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Peak Performance – Enhancing the Voter Experience at no Cost 
 

The Denver Elections Division spent time in 2014 investing in process improvement.  While big 
ideas are exciting, small innovations in the form of process improvement can make for BIG savings.  To 
facilitate the strategic goal of cost consciousness throughout the department, Denver Elections Division 
staff spent 4 hours in a process improvement “Green Belt” training.    The City and County of Denver 
recently instituted a division solely dedicated to process improvement.  This division, known as, Peak 
Performance  trained the Elections Division in the art of identifying inefficiencies in a process, standardizing 
work processes, tracking performance metrics, and eliminating process waste.   This free, four hour 
training, has saved the Elections Division over $70,000 in soft dollar savings, nearly $10,000 in hard dollar 
savings, hundreds of staff hours, and has allowed the Elections Division to put more focus in developing big 
ideas to enhance the voter experience.  The concept behind this process improvement training is a 
combination of Lean and Six Sigma.  The training and associated documents are free and are published 
under an open source license (free to the public).  The only investment required is time and human capital.  
The Peak Performance methodology takes common sense waste elimination tactics from highly successful 
businesses and puts them in easy to use tools available for anyone to have in their “tool box.”  It also 
thrives on empowering front line staff members to propose process modifications by trying out and 
implementing their suggestions and track performance metrics. 

The cost savings recognized over the past 12 months were attributed through three different tools 
from the Peak Performance training.  The first (and most productive of the two) was a Rapid Improvement 
Event (RIE) to streamline our Election Judge On-boarding process.    An RIE brings stakeholders, process 
owners, and front line staff together for one purpose: improve a process and implement changes in only 
four days!  The Denver Elections Division Director of Elections, Amber McReynolds served as the 
stakeholder as well as the Executive Director of Human Resources for the City and County of Denver (CCD), 
Nita Mosby-Henry.  Together Ms. McReynolds and Ms. Mosby-Henry empowered the front line staff which 
included participants from CCD Human Resources, CCD Technology Services, CCD Payroll, and elections 
division staff to identify waste in the election judge on-boarding process and suggest a new process that 
would be streamline for our customer – the election judge!  Staff members spent four days in a conference 
room mapping out the current state of the process, identifying why we needed to improve the process as 
well as identifying what it would take to overcome any roadblock to implementation.  Every RIE participant 
used an “A3” as their guide to answer these questions (see Attachment 1).    If at any point, participants 
veered off track, the Reason for Action served as a goal or mission statement for the event and kept 
participants on the same page.   It was identified that it takes 255 days to on board an election judge who 
would serve a 1-15 day assignment.  This lengthy period of time cost taxpayer dollars that could have been 
expended in other places to enhance the voter experience.  Not only did the process take nearly a year to 
on-board one person but we also found that 33% more judges were on-boarded, than were actually hired 
to complete an assignment.   The on-boarding process includes performing a background check that costs 
approximately $6.00/check.  With an excess of 33% (or 837) election judges on-boarded, the Elections 
Division spent nearly $6,000 on background checks for individuals who didn’t even serve as a judge.   These 
costs were expended primarily because the dropout rate for judges was so high.  It was determined through 
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surveying customers (in this case our election judges) that the dropout rate was a direct correlation to the 
time necessary to on-board.  In short, by the time they were on-boarded they found other employment.   
Frontline staff members who understand the process were an incredible assist to identify and help 
eliminate unnecessary waste.  A new process was created and tested in a mock scenario to ensure all bases 
had been covered.  One of the biggest wastes in the process was the transportation of documents and 
information amongst city agencies.   In short, most of the time spent on-boarding was shuffling paper and 
information between departments throughout the city who needed the information as well as correcting 
errors made by the applicant once the agency received the document.  The RIE team identified a more 
efficient way to share this information and ensure the accuracy of the information by conducting a hiring 
fair.  The hiring fair allows representatives from each agency in the process to send representation to the 
hiring fair to complete their portion of the process in an eight-hour day.  Election judges are invited to 
attend to complete all required paperwork.  If an error is made by the applicant, it is addressed 
immediately, eliminating the need for a second visit.  The team used a tool called “rapid experiments” to 
test the new process.  A mock hiring fair was setup in a conference room, participants (our voter 
registration team) were invited to attend and play the role of election judges, and RIE participants role-
played their vision of the hiring fair.  It allowed the team to identify any inefficiency in the hiring fair and 
make final plans in anticipation of the first live hiring fair. 

