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WHAT DO WE MEAN BY AI?
Artificial Intelligence 

(AI)

• AI broadly refers to computer 
systems that can perform tasks 
typically requiring some degree of 
human intelligence.

• AI appears to “learn” new things 
based on your inputs. 

• E.g. you tell AI what kind of 
vacation experience you want, how 
much budget and time you have, 
and it creates a custom itinerary for 
you.

Traditional Automation

• Traditional automation is 
algorithmic: based on coded rules.

• The same inputs will produce the 
same outputs every time.

• It’s powerful, but often inflexible.

• E.g. the finance system 
automatically calculates available 
working capital based on inputs to 
the general ledger each month.



WHAT DO WE MEAN BY GENERATIVE AI?
Generative AI

• Generative AI is a subset of AI 
that learns from existing data to 
generate entirely new content, 
such as text, images, music, or 
computer code.

• When we talk about “AI” in this 
session today, we’re referring to 
generative AI– sometimes 
known also as large language 
models (LLMs)

Other AI

• Other Uses of AI (non-
generative): 

• autonomous vehicles
• facial recognition systems
• recommendation algorithms

• Will not be the focus today

Popular GenAI brands:



LET’S TRY IT: AI DEMO



KEY STRENGTHS OF AI
APPLICATIONS IN GOVERNMENT

DATA & ANALYSIS:

ü Extracting data from forms and 
documents

ü Classifying and routing 
documents

ü Identifying patterns and trends 
in datasets

ü Risk scoring and anomaly 
detection

Example: Flagging applications 
that need priority review

CONTENT CREATION & 
PROCESSING:

ü Drafting routine 
correspondence, briefings, 
reports

ü Summarizing long documents, 
meeting notes

ü Translating between 
languages

ü Standardizing format and style 
across documents

Example: Turning technical report 
into a public-facing summary

SERVICE & 
COMMUNICATION:

ü Answering routine inquiries 
(with human oversight)

ü Drafting responses to common 
questions

ü Triaging requests to 
appropriate teams

ü Generating notifications and 
reminders

Example: Providing “how-to” 
responses to confused end-users 
seeking to do simple online 
transactions. 



HOW CAN GEN AI HELP ME?
“Generative AI is a type of AI that learns from existing 
data to generate entirely new content, such as text, 
images, music, or computer code.”

In government, we deal a lot with documents and 
information. 

AI can often help you with:
• Creating or editing documents
• Gathering and summarizing information
• Analyzing and interpreting data



AI IN GOVERNMENT
Information 

Management

• search databases
• retrieve files
• match records
• verify information

Document 
Processing

• summarize 
reports

• extract data
• classify 

documents
• translate 

documents
• process 

applications
• review contracts

Communication & 
Service

• answer inquiries
• generate 

responses
• provide 

guidance
• triage cases

Analysis & 
Decision Support

• analyze trends
• detect patterns
• flag anomalies
• assess risk
• score 

applications
• prioritize cases
• predict outcomes

Regulatory & 
Compliance

• monitor 
compliance

• audit records
• detect fraud
• screen 

applications
• validate eligibility
• check 

requirements
• identify violations

Financial 
Operations

• calculate benefits
• reconcile 

accounts
• generate invoices
• assess taxes
• allocate 

resources

Do you perform any of these tasks?



WHAT IS AI NOT (YET) GOOD AT?
GOVERNMENT APPLICATIONS

✗ Understanding nuance and political context
✗ Making ethical or value-based judgments
✗ Handling unique, unprecedented situations
✗ Knowing what it doesn't know
✗ Ensuring perfect accuracy without human verification



KEY PRINCIPLES FOR RESPONSIBLE AI USE

PRINCIPLE ACTION EXAMPLES

Human Accountability AI supports, humans decide Human review of draft reports, data 
summaries

Mandatory Human Review Humans must review and approve 
decisions affecting rights, law, finances Determining benefit eligibility, legal opinions

Privacy & Confidentiality Do NOT upload sensitive info Excluding any personal data or classified 
info

Approved Information Use only de-identified/public data Using open datasets, anonymized examples

