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Lean Journey at the City of Mississauga

Lean Program (pilot)

endorsed by 

Leadership Team 

(July 2013)

2013 2014 NOW 2015 2017 

Lean 

Program 

(permanent) 

approved 

(2016 Q3)

2016 2018 

Build Awareness (2014)

• Initiated Embedding 

Lean Strategy 

• Introduced Mini-

Lean Event

• Launched 2 

pilot projects

Embedding Lean (2015)

Lean Roundtables 

(2019)

2019 2020 

Certified 

Lean 

Innovation 

Practitioner 

(2021)

2021 

(2020)

Money Belt 

Program 

(2016)
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Completed Projects

• Stormwater Erosion Control
• Fire Prevention Complaints
• Transit Garage Bus Allocations
• Capital Works In Progress
• Parks Seasonal Staff Hiring
• Small Business Support Intake
• Court Interpreter Scheduling
• Development Pre-Applications
• Custodial Inventory Storage
• Vote Anywhere IT Deployment
• Web Content Approval
• Fleet Part Supplies
• Traffic Signals Troubleshooting
• Tax Correspondence Handling
• Graffiti Removal
• News Releases
And More…..

Lean Projects

First Full 

Program 

Year
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Small Improvements

Small Improvements

First Full 

Program 

Year



 Increase Volume of 

Improvement 

Better Decision-Support 

Current State (2016)

Results/Benefits 

Reporting

e.g. budgeting, resourcing, project selection, etc.
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Multiple-Source

for benefit/ savings 

reporting

Inconsistent measures 

& calculation

Multiple-Source

for benefit/ savings 

reporting

Inconsistent

reporting

No official validation (i.e. 

different versions)



1) A Standard Approach - consistency in calculating benefits and 
savings: 

 Standard Documents and Guidelines

2) "Single Source of Truth" for reporting Lean Benefits and Savings 

 Process to validate and update to a  "single source“ for reporting

3) Trusted & Validated Record - Validate ALL reported Lean initiatives 

 Implementation (verify old & new improvements)

Goals of a Money Belt Program



The Journey of 
Money Belt Program



Phase I: White Belt Training & Kick-Off  for all Financial 

Analysts (Preparation)

Phase II: Develop Framework
• Develop process, standards/ guidelines, and 

Training Package (Series of workshops)

Phase III: Verify Benefits 
• Verify old improvements 

• “Check and Adjust" 

• Verify new improvements

Old Records to be verified (Prior to April 2016)

As of May 12, 2016

Dept. claim >$10k

CMS 4 / 5 0 / 0 0 / 2

TW 1 / 1 5 / 5 0 / 7

CPS 2 / 2 1 / 1 0 / 0

CMO 0 / 0 0 / 0 0 / 0

P&B 1 / 1 0 / 0 0 / 0

Total Req'd 8 / 9 6 / 6 0 / 9

By: End of April 2016 May 2016

Lean Project Small Impr.

w/ financial 

implication

Claim >$1k 

(but<$10k)

Phase IV: Future Evolution in Roles & Responsibilities 



Title: Lean Money Belt Development Controller: Jeff Jackson

Date: Jan 2016 Project Leader: Kenneth Leung (Functional Lead: Faraz Agha)

Debrief or Report Out Time & Location Roadmap:

Draw the process, and mark key areas for data collection

Based on the process picture above,

What is the scope of this event? S, M, L projects (include GB & WB initatives), final benefit report, updating of the "single-source" repository

What is OUT of scope for this event? planning & execution of the Lean initatives (i.e. project selection and potential benefit assessment), progress update, Reporting

Day Date Event Time & Location

a

Draw the Process:

Goals: (Directional Goals to start with, will be more specific after data collection and analysis)
1

3

b

2

TBD

TBD

Reason for Action: (Why are we doing this? How is this related to the  Scorecard? What are the issues?)

Purpose of Event

2

4a

3

1

4b

Shared Documents

• Presentations

• Samples

• WIP Documents

• Etc.

