

       A. Functional 
       B. Emotional 
       C. Social 
       D. Cost 
       E. Others 

What wows? 

.Consider the top (7) 

Possibilities (Ideas) 

.Define the best ideas, key 

steps.  
      A.  SOAR, SWOT, Kano 
      B.  Deadline 
      C.  Customer use 
      E.  Customer need 
      F.  Others 

.Rank by impact 

.Prototype top 3 ideas 

 

Focus 

What is? 

.Regular work continues 

.EDCA Plan = _____% 

.Establish Gemba Walks 

.Empathy Mapping 

.Establish Customer 

Journey 

.Develop User Stories 

.Assess organizations  

ability to deliver. 
      A. SWOT/SOAR Analyses  
 
 

 

60 minute webinar introduction to Lean Service Design Trilogy  
1 to 2 day workshop              1 day Launch workshop    
         1/2 Day What’s Next Workshop 
   Off Site Support for development of plan in first 30 days.          Provide 
weekly Instruction/coaching in accordance to plan outline  

Consultants Role 
 

 Hoshin Kanri for the Lean Enterprise by Thomas Jackson , Appreciative Inquiry for Change Management by Sara Lewis, Designing for Growth by Jeanne Liedtka and Tim Ogilvie, Business Model Generation by Alex Osterwalder 

Explore 

Locate/Empower Select Analyze 

Leadership Team (Value Stream Manger, Team Coordinator, Team Leader(s)) 

http://Business901.com 



Identification of the service product is the first step for creating a Lean Service Design. 
 
Use this worksheet to identify Service Products. You will: 
1. Name the service/product groups of your department/organization: 
2. Narrow that number to seven that you are most familiar with or create yourself. 
 
After completing worksheet, check your work: Do you answer yes to the following 
questions? 
 
This exercise is derived from the book Creating a Customer-Centered Culture, and the 
following is the author’s explanation on how to check your work. If you answer yes to 
any of the following, you have not created a service product. 
 
Is these Service Products (SP) something only you or your immediate work group 
can claim as yours? For example, a service product name of policy or plan isn’t 
specific enough to claim ownership. Such labels represent whole classes of service 
products (SP). There are probably others who would also claim these SP as theirs. 
 
Can you make the SP plural? If the label you wrote is followed by “—ing,” it is an 
activity, not a SP product. The SP is the tangible deliverable that is created by activity. 
Results like satisfaction, assurance, and security also are not service products. They are 
outcomes (intangible results or conditions) obtained by using the SP. 
 
Does the SP, as named, occur in countable units? Information can only be considered 
as a SP by the various forms it takes. Reports, graphs, answers, proposals, plans, and 
manuals are examples of information products. Information is raw material, delivered 
to others in some organized or packaged form. 
 
Is the Service Product intended to mate a desired outcome or result for a customer? 
Satisfaction, security, fun, profit, productivity, and knowledge are outcomes your SP 
might create. Some people confuse outcomes with the SP itself. Direction and 
leadership are sometimes used by leaders of the organization. The true SP are policies, 
plans, and strategies which, when used by others, propel the organization in a desired 
direction. These types of SP are more complicated than the others, and for the moment 
I would stay away from using them. Leadership is a skill or outcome, not a SP. 
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Actors 

Exploratory Team to decide 
on Feasibility 



S: Sense-making: Give meaning to experience 
  
• Create a point of view statement that defines the efforts 

to understand connections which can be among people, 
places, and events.  
 

• Understanding the problem space is many times as 
important as understanding the user.      

  
  

Actors 
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When developing a service design you must be able to articulate the value of it. The first step is determining why you do it. In this enclosed worksheet worksheet, complete the 
three step process for one of the previous determined service products from the previous lesson. If you are the adventurous type complete it for several for he other service 
products. 
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C:  Check (Study) see if improvement was made 
 

• Analyze and optimize: isolating and testing the key 
assumptions that will drive success or failure of a concept 
 

• Rapid Prototyping: express a new concept in a tangible 
form for exploration, testing, and refinement 
 

• Customer Co-Creation: enroll customers to participate in 
creating solution that best meets their needs 

  
 

Actors 
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Strengths 

Inquire into Strengths 

Aspirations 

Innovate to meet 

  

Opportunities 

Imagine desired outcomes 

Results 

Inspire to Continuously Improve 

Key leverage points 

Business KPIs 

Sustainable competitive advantage (Positive Core of Organization)  

  Tactical        Strategic 

  
Painting the Vision (SOAR)  

(Strength, Opportunities, Aspirations, Results)  

Strengths :  Internal to organization;  What is our core  
Opportunities :  External to organization;  What might be  
Aspirations :  Internal to organization;  What should be  
Results :  External to organization;  What will be  
  
Key Leverage Points :  
Opportunities we can leverage our strengths against (where we play and win)  
 
Business KPIs :  
Key Performance Indicators that we can measure over extended period of time  
  
SOAR is a great method to use for expanding on the positive areas of an 
organization. It normally is much easier to gain buy - in from stakeholders with this 
approach versus others.    