Policy Compliance Follow approved tools and reporting Complying with your organization’s AI 
policies and guidance



HOW AI FITS IN WITH LEAN THINKING
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BOTTLENECKS

© Lean Agility Inc. 2025

Process 1 Process 2 Process 3
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We draw our process maps with as if the amount of effort were equal at 
each step:



BOTTLENECKS
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If we mapped our workflow by the actual effort required to perform the work 
at each step, our process maps would look more like this:

Example: Check 
application for 
completeness

10 minutes

Review and 
recommend 

decision

180 minutes

Approve or 
Reject 

Application

5 minutes



30 files/month

BOTTLENECKS
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100 files/month 80 files/month 30 files/month

?

At what rate do the clients get their permits?

Intake Review Approval
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Every process step in every value stream has a different productive capacity
(for many different reasons)

Bottleneck!

Issuance

100 files/month

Example:
A Permitting 
Process

Bottleneck!
This last step has a 

capability of processing 
100 files/month, but only 

has to process 30



8000 
files/month

AI AND BOTTLENECKS
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100 files/month 80 files/month 30 files/month

?

At what rate do the clients get their files now?

Intake Review Approval
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Issuance

100 files/month

Example:
A Permitting 
Process

Bigger 
Bottleneck!



THE LAW OF BOTTLENECKS
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1. Clients receive the output at the rate of the slowest process step in the entire value stream
2. A bottleneck results whenever a process step produces outputs at an average rate that is slower than 

the step immediately before it. 
• The flip side of a bottleneck: underutilization will result whenever a process step produces outputs at a rate 
faster than the step immediately before it. 
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100 files/month 80 files/month 30 files/month

Intake Review Approval

Bottleneck!

Issuance

100 files/month

Bottleneck!



GOAL = BALANCE
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The ideal value stream is one where all the process steps have the exact same productive 
capacity-- the workload is perfectly balanced across the entire value stream.  No process step 
is ever overburdened or idle.
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If AI improves
 the capacity of the bottleneck step(s)

 then it is a genuine improvement!

Process 1

100 files/month

Process 2

80 files/month

Process 3

30 files/month

Process 4

100 files/month100 files/month 100 files/month



FOCUS ON THE END CLIENT
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• AI can often help you do your individual work faster and better

• As you improve your individual productivity with AI, be mindful of 
inadvertently creating a bottleneck downstream from you.

• Best practice: deploy AI at the the bottleneck step in the value stream 
to improve the client experience.

request fulfillment
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USING AI EFFECTIVELY
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Example: The Salty Water Agency

An oil-tanker called the MV Barnacle has run aground. You are an Analyst who 
has been tasked to write Speaking Notes for the Tuna Turner, Executive 
Director of Salty Water Agency, for an upcoming press conference. Ms. Turner 
will be giving an update tomorrow morning and needs you to write her 
speaking notes ASAP.

Using the news article, ask AI to write your speaking notes.
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Example: The Salty Water Agency

What happened? 
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The Art of the Prompt

• AI’s outputs are only as good as its inputs: “garbage in, 
garbage out”. 

• Treat AI as if it were a student intern on their first day: 
bright and eager to please, but knows nothing about your 
work, the lingo, the people, or the organizational 
culture...so you have to spell it out for them. 
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The Art of the Prompt
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Previous examples (good ones!)

Template to be used

Emphasis, tone, length, style, etc.

Constraints

Client preferences

All the relevant facts and data; background info

Output

Outcome?

Do we know 
what the 

client wants?
Do we know 

what the 
client is trying 
to achieve?

Key Question to Ask:
What do we need to “feed” our AI so that it 
can produce the right output to achieve 

the right outcome?

AI
“Gimme dis”

We assume AI knows what we know and thinks the way we think:



WRITING GOOD PROMPTS
What is your role? What output are you trying to produce? For whom?
e.g. I am an Analyst [role] trying to write a set of speaking notes on the MV Barnacle 
situation [output] for the Executive Director of a Government Agency [for whom]

What background, context, and data do you need to provide AI?
e.g. news article on MV Barnacle

What parameters or constraints exist?
What does the Executive Director want in terms of length, detail, tone, style, 
organization and formatting? Who is her audience? What does she want to highlight or 
downplay? What’s her angle or bias? What is she ultimately trying to achieve?