Phase I: WB Training & Kick-Off  for all Financial Analysts 

(Preparation)

Lean Awareness - White Belt Training to 

all Finance Staff

Gain Commitment

• Create Money Belt Charter with sponsor’s approval

• Identify core team

• Kick-Off session with core team

Prepare Collaborative Work 

Environment

• Create project site

• Schedule workshops

http://projects.mississauga.ca/sites/181/Pages/ProjectHome.aspx


Core Team Members

Dept. Bus. Service 

Rep. (6)

Financial & 

Treasury (3)

Bus. Planning 

& Reporting (2)

CMS Luigi, Julia

Gina,

Harish,

Barbara CG

Ida,

Muhammad

T&W Steven, 

Eleonore

CPS

Nelson, ChrisCMO

P&B

• Cross-functional 

Team

• Financial Analyst 

reps from different 

departments



Learn from the Existing Cases

Select examples for 

each group by 

department:

i. 1 project, 1 small 

improvement

ii. Apply “80-20 rule” on 

common scenarios



Phase II: Develop Framework
• Develop process, standards/ guidelines, and 

Training Package (Series of workshops)

1

Present to group

Review Individually

2

Standardization
Q: “WHAT” are the claims?

Q: “HOW” are they calculated?

Benefits Statement 

Template(s)

Guideline for Benefit 

Calculation

Deliverables3



1) Lean performance 

measures

2) Capacity

3) Financial Results

Benefit Assessment Project Title: Transit Return to Work Ref: Benefit Verification Guide

Current Future

(Baseline) (Target) 1st period 2nd Period 3rd Period

Business Impact KPI1:_Staff Time_

KPI2:_Error Reduction__

# of Steps  or

# of Transactions

70 20 18 23

Backlog

Re-Work

("Is it done right 

the first time?")

70 (searches)

20 (corrections)

20 (searches)

20 (corrections)

18 23

Lead time

Touch time - 

(person A)

28 min/correction 5 min/correction 5 min/correction 5 min/correction

Touch time - 

(Person B)

Labour Cost

(reduction)

Labour Cost 

(reallocation)

667.3 h/year

$30,964/year

138.7 h/year

$6,434/year

145.6 h/year

$5,791/year

143 h/year

$7,399/year

Materials cost 

(Excess/ Redeploy), 

incl. mileage/gas

Floor Space

Production / 

operation

Other Benefits - culture

- safety, morale

- Quality

- Customer Sat.

- Environment

Quality Safety

Delivery Morale

Environment

Re-curring (/yr) One-Time Process Saving (/yr)

Savings $24,530

Expense

w/ Budget Impact?

YES / NO

Prepared by: Monica Socol Date: 21-Jul-16

(Project Lead / Manager)

Marcello Gaudio & Steven Freitas Date:

(Financial Analyst)

Reviewed & Approved by:

Date:

72% reduction of re-work (from 70 to 20 searches)

                     Project/Process

    Benefit

(1st Step:_Fill in the Absence Request Form_ 

Result    -->  Last Step:_Payment for the Period the 

Employee is absent_)

Actual

Process

Time

Financial

 - Quality of the data has been increased by 

72% 

- Reduction in the errors increased the Transit 

Operators satisfaction

- Efficiency increase - 80% reduction in cycle 

time

Benefit Statement

80% reduction in cycle time (from 28 minutes to 5 minutes) Increased Transit Operators satisfaction

Financial  Impact

Money-Belt Notes:  Re-directed capacity equates to 528.7 hours avoided per 

year (667.3-138.7) & $24,530 in labour costs avoided per year ($30,964-$6,434).

Financial Calculation Verified 

by:

2016/07/26

Directors / Steering Committee members/Project Decision Makers 

Name: Title: Signature:

Using Standard Calculations

• Calculating Standard Costs (formulas)

• Standard Conversion Factors (constant 

figures)

Benefits Statement 

Template(s)

(“WHAT” are the claims?)



Table of Content

1.0 Introduction

1.1 Document Purpose

1.2 Scope

2.0 Defining Lean Benefits

2.1 Outputs, Outcomes & Benefits

2.2 Benefits Classification

2.3 Types of Lean Benefit Reporting

3.0 Roles, Responsibilities and Processes

3.1 Roles and Responsibilities

3.2 Service Levels

3.3 Reviews

3.3 Small Improvement Benefits Verification Process

3.4 Rapid Improvement Events & Process Improvement Project 

Benefits Verification Process

4.0 Standard Calculations

4.1 Calculating Standard Costs

4.2 Standard Conversion Factors

Guideline for Benefit 

Calculation

(“HOW” are they calculated?)



