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Abstract

This article discusses the development and design of quality
standards In order to secure proper documentation in hire packs in a
staffing agency. By constantly updating new forms and tracking new
labor laws, this research will help the company to standardize the
hiring packs and digital documentation until secure they reach right
specifications and offer to the market a complete service that meet
customers’ expectations. After the Kaizen Event improvements
Implementations, the percentage of hire packs exhibiting improper
documentation decreased on to 8%, slightly above the targeted 5%.
A Kaizen Event, a Lean Manufacturing tool was utilized with the
team In order analyze and improve current state, design and
Implement a future state to increase the employees’ and the
department uniformity. Having those standards implemented, will
help to develop quality standards of the proper documentation in
comply with customer’s needs, state and federal laws.

Introduction

A staffing agency that has been servicing in the human resources
market as workforce solution around seventeen years for different
Industries Is growing up and diversifying in other services such as
human resources consulting company in Puerto Rico. These changes
became when the company start to join other industries that request
all human resources services for the employees assigned to their
jobsites. As the company continues growing, have need of hiring
more internal employees and urgent changes in the proper
documentation. Correct records and documentation not only ensure
employees references but helps for legal purposes, also maintain
customer relationships and prevent reworking files.

Background

Since the staffing agency has planned to join in other industries, Is
Important to meet quality standards desired by the customers, state
and federal laws. By constantly updating new forms and tracking
new labor laws, this research will help the company to standardize
the hiring packs and digital documentation in People Soft software
until secure they reach those specifications and offer to the market a
complete service that meet the customers’ expectations.

The main purpose In this research is to explore quality standard of
existing hiring pack checklist, such as appropriate information, key
forms and right documentation. Having those standards clear will
help to develop quality standards for a new and exhaustive checklist
that will meet the specifications of the proper documentation In
comply with customer’s needs, state and federal laws.
Characteristics’ studies of competitive staffing agencies services in
market will be done In order to compare the current human resources
hiring and consulting services to adjust our process to obtain an
efficiently and right documentation.

Methodology

To perform this research, a Kaizen Event methodology will be
Implemented as a fast progress and improvement effort. The event
will be focused on teamwork by brainstorming and sharing of ideas,
be creative and have critical thinking in order to fulfil desired
achievements. All the steps and Lean tools used in the event will be
explained following the three-day tentative agenda pre-stablished
during a pre-Kaizen meeting following the Kaizen Event Cycle
(Figure 1).
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Kaizen Event Cycle Timeline events
Pre-Kaizen Event Meeting

Throughout the Pre-Kaizen meeting, the Kaizen leader will have
to discuss current problem, scope, team composition, and
expectations. The leader will be the responsible for: the planning and
direction of the project, selecting of functional team member
representation, generating Kaizen project charter and tentative
schedule for the planned event, and the collection and analysis of the
data, In order to ensure that the event’s progresses impact the
organization in a positive/improved way.

First Day of Kaizen Event

During the first day of the event, the head should make sure the
Kaizen room Is prepared prior to event in order to receive the team
members. lllustrations aids such as project charter, agenda, project
rules, Process Maps are were available to all members, that may be
relevant for the purpose of the project. The leader and facilitator
direct a Kaizen Refresher Training to all the contributors to
guarantee that each person comprehend the purpose of the
event. Subsequently, the team will evaluate projected Kaizen
expectations, standard data, and parameters that should keep track of
progress made against deliverables each day of the event.
Next, the team members will perform a Gemba Kaizen to examine
the current procedure in order to identify inefficiencies directly
related to the project. Observations and findings will be discussed
during a brainstorming session. Other findings not directly related to
the task at hand will be writing In the comments section for later
evaluation.
Throughout the evaluation process, pictures, scanning and
photocopies will be taking to have a holistic approach to the
problem at hand.
After that, the team must create a current state checklist and process
map on a whiteboard and analyze it, applying the Gemba
observations to identify opportunities. Findings will be transferred
Into a digital format used for reporting, for preliminary suggestions
to be documented.