What might an ideal outcome look like?
Provide AI with a great example to copy

e.g. is there a previous example of speaking notes on a different topic that the Executive 
Director found very helpful and effective?
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Example: The Salty Water Agency
When we asked these questions, the Executive Director’s office provided us 
with a template that specifies the desired style and content of the speaking 
notes. Let’s try it again!

New Prompt:
I am an Analyst trying to write a set of speaking notes on the MV Barnacle 
situation for Ms. Tuna Turner, Executive Director of a Government Agency.
Based on the attached news article and the attached template, please write the 
notes.  Pay attention to the content, structure and format requested in the 
template.
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Example: The Salty Water Agency
Any better?
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USING AI IN YOUR CI PRACTICE
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Implement 
Controls

Continue to 
Improve

CONTROL

Identify Possible 
Solutions

Prioritize and Plan 
Experiments

Conduct 
Experiments

IMPROVE

Identify Problems 

Select Problems to 
Address

 Uncover Root 
Causes

ANALYZE

Visualize the 
Process

Collect Data

MEASURE

Define Main 
Problem

Capture Sponsor 
Objectives

Understand Client 
Value

Engage 
Stakeholders

Plan Project 
Logistics

DEFINE

28© Lean Agility Inc. 2025

DMAIC
HOW CAN WE USE AI TO FACILITATE OUR IMPROVEMENT PROJECTS?



OPPORTUNITIES WITHIN DMAIC

Measure

• Synthesize VOC 
interview notes

• Synthesize VOE 
interview notes

• Calculate and Analyze 
Data Sheet

• Identify possible gaps 
in your project so far

Define

• Synthesize VOS 
interview notes

• Drafting SIPOC
• Drafting Problem 

Statements
• Drafting Charters
• Draft Communications 

for Sponsor

Analyze

• Calculate and Analyze 
Data Sheet

• Create Affinity 
Diagram of Problems

• Create 
Interrelationship 
Diagrams

Improve

• Craft provocative 
challenges for stretch 
brainstorming

• Create Affinities 
Diagram of Ideas

• Draft A3s
• Draft Pre-Mortem
• Draft Communications 

for Sponsor

Control

• Create first draft of 
final report or slide 
deck



SIX AI ROLES IN DMAIC PROJECTS

1.  Analyst — Calculations, data analysis, pattern detection

2.  Synthesizer — Organizing qualitative data into themes

3.  Drafter — First drafts of structured Lean documents

4.  Researcher — Pre-engagement intelligence gathering

5.  Thinking Partner — Challenging assumptions, stress-testing
6.  Knowing the Boundaries — Where AI should NOT go

KEY PRINCIPLE: AI works BETWEEN sessions. You work DURING sessions.



Prompt:
Using the attached spreadsheet, 
create a Pareto chart of the Waiting 
Time at each step in the process. 
Note that the Waiting Time is the 
Elapsed Time (ET) minus the 
Processing Time (PT)
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Example: Analyzing Data
From Spreadsheet to Pareto Chart in seconds

Analyst
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Example: Summarize Themes from VOC
Two full pages of VOC notes:

Prompt:
Using the attached interview notes, 
tell me what you think are the top 3 
unmet client needs.

Synthesizer



Example: Create Challenges for 
Brainstorming

Prompt:
Based on the attached VSM, list of root cause 
problems, and charter objectives, generate 10 
provocative “what if” questions specific to this 
process. Frame each as: “What would we have 
to change so that [extreme outcome]?” Include 
questions about: eliminating entire steps, making 
the first draft the final draft, reducing the total 
elapsed time, eliminating rework on forms, and 
having candidates start very quickly after the 
Board meeting decision. These should provoke 
creative thinking, not propose realistic solutions.

© Lean Agility Inc. 2024

Inputs: VSM, Charter Objectives, 
Root Causes

33

• Eliminate an entire stage (Request & approvals): 
What would we have to change so that Phase 1 (Steps 1–8) disappears entirely—no separate 
request intake, no sequential approvals—and we still maintain defensibility and quality?   