Benefit Type Calculation

Labour Time– Full Time [Hr] x [Mid-Grade] x [Fringe]

Labour Time– Part Time [Hr] x [Mid-Rate] x [Fringe]

Overtime [Hr] x [Over-Time Rate]

Floor Space [Sq.ft.] x [$/Sq.ft.]

Paper Printing and Photo Copying [# of paper] x [paper cost] + [# of page] x [$ per print]

Mail 
(separate from labour time savings)

[# of mail] x [std mailing cost]

Mileage [Mileage] x [car allowance rate]

Calculating Standard Costs

(Formulas)



• Salary and Hourly Rate

• Printing & Mail

• Miscellaneous Costs

(floor space, mileage, etc.)

• Environmental Conversion Factors

(paper, mileage, utility consumption 

conversations, etc.)

Standard Conversion Factors

(Constant Figures)



Report verified 

financial benefits

Background Information ROI/Benefits

Issues/Root Causes

Actions Taken Next Steps

Performance Measures

Problem Statement Objectives

Initiative Summary (Project)

Calculator for savings 

from freed-up capacity 



Small Improvement Reporting

Report verified 

financial benefits



1) Verification of Old Records 

(Prior to April, 2016)

2) Verification of Existing & On-Going 

Records

Phase III: Benefit Verifications 
• Verify old records

• Verify new records 

• Check and Adjust

3) Check and Adjust…

Housekeeping & Transitioning

Adopt to the new process

Sustain and improve the process



Monthly Core Team Update Meeting (1 hr/ month)

1. Update status (verified vs. to-be-verified; on-going action items)

2. Identify unique scenario that require team consensus on 

approach

3. Update standards as required

Follow-Up Structure 

(Continuous Improvement)



Standardize and Share

Practice

3. Hands-On Training with assigned 

mentor and service area

Training Matrix

(for all Financial Analysts)

Support sustainment and 

Continuous Improvement

4. Attending MB Core Team Meeting

Build awareness & knowledge

1. White Belt Training

2. MB info session (1 hr)





Submit approved 

improvement

Improvement 

reviewed & posted

to repository 

without benefits

1. Analyst 

notified (in 

hopper)

2. Verify benefit 

calculation

Business Lead Lean Program Office Finance Analyst

S

L
M

Benefit appear 

in Repository 

Seamless Verification Process

Improved Verification Process

 

Labour Costs per Unit

Overtime Costs

Necessary Non-Value Added Time

Non-Value Added Time

Revenue per Unit

Other Costs

Mileage Costs

Postage Costs

Paper Printing & Photocopy Costs

Floor Space Costs

Materials & Contractor Costs per Unit

Value Added Time

Touch Time

Lead Time

Backlog

First Pass Yield

# of Process Cycles/Units per Year

  

 

 

# of Engagement $ Saving (Validated)



• Provide at-a-glance status 

and service level 

• List of outstanding items

Created Money Belt Site (operational)  

Money Belt Management 

Phase IV: Future Evolution in Roles &

Responsibilities 



Money Belt Program Revamp (2020/21)

Money Belt 

Scorecard

• On-Time verifications

• Accurate Verifications

• Increased on-time 
validation from 13% 
(March 2020) to 84% 
verified within SL

• Reduced MB WIP in 
December (highest 
volume month) by 83%

• Reduced total staff 
effort time by 9% 

Kaizen and 
Implementation

Control and 
Sustainment



Examples of
Benefit Verification



Project Benefit Reporting and Verification

38,000

78 (87%)

56 (90%)

88 (98%)

60 (97%)

9 hr 6 hr

5hr 

3.5hr 

1 hr 

1 hr 

 5

1250 

 1

250 

 5

1250 

 1

250 

133,429.00

26,685.80

(44'x10') x 12 x 

$11/sq.ft = $58,080

750 (15 / week) 100 (2 / week)