SWOT Form  

Strengths 

Weaknesses 

Opportunities 

Threats 

Key leverage points 

Business issues 

Sustainable competitive advantage 

 Internal                   External 

Strengths :  Internal to organization;  Things we do better  
Weaknesses :  Internal to organization;  Things we do worse  
Opportunities :  External to organization;  Things to capitalize on  
Threats :  External to organization;  Things to worry about  
  
Key Leverage Points :  
Opportunities we can leverage our strengths against (where play to win)  
 
Business Implications:  
Threats our weaknesses make us vulnerable to (where play not to lose)  
 
Sustainable Competitive Advantages :  
Key leverage points that can be sustained over extended period of time  
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1. See �± Ask: What are you thinking?  

2. Sort �± Ask: What it means?  

3. Sketch �± Ask: Why does it matter?  
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Try prototyping your 3 ideas and at this point reflecting on only these 4 questions:  
What worked ?  What could be improved?   What additional questions were raised?  What new ideas did it generate?  
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Pre - Service  Service  Post Service  
Evaluate �± Pick Best idea  
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A:  Act (Adjust) 
 

• Relate and Influence:  No matter how good of a idea you 
have, the key is still in gaining acceptance of others, build 
constituency .  
 

• Has exploratory needs been completed? If not, reconsider.  
 

• Can we improve through a Learning Launch 
• Create an affordable experiment 
• Let UX be the new solution over an extended period 
• Test key assumptions with market data.  

 

• Document the steps to complete hand off.  
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.Promote adherence to 

standardized work 

.Develop leaders and make 

succession plans 

.Train, coach, and mentor 

.Repeat the cycle 

PDCA 

Appreciative  
 

Plan (30 Days) Do Check Act 
 

Discovery: Identifying your positive core the best of “What is” Dream: Images of shared visions on how 
group will function. “What might be?” 

Design: Align values, 
structures and process 
into the ideal. “What 
should be” 

Destiny: Co-construct 
sustainable learning 
competencies “How to 
empower, learn & 
adjust/improvise?”  

Design Strategy Charter Teams thru Policy Deployment 

Check Progress in  
Real Time  

Conduct the Experiment 
  

Transform Organization through 
 Training 

Prioritize  
Standard Work 

Create strategy as an experimental design 
by identifying truly critical factors and their 
interaction effects .  

Engage the entire team in conducting 
the experiment by formally 
chartering teams as needed. 

Standardized work provides controlled conditions 
for execution of the experiment. Promote 
adherence through intensive training in 
productivity and quality methods before initiating. 

Empower your team to 
check results and make 
adjustments in real time. 
Manage exceptions through 
your operating system.  

Make new knowledge part 
of standardized work 
through PDCA embedded in 
daily operations. Coach and 
mentor to develop leaders at 
every level.  

Action Teams Action Teams 

.Regular work continues 

.Hoshin Plan = 10% 

.Act on Lead Measures 

         A.  Accountability 
         B.  Discipline 
         C.  Awareness 
                  — Line of Sight 
         D. Clear the Path 
                              for others  
 
 

 

Team Leader 

Leadership  Team 

Outline Weekly Meetings  
 

.Report 

.Review 

.Plan 

 
Team Leader 

.Finalize plans 

.Prepare for the meeting 

.Introduce the tactical 

project plan 

.Discuss the operations 

plan 

.Charter operations 

teams 

.Study the plan 

.Complete and confirm 

the operations plan 

Team Leader & Operational Teams Define one or two specific 
goals that would make a 
difference in 90 to 120 days.  
 

.Consider Possibilities 

.Rank by impact 

.Evaluate top ideas 

.Define the Idea 

      A.  Current Result 
      B.  Desired Result 
      C.  Deadline 
      D.  Rank 
  

 

Make it Visible 
 

.Choose a theme for 

keeping score: Pie/Bar 
Chart, Speedometer, Andon,  

.Create a simple design  

.Assign responsibility for 

updates 

.Locate online/offline but 

visible 

Build a set of Leading  
Measures identified by  
       A. Small Outcomes 
       B. Leveraged Behaviors 
 

.Consider Possibilities 

.Rank by impact 

.Test top ideas 

.Define the best ideas, key 

steps.  
      A.  Current Result 
      B.  Desired Result 
      C.  Deadline 
      D.  Rank 
 
The people that are 
accountable for these must 
be part of this process.  

Develop leaders who can 
teach  
Apprenticeship  
Kaizen     
 
Note: Teams at all levels 
participate in leadership 
development, but 
responsibility lies with the 
team leader.  
 
Becoming lean cannot be 
delegated.  

1.  Manage visually 
 A. Visual project 
2. Conduct review 
 meetings 
Daily 5-minule 
meeting (if reqd.) 
Weekly 
Monthly 
Quarterly 
Annual 

.Conduct president's  

 
 diagnosis 
Self diagnose 
Prepare for diagnosis 
Site visits 
Analyze and score 
development 
Recognize achievement 

 

Focus 

90 Minute Introduction to Lean Sales and Marketing  
1 to 2 day workshop            1/2 day Launch workshop    
         1/2 Day What’s Next Workshop 
   Off Site Support for development of plan in first 30 days.          Provide 
weekly Instruction/coaching in accordance to 90 Day plan outline  

Consultants Role 
 

Training Material developed from 4 Disciplines of Execution by Franklin Covey, Hoshin Kanri for the Lean Enterprise by Thomas Jackson and Appreciative Inquiry for Change Management by Sara Lewis.  