• Eliminate an entire stage (Posting period / policy wait): 
What would we have to change so that the 10-day posting period becomes unnecessary—
i.e., Step 9 is eliminated—and the process remains compliant and fair?  

• Make the first draft the final draft 90% of the time (posting): 
What would we have to change so that the first job posting draft is the final draft 90% of the 
time—meaning Step 6 “review & revise” essentially vanishes as a loop?   

• Reduce the entire process to 5 days: 
What would we have to change so that a hiring manager request turns into an employee 
start date in 5 business days end-to-end, despite today’s 78-day elapsed baseline and 
multiple handoffs?   

• Zero rework on forms (perfect intake quality): 
What would we have to change so that staffing request forms are submitted with zero 
rework—no incomplete fields, no round-trips, no clarifying emails—every single time 

• Candidates start within 1 week of the Board meeting decision: 
What would we have to change so that candidates can start work within one week of the 
Board meeting decision—regardless of where the process is currently “supposed” to be when 
that decision happens?   

• Eliminate the classification queue as a concept: 
What would we have to change so that “classification verification” is never a queue—no 
first-come/first-served backlog, no routine work waiting behind complex work—because the 
queue effectively does not exist?   

• Remove the HR Director bottleneck (without reducing governance): 
What would we have to change so that HR Director approval never acts as a bottleneck at 
either point it appears—yet governance and defensibility are stronger than today?   

• Eliminate scheduling as a delay category: 
What would we have to change so that scheduling time drops to zero—no Step 5b delays, 
no Step 10b delays—because scheduling ceases to be something the process “does”?  

• Near-zero handoffs (radical simplification): 
What would we have to change so that the process operates with near-zero handoffs (e.g., 
single-digit handoffs instead of ~52), while still meeting the charter goals of speed, 
predictability, first-time-through quality, and transparency? 

Thinking 
Partner
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Staffing starts paperwork 
to transfer one position 

to another

Staffing action 
is completed

Send LOO to 
President to sign

22
President Sign 

off

LOO is sent 
to candidate

3 weeks

25
Employee starts 

role

1-5 weeks

Mapping
Reevaluate the WD 

where it does not fit-- 
goes back to 
classification

5
Pre- evaluation 

comments/review

Consult with leaders in the business; portfolio 
managers and advisers (within non- EX classification); 

Staffing.
Do we have all the elements in the WD for committee 

to evaluate?
Hay- Plan standard; look at broader context of what is 
happening in SSC; what are the reasons behind this 

decision?
Ask for more info from client if needed

send questions to 
client by email or 

phone call/meeting

MEETING:client 
provides more 

info

capture in notes 
(GC Docs)

7
Once all elements complete 

in WD, tell clients what to 
expect next

Relativity study (if 
job has analogues in 
other departments)

9
Client Signs:

1 Org Chart, 2 Proposed Org 
Chart

3 WD, 4 CAR

lots of 
exceptions

Start organizing committee 
(if necessary): send all info 
to participants 1 week or 

more in advance.

6
Book committee 

meeting with 3 people

Committees used 
when group/level is 

not what client wants.

10
check if all 4 docs complete in 
GCSX; sends to committee 1 

week in advance

8
Anne prepares proposed

org chart;
creates CAR for client

Sometimes have to 
follow up (every week)
(ET: 1 day -2 months)

11
Committee independent 

evaluation
(review and analysis)

12
Committee Meeting

Presentation and Q&A (clarifications)
3 hours compare ratings (4-5 related 

jobs) sometimes needs more time

consensus always 
reached

(can get more info)

13
Evaluation documents 
(grid); sign it; send to 

Anne

15
Create job code 
(WD) in PPSFT

16
Create position nbr 
PPSFT (# of people)

17
Generate EPAR

(add PDF signature field); save to GC 
Docs;

Add position Nbr to Org Chart; ask 
Jessica to create CCM

Receive CCM; 
notifies Advisor; 

Create Routing Slip

14:
create BN;