380 min of delay 0

$164,824

2,000.00                     

Garage Management 

Transit

# of Garage Assignment/per Year (for CX and MA grages)

Correct Vehicle Assignment (per day)

- CX (out of 90)

- Malton (out of 62)

Backlog

Lead Time - bus daily services (per day)

Lead Time - garage duties (per day) - CX

                                                           - MA

Cycle Time

Touch Time - Route Supervisor - CX (hr per day)

(per year)

Touch Time - Route Supervisor - MA (hrs per day)

(per year)

Labour Costs - per day of assignment

                       - per year

Overtime Costs

Materials & Contractor Costs per Unit

Floor Space Costs (freed up 12 park ing spots at CX garage)

Paper Printing & Photocopy Costs

Postage Costs

Mileage Costs

Other Costs

Revenue per Unit

Potential Trip Delay per year (mechanical related)

Service Lost Time  - Sept to Dec (service cancellation 

due to garage mechanical issues)

 Improved service performance:  

• Correct Vehicle assignment increased by ~10%

• Reduced Potential Trip Delay by 87% (from 750 to 100 

delays / year)

• Reduced Lost Time caused by garage mechanical/no-start 

issues between Sept to Dec (from 380 to 0 min)

Allow for a more proactive management of allocation/fleet. 

• Reduced garage-duties lead time by 71-80%

• operation is able to inform maintenance of mechanical 

issues 2.5-4 hours earlier

Freed up 12 bus parking spaces (total of 4800 sq.ft.) at CX 

Garage that were previously taken up by maintenance

 Supervisors have more 

face-time with staff to 

identify and address 

concerns 

To Be Rolled-out in CP 

Garage in 2018

(re-check by the end 

2018)

Initiative Summary Benefit Statement

Business Lead Lean Program Office Finance Analyst

Submit approved 

improvementL
M

Review statement

Forward  statement to 

FA 

1. Analyst notified

2. Calculation of benefit 

verified (sign-off)

Benefit appear in 

Repository

Improvement posted

to repository without 

benefits

Next… Verification takes 

place in the background 



Assumptions:

Hours per Year saved

38,000

78 (87%)

56 (90%)

88 (98%)

60 (97%)

9 hr 6 hr

5hr 

3.5hr 

1 hr 

1 hr 

 5

1250 

 1

250 

 5

1250 

 1

250 

133,429.00

26,685.80

(44'x10') x 12 x 

$11/sq.ft = $58,080

750 (15 / week) 100 (2 / week)

380 min of delay 0

$164,824

2,000.00                     

Garage Management 

Transit

# of Garage Assignment/per Year (for CX and MA grages)

Correct Vehicle Assignment (per day)

- CX (out of 90)

- Malton (out of 62)

Backlog

Lead Time - bus daily services (per day)

Lead Time - garage duties (per day) - CX

                                                           - MA

Cycle Time

Touch Time - Route Supervisor - CX (hr per day)

(per year)

Touch Time - Route Supervisor - MA (hrs per day)

(per year)

Labour Costs - per day of assignment

                       - per year

Overtime Costs

Materials & Contractor Costs per Unit

Floor Space Costs (freed up 12 park ing spots at CX garage)

Paper Printing & Photocopy Costs

Postage Costs

Mileage Costs

Other Costs

Revenue per Unit

Potential Trip Delay per year (mechanical related)

Service Lost Time  - Sept to Dec (service cancellation 

due to garage mechanical issues)

 Improved service performance:  

• Correct Vehicle assignment increased by ~10%

• Reduced Potential Trip Delay by 87% (from 750 to 100 

delays / year)

• Reduced Lost Time caused by garage mechanical/no-start 

issues between Sept to Dec (from 380 to 0 min)

Allow for a more proactive management of allocation/fleet. 