A smaller scale project that is easy to do and identifies cost and time savings is a “6S” short for 
“Sort, Set in Order, Shine, Sustain, Standardize, and Safety”.  This tool is used primarily to eliminate waste 
and improve workspaces.  The Denver Elections Division utilized 6S to organize the customer facing front 
counter.   To encourage staff members to participate, the project was marketed as a party and participants 
were encouraged to RSVP.   Management ordered lunch for the team for their efforts and team leads were 
selected to foster friendly competition amongst staff members.   The result was incredible.  Staff members 
took the chance to look at the workspace from the customer perspective and eliminate anything that 
wasn’t necessary, scrubbing the appearance of the counter.  Staff members also created a template for 
what a desk station should have in-stock at the front counter.  The standardization of each workstation 
ensured all staff members have the necessary tools to serve a customer quickly and efficiently.   
Workstations were cleaned to create a visually appealing look to the office as it is the first thing our 
customers see.   Prior to the 6S, there were 30+ front counter procedure guides both in electronic and 
paper form.  Most were out of date and had a duplicate procedure in another department’s shared folder.  
The 6S team created a quick guide that is one page and contains hyperlinks to all the necessary documents 
and ensures they are always up to date.  It is easily accessible and allows the front counter specialist to 
quickly find the information necessary to answer the customer’s question.    All of these simple 
modifications that took less than a day to complete have saved over $1,000 in over ordering supplies or 
ordering unnecessary supplies, have ensured 100% accurate information to the customer, and have 
enhanced the voter experience at the customer service counter.  

The implementation of Peak Performance is anticipated to save the City and County of Denver over 
5 million dollars in savings by empowering staff members and arming them with the tools necessary to 
eliminate waste from procedures.  The training material and guides are free and open source at 
www.DenverGov.org/PeakAcademy . The only investment necessary is time and human capital.  The 
implementation of Lean ideologies has not only saved the Denver Elections Division tens of thousands of 
dollars but it has dramatically increased the morale and staff interaction as each team member is 
encouraged to identify efficiency improvements and are empowered in the decision making process. 
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Attachment 1 – Election Judge On-Boarding A3

An A3 is used as a guide to assist staff members in process improvement.  It can be used in projects as large as a Rapid Improvement 
Event or as small as a 6S.  It keeps staff members on track and provides a guide to produce performance metrics.



Metrics Baseline Target Projected

Savings

Processing Time 254 Days, 8 Hours, 45 

Minutes

79 Days, 7 minutes Assistant: $21,100 

(50%) + $21,998 (40% 

Ops Coordinator) =  

$42,498 soft $

Touch Time 7 Hours, 45 Minutes New:  3 Hours, 3 Minutes

Existing:  1 Hour, 9 Minutes

Savings Below

Hiring Sessions 155 Sessions (25 ppl per 

session)

2 Sessions (cost $5,898)

(Experiment: 28 minutes at 

Hiring Fair with video)

$13,287 - $5,898= 

$7,389 soft $

Paper work processed 2904 (only 2007 hired) Only process paper work for 

those qualified

Savings of 14 sheets 

per person ($0.17 per 

person at 32% 

overproduction) 

$152.50 excess in 

2012.

Background checks 

performed

2955 (only 2007 hired, 35 

rejected)

CBI only those that you want to 

hire, w/ possible 10% drop rate

Savings of $6 per 

person, 32% 

Reduction

Process Map - Before Process Map - After

Performance Metrics 
 Before/After

Attachment 2 – RIE Process Map and Metrics



6S Example Diagram – This was used by the DED to organize and standardize the front 
counter, copy room, and all staff desks.  It has resulted in a dramatic increase in the 

accuracy of information, provided dollar savings in the over ordering of supplies, and has 
created an overall morale boost to staff as all workspaces are clean and organized.

Standard Work Diagram – This was used by the DED to create standard operation 
procedures for the election judge on-boarding process as well as standard work 

documents for the front counter.  An example would be Attachment 5 – Front Counter 
Quick Guide.  This tool helps staff members streamline the process and continuously get 

expected results from a process.

UWITDMOP Waste Elimination – This was used by the DED to identify and eliminate 
waste in a process.  UWITAMOP is an acronym that identifies different waste that can 

appear in a process and helps staff members identify and eliminate that waste to create 
a streamline and efficient process for the customer.

Attachment 3 – Peak Academy Tools

All tools seen in this diagram as well as all Peak Academy training presentations are 
free and available for public use at www.DenverGov.org/PeakAcademy.



After 6S

 All 5 workspaces have the same supplies located in the same location.  This allows anyone in the division 

to sit at the counter and serve customers at any time with ease.  All forms are organized properly and 
ready for the customer.

Before 6S

 All 5 workspaces had different and unnecessary supplies.  Some workstations did not have the necessary 

supplies to serve a customer and would result in a delay of service to find the supply.  Additionally the 
workspaces were unorganized and would also require a delay in service to find the necessary supply to 

complete the transaction

Attachment 4 – 6S Before and 
After Pictures



Attachment 5 – Front Counter Quick Guide 

This document includes the top used procedures as well as hyperlinks to documents that provide answers to the most frequently asked questions.  Front counter staff are now more easily 
trained and can access the most up to date information by using an single sheet procedure document.
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