Note to File (any discrepancies or 
anomalies to be addressed - to 

inform ADM about issues that could 
arise from the creation of the job)

Anne creates 
subfolder in EX 

section of GC Docs

Create Folder 
in GCDocs

Move required files 
into DG folder 

(GCDocs); ask Jessica to 
route it up;

Put both in 
folder (GC Docs)

Log Spreadsheet 
(EX- CS5 

classification log)

Client

EX Classification 
(Fatima)

EX Classification 
(Anne)

EX Staffing

Director EA
(Jessica)

HR Staffing:
check PPSFT for position 
status (does it exist, is it 

filled, frozen/unfrozen etc.)

HR Staffing:
will reach out to classification to 

ensure we can use position:
call meeting with Classification

GCSX (unfreezingly only)

if exists (EX position): 
start paperwork 

(Moves forward with 
Action)

Give President  timeline 
(write NTF about when 

temporary situation will be 
resolved-- specific date)

1
Communicate staffing action 

to Classification; EX 
determines if simple or not 

(feasible?)

Create an "assignment 
agreement" in the 

meantime

ideally 
permanent/indefinite, 
but frequently "acting" 

(30-50% of time)

SI
M

PL
E/

LO
W

 R
IS

K

OR

OR

Creates temporary 
action (acting, 

assignment, casual 
etc.) - "double- bank"

Need for new EX 
position 

identified

2
Initial CLIENT MEETING:

Classification explains the work that 
needs to be done;

Staffing looks for temp options for 
clients
1 hour

Identify risks and impacts; 
make a proposal (e.g. 

temporary action) to client 
and list out what needs to be 

done

3
Send standard questionnaire 
(anyone from EX) just to let 
them know what they need 

to do to develop WD

Client fills out and 
sends back, or Meet 
with them to fill out 

with them.

JD writer/consultant:
start populating WD template; 
formulate custom questions to 

gather more info. (put questions 
in 1st Draft)

Send (via email) 1st 
draft WD with 

questions to client.

Client provides answers via 
email OR they adjust the 

wording themselves. (send 
revised Draft 2 back to EX) OR 

meeting with them face to face

sometimes they 
write their own 

work description

4
WD "done" when 

client says is satisfied

Relativity study (if job 
has analogues in other 

departments)
5%

JD writer

More Complicated

three drafts (avg)

CAR;
JD;

org chart (both proposed and substructure);
validate CAR info and org chart is complete/signed.

Assign to Fatima in GCSX
Save all docs in GCDocs

Update EX CS5 log (for non- EX classification team)

18
Create CCM

(routing number)

DIR signs routing
2 days

DGO office reviews and signs 
routing

 (asks for corrections 33% of 
time)

6 days

19
ADM and President's office 
reviews and signs routing

9 days

Checks to see if docs 
all complete; 

completes Look Ahead

23
Employee signs 

LOO

24
Payroll updated

2 weeks

DGO notifies 
Jessica and Anne 

of approval

Create Notification for 
client

Have to prepare JD to 
attach to notification.

Save all signed docs; 
close GCSX; Excel 
tracking - update

Creates "record 
room" to file all 

docs

17 working days (3 weeks)

Gather 
requirements Write WD Analyze WD for 

Group/Level
Finalize 

Group/Level
Create 

Position
Authorize 

Job/Position
Agree to 
Contract

# Employees: 1
PT: 30 mins
ET: x mins
C/A%: 100%

# Employees: 1
PT: 60 mins
ET: 1-3 days
C/A%: 100%

# Employees: 1
PT: 5 mins
ET: < 1 day
C/A%: 100%

Signing off that position is 
needed for mandate/service; 

is justified in terms of 
$$/fairness/equitable; 

accountable to TB.