• Reduced garage-duties lead time by 71-80%

• operation is able to inform maintenance of mechanical 

issues 2.5-4 hours earlier

Freed up 12 bus parking spaces (total of 4800 sq.ft.) at CX 

Garage that were previously taken up by maintenance

 Supervisors have more 

face-time with staff to 

identify and address 

concerns 

To Be Rolled-out in CP 

Garage in 2018

(re-check by the end 

2018)

 

 

 

Initiative Summary

38,000

78 (87%)

56 (90%)

88 (98%)

60 (97%)

9 hr 6 hr

5hr 

3.5hr 

1 hr 

1 hr 

 5

1250 

 1

250 

 5

1250 

 1

250 

133,429.00

26,685.80

(44'x10') x 12 x 

$11/sq.ft = $58,080

750 (15 / week) 100 (2 / week)

380 min of delay 0

$164,824

2,000.00                     

Garage Management 

Transit

# of Garage Assignment/per Year (for CX and MA grages)

Correct Vehicle Assignment (per day)

- CX (out of 90)

- Malton (out of 62)

Backlog

Lead Time - bus daily services (per day)

Lead Time - garage duties (per day) - CX

                                                           - MA

Cycle Time

Touch Time - Route Supervisor - CX (hr per day)

(per year)

Touch Time - Route Supervisor - MA (hrs per day)

(per year)

Labour Costs - per day of assignment

                       - per year

Overtime Costs

Materials & Contractor Costs per Unit

Floor Space Costs (freed up 12 park ing spots at CX garage)

Paper Printing & Photocopy Costs

Postage Costs

Mileage Costs

Other Costs

Revenue per Unit

Potential Trip Delay per year (mechanical related)

Service Lost Time  - Sept to Dec (service cancellation 

due to garage mechanical issues)

 Improved service performance:  

• Correct Vehicle assignment increased by ~10%

• Reduced Potential Trip Delay by 87% (from 750 to 100 

delays / year)

• Reduced Lost Time caused by garage mechanical/no-start 

issues between Sept to Dec (from 380 to 0 min)

Allow for a more proactive management of allocation/fleet. 

• Reduced garage-duties lead time by 71-80%

• operation is able to inform maintenance of mechanical 

issues 2.5-4 hours earlier

Freed up 12 bus parking spaces (total of 4800 sq.ft.) at CX 

Garage that were previously taken up by maintenance

 Supervisors have more 

face-time with staff to 

identify and address 

concerns 

To Be Rolled-out in CP 

Garage in 2018

(re-check by the end 

2018)

Benefit Statement

38,000

78 (87%)

56 (90%)

88 (98%)

60 (97%)

9 hr 6 hr

5hr 

3.5hr 

1 hr 

1 hr 

 5

1250 

 1

250 

 5

1250 

 1

250 

133,429.00

26,685.80

(44'x10') x 12 x 

$11/sq.ft = $58,080

750 (15 / week) 100 (2 / week)

380 min of delay 0

$164,824

2,000.00                     

Garage Management 

Transit

# of Garage Assignment/per Year (for CX and MA grages)

Correct Vehicle Assignment (per day)

- CX (out of 90)

- Malton (out of 62)

Backlog

Lead Time - bus daily services (per day)

Lead Time - garage duties (per day) - CX

                                                           - MA

Cycle Time

Touch Time - Route Supervisor - CX (hr per day)

(per year)

Touch Time - Route Supervisor - MA (hrs per day)

(per year)

Labour Costs - per day of assignment

                       - per year

Overtime Costs

Materials & Contractor Costs per Unit

Floor Space Costs (freed up 12 park ing spots at CX garage)

Paper Printing & Photocopy Costs

Postage Costs

Mileage Costs

Other Costs

Revenue per Unit

Potential Trip Delay per year (mechanical related)

Service Lost Time  - Sept to Dec (service cancellation 

due to garage mechanical issues)

 Improved service performance:  

• Correct Vehicle assignment increased by ~10%

• Reduced Potential Trip Delay by 87% (from 750 to 100 

delays / year)

• Reduced Lost Time caused by garage mechanical/no-start 

issues between Sept to Dec (from 380 to 0 min)

Allow for a more proactive management of allocation/fleet. 