LSDT Workbook by Joe Dager,  Business901 http://Business901.com 
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1. Promote adherence to 
standardized work 

2. Develop leaders and 
make succession plans 

3. Train, coach, and men-
tor 

4. Repeat the cycle 
5. Is change needed 

(PDCA)? 
 

SALES SDCA 

Appreciative  

 

Set Standard Do Check Act 
 

Discovery: Identifying your positive core the best of “What is” 
Dream: Images of shared visions on how 
group will function. “What might be?” 

Design: Align values, 
structures and process 
into the ideal. “What 
should be” 

Destiny: Co-construct sus-
tainable learning compe-
tencies “How to empower, 
learn & adjust/Review the Method Charter Teams thru Policy Deployment 

Check Progress in  
Real Time  

Conduct the Standard 
  

Transform Organization through 
 Training 

Prioritize  
Standard Work 

Create the actions needed by identifying 

objectives and resources required.   

Engage the entire team in conducting 

the standard by formally chartering 

teams and assigning ownership as 

needed. 
Standardized work provides controlled conditions 

for execution of the experiment. Promote adher-

ence through intensive training in productivity and 

quality methods before initiating. 

Empower your team to 

check results and make ad-

justments in real time. 

Manage exceptions through 

your operating system.  

Make new knowledge part 

of standardized work 

through PDCA embedded in 

daily operations. Coach and 

mentor to develop leaders 

at every level.  

Action Teams Action Teams 

1. Actions are determined 
by alignment of   

        A. Actions 
        B. Ownership  
        C. Resources 
1. Manage & Limit  WIP 

(Work in Process) 
2. Act on Lead Measures 
         A.  Accountability 
         B.  Discipline 
         C.  Awareness 
                  — Line of Sight 
         D. Clear the Path 
                              for others  
 
 
 

Team Leader 

State Standard 

 Outline Weekly Meetings  
 
1. Discuss the operations 

plan 
2. Insure alignment 
        A. Actions 
        B. Ownership  
        C. Resources  
6.   Complete and confirm 
       the operations plan 

Team Leader & Operational Teams 

Provide and reach agree-
ment on the way we will 
deliver work.   
 
1. State Objectives 
2. Establish Work Sequence 
3. Establish  Process Capac-

ity 
4. Establish Resource Req. 
5. Prepare Work flow dia-

gram 
6. Prepare Operations 

Sheet 
  
 

1. 1.  Locate Team Mem-
bers  (Establish Opera-
tions team(s) 

       A. Name 
       B. Position 
       C. Role 
2. Empower 
       A.  Finalize Standards 
       B.  Outline Strategic/ 
            Tactical Meetings 
       C.  Introduce standard 
            project plan 

1.  Build a set of Leading   
      Measures identified by  
       A. Small Outcomes 
       B. Leveraged Behaviors 
2.  Make it Visible 
     A. Choose a theme for  
          keeping score:  
          Pie/Bar Chart, Speed 
          ometer, Andon 
     B. Create simple design  
     C. Assign responsibility 
         for updates 
     D. Locate online/offline 
          but visible 
 
 
The people that are ac-
countable for these must 
be part of this process.  

Develop leaders who can 
teach  
 Apprenticeship  

 Kaizen     
 
Note: Teams at all levels 
participate in leadership 
development, but responsi-
bility lies with the team 
leader.  
 
Becoming lean cannot be 
delegated.  

1.  Manage visually 
 A. Visual project 

2. Conduct review 
 meetings 

Daily 5-minule 
meeting (if reqd.) 
Weekly 
Monthly 
Quarterly 
Annual 

3. Conduct diagnosis 
Self diagnose 
Site visits 
Analyze and score 
development 
Recognize achieve-
ment 

 

Focus 

90 Minute Introduction to Lean Sales and Marketing  

1 to 2 day workshop            1/2 day Launch workshop             1/2 Day What’s Next Workshop 

   Off Site Support for development of plan in first 30 days.          Provide weekly Instruction/coaching in accordance to 90 Day plan outline  

Consultants Role 

Training Material developed from 4 Disciplines of Execution by Franklin Covey, Hoshin Kanri for the Lean Enterprise by Thomas Jackson and Appreciative Inquiry for Change Management by Sara Lewis.  

Introduction Plan to Standard Work Created by Business901 

http://Business901.com 
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What to do Monday Morning.  

Elevate the importance you place on services  

Enhance the utility of your offering to your customers.  

Search for underutilized assets in your organization  

Create a platform that intertwines your product & your service.  

Invite others to participate.  
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• Over 130 Free eBooks 
• Regular Blog Posts 
• Free Tools 
• Discussion Groups 
• Podcast with Celebrated Authors, Industry Practitioners 

and Leading Thought Leaders 
 

Our Mission is to bring  
Continuous Improvement to Sales and Marketing.  

http://leanmarketinglab.com/