Signing off 
on $$

agreement in 
principle on job-- 

not on group/level

ET: 2.5 weeks (min)-- 3 months 
(max) - for bare minimum
lots of explanations, meetings, 
phone calls w/Issues Manager

PT: ??
ET: 1 week

ET: 1 day (min) - 
3-4 weeks

Finalize WD:
ET: 3-4 months 
(best); 2-3 years 
(worst)

# Employees: 2
PT: avg 4-8 hours
ET: 1-5 days (1st draft); +3 
days-2 weeks (revisions)
C/A%: 0% (FTE/budget 
never there)

# Employees: 2
PT: 1 hour
ET: <1 day
C/A%: 100%

# Employees: 2
PT: 15-20 mins
ET: 2-3 days
C/A%: 100%

ET: fast <1 week; slow = 2 
months.

# Employees: 1
PT: 1-2 hours
ET: 2-4 days
C/A%: 95%

Ask Client for Proposed and Existing 
Org Chart (signed by ADM)

CAR (signed by delegated authority)
WD (signed by relevant authority)

# Employees: 1
PT: 20-25 mins
ET: < 1 day
C/A%: 90%

# Employees: 1
PT:  2 mins
ET: n/a
C/A%: 100%

# Employees: 3
PT: 4-6 hours (per job + 
training)
ET: n/a
C/A%: 100%

# Employees: 3
PT: 3-5 hours (per job)
ET: 1-2 weeks
C/A%: 50% (half time we 
debate)

# Employees: 3
PT: 5 mins
ET: 1-2 days
C/A%: 100%
Sequential (electronic)

discussion 
around 

accountabilities

# Employees: 1
PT: 5-7 hours (BN); 1-4 
hours (NTF)
ET: 1-3 days (back and 
forth with staffing)
C/A%: 100%

# Employees: 1
PT: 8-10 mins
ET: < 1 hour
C/A%: 100%

# Employees: 1
PT: 5 mins
ET: same time
C/A%: 100%
tell advisor only

# Employees: 1
PT: 25-30 mins (per 
position)
ET: same time
C/A%: 100%

Receives BN and NTF
put into GCDocs 

folder

# Employees: 1
PT:
ET: 5 mins
C/A%: 100%

Advisor may notify Staffing in advance
under certain circumstances

# Employees: 1
PT: 10-15 mins (per 
position)
ET: <1 day
C/A%: 100%

Paperwork:
security, OL, priority 

clearance, drafting LOO, 
education verification, 
justification, write NTF 

(issues and impacts), NOC, 
assessment of merit 

criteria

20 business days

Requests
Dept ID

From Rana

1 week

Client may talk 
to Staffing for 

months before 
making decision 

to take action

Waiting:
request to unfreeze; 

Overprocessing: handing off to 
Advisor in GCSX; Delay of up to 3 

weeks; no visibility or 
understanding why frozen

Impact:
Delay, underutilization of people

Could Client 
come directly 

to EX 
Classification?

if undecided, goes to 
Director-- if DIR cannot 

decide -- DG-- etc.

with CC to:
 staffing;

Non- EX classfication 
managers notified 

(portfolio);
whoever was requestor 
and followers in GCSX

Mark (Dir)

Total Processing Time (EX Classification): 7.2 days
Total Lead Time (Best Case): 6 months
Total Lead Time (Worst Case): 2 years
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Example: Creating a Spaghetti Diagram

Graphic
Artist?

Prompt:
Create a spaghetti diagram like the example 
attached, but based on the attached VSM.



Results

Learning: Copilot is not very good at creating diagrams!

Attempt 1 Attempt 2 Attempt 3



THREE THINGS YOU CAN DO RIGHT AWAY

1. Identify repetitive and tedious tasks that you perform regularly– 
make a list of the ones you think AI could help you with.

2.Start with something simple– do an experiment on a old file.  
Refine your prompt until you get what you’re looking for.

3.Create a prompt library for your team so that the whole team 
can benefit from proven prompts.



LEARN MORE WITH LEAN AGILITY

A Two-day Virtual Course – March 30-31, 2026

• Day 1: How AI applies to government work
• Day 2: How to use AI to save time as Lean facilitator

https://leanagility.com/en/practical-ai-for-process-improvement

New Course: PRACTICAL AI FOR 
PROCESS IMPROVEMENT SPECIALISTS

Learn more and register using the QR code or link

https://leanagility.com/en/practical-ai-for-process-improvement
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