• Reduced garage-duties lead time by 71-80%

• operation is able to inform maintenance of mechanical 

issues 2.5-4 hours earlier

Freed up 12 bus parking spaces (total of 4800 sq.ft.) at CX 

Garage that were previously taken up by maintenance

 Supervisors have more 

face-time with staff to 

identify and address 

concerns 

To Be Rolled-out in CP 

Garage in 2018

(re-check by the end 

2018)

Guideline

1

2

Labour Cost (per year)

Floor Space Cost

38,000

78 (87%)

56 (90%)

88 (98%)

60 (97%)

9 hr 6 hr

5hr 

3.5hr 

1 hr 

1 hr 

 5

1250 

 1

250 

 5

1250 

 1

250 

133,429.00

26,685.80

(44'x10') x 12 x 

$11/sq.ft = $58,080

750 (15 / week) 100 (2 / week)

380 min of delay 0

$164,824

2,000.00                     

Garage Management 

Transit

# of Garage Assignment/per Year (for CX and MA grages)

Correct Vehicle Assignment (per day)

- CX (out of 90)

- Malton (out of 62)

Backlog

Lead Time - bus daily services (per day)

Lead Time - garage duties (per day) - CX

                                                           - MA

Cycle Time

Touch Time - Route Supervisor - CX (hr per day)

(per year)

Touch Time - Route Supervisor - MA (hrs per day)

(per year)

Labour Costs - per day of assignment

                       - per year

Overtime Costs

Materials & Contractor Costs per Unit

Floor Space Costs (freed up 12 park ing spots at CX garage)

Paper Printing & Photocopy Costs

Postage Costs

Mileage Costs

Other Costs

Revenue per Unit

Potential Trip Delay per year (mechanical related)

Service Lost Time  - Sept to Dec (service cancellation 

due to garage mechanical issues)

 Improved service performance:  

• Correct Vehicle assignment increased by ~10%

• Reduced Potential Trip Delay by 87% (from 750 to 100 

delays / year)

• Reduced Lost Time caused by garage mechanical/no-start 

issues between Sept to Dec (from 380 to 0 min)

Allow for a more proactive management of allocation/fleet. 

• Reduced garage-duties lead time by 71-80%

• operation is able to inform maintenance of mechanical 

issues 2.5-4 hours earlier

Freed up 12 bus parking spaces (total of 4800 sq.ft.) at CX 

Garage that were previously taken up by maintenance

 Supervisors have more 

face-time with staff to 

identify and address 

concerns 

To Be Rolled-out in CP 

Garage in 2018

(re-check by the end 

2018)



Impacted Process Steps

Financial Implications

Position information



Reporting Verified Benefit (Projects)



Small Improvement Benefit Reporting & Verification

Submit approved 

improvement

Improvement posted

to repository without 

benefits

1. Analyst notified

2. Calculation of benefit 

verified

Business Lead Lean Program Office Finance Analyst

S
Benefit appear in 

Repository 



Reporting Verified Benefit



Enabling Self-Service Data Analytics 
- To support decision-making & reporting

- To increase transparency & accountability



Business Planning Cycle



Verification Process (Now)

• Financial Analysts are trained as Money Belts

• Consistent calculation of monetary and 

environmental benefits

• Verified results to be used for

Corporate Reports

Council Presentations

1% Budget Reductions
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First Full Program Year

Money Belt 
Program

Financial Benefits



“What’s Next” 
& 

Lessens Learned



Next…

• Support budget-planning 

and business planning 

decisions (i.e. resource 

allocation)

 Cost Savings ($)

 Freed Capacity (hours)

Going from “Reporting” to 

“Business-owned” and “Decision-Support”



Lesson Learned

Support
• Commitment from Finance Staff and Leadership is key

• Clarify and confirm roles (Finance vs. Business Lead)

Approach
• Focus on maturity-building 

• Build process ownership with coaching; short 

iterative cycles of “check & adjust”

Culture
• It’s about shifting the mindset – “this is not our 

job”…well, is it not?

• Build the transition from “project” to “operation”



Thank You! 

Money Belt – Benefit Verification Program

Kenneth Leung

City of Mississauga

kenneth.leung@mississauga.ca

mailto:kenneth.leung@mississauga.ca


Call to Action

How are we telling our improvement stories? Does it 

support decision-making?

Challenge the team to quantify benefits based on the 

objectives and impacts

Is there a standard? (consistency and reliable)

Let’s get a working team to outline some rules and guidelines

Is standard practice adequate? 

Let’s ‘check and adjust’ regularly, and involve the working 

team to improve the process and culture