Second Day of Kaizen Event

A Kaizen Event Is arranged to generate and share ideas
trough identifying key elements by using root cause analysis
tools. The team will decide which solutions are going to be
Implement and focus on them by using Benefit and Effort Matrix
process map. At end of day, the team members will be help to
develop a checklist based on observed necessities and the proposed
NEeW pProcess.

Third Day of Kaizen Event

During the third and last day of Kaizen Event, the team must
standardize and regulate the applied checklist and procedure by
writing a Standard Operations Procedure (SOP) for the new process.
New guides will be implemented and documented, and a report will
be distribute among all the team members describing how the Kaizen
Event will modify existing practices in order to make sure that each
person is well informed and understand the new process.

Results and Discussion

Pre-Kaizen Event Meeting

An information collection and examination were studied
throughout the Pre-Kaizen meeting. A sample of 66 of the active
employees’ files where evaluated and analyzed. The sample was
determined as follow: the total headcount is 205 and was chosen
to prove with 95% of confidence level and 10% of margin error.
From the 66 files analyzed, 48 files did not comply with all the
requirements, which reflects 73% of the files are not documented
In a proper way. The expectation with the new Kaizen
Implemented developments was to decrease a 60% percent of
iIncompliance, from 73% to a 13%. A project charter was
developed to ensure the details tracking during the event.

First Day of Kaizen Event

The first day of the Kaizen Event, the team reviewed the
current sample of hire packs (files) who did not meet the proper
documentation. After Gemba Kaizen, the team had a suggesting
session and discussed the existing process map In order to
determine opportunities. Evaluations identified in red circles In
Process Map were prioritized during the second day to generate
Ideas for future Improvements events.
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Figure 4:Current State - Checklist for documentation
Second Day of Kaizen Event

The second day of the event, in a deeply process of analysis,
taking in consideration the policies, norms and request of the internal
procedures of the company and customers, the team started to
compare the current documentation versus what should be the most
accurate and proper way to perform it. Also, the team studied
recently modified labor law in order to comply with them. Once the
analysis was completed, the new hire packs check list was created to
make sure all the requirements are being covered, including the
proper documentation in People Soft platform.
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Figure 5: New Hire Packs Checklist for Staffing Specialist
Third Day of Kaizen Event

On the last day of the Kaizen event, the team adapted and
Implemented processes in a detailed SOP for the new processes. Also
was reported out all the latest improvements to the rest of the
teamwork and organization members, guaranteeing that the
Information of the new processes is clear, answering all inquiries or
concerns with the new documentation procedure to be performed in
a daily basis.
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Results and Discussion (Continued)

Table 2: Sample Analysis of Hire Packs Before and After Kaizen Events

Comparision of Data before and after Kaizen Event implementation
Before Kaizen Event
205 Headcount
27% Hire Packs in compliance
_Hire Packs did not met the requiements
Expected decreasing: 60% after Kaizen Event
After Kaizen Event
104 Headcount

92% Hire Packs in compliance

_Hire Packs did not met the requiements

Current decreasing after Kaizen Event implementation: 65%

Future Work

The next stage after this event, Is to maintain steady the operation
with the new SOP and gather newest data of the applied process. If
after three months of Kaizen Event and Gemba Kaizen
Implementation, the Staffing Specialists did not meet the proper
documentation on hire packs and People Soft platform, it should be
taking In consideration if an additional continuous Improvement
project should be performed.

Conclusion

Kaizen as a Lean tool is very helpful in order to analyze all the
data and outputs gathering through all the project that allows the
process of iInnovation In a quickened way, accomplishing the
desirable results. Achieving standardization of hire packs proper
documentation with each step clear and defined will allow to help
and reach the same goal, resulting in the desire of compliance that
the customers and the organization are seeking, preventing less or
Zero errors.

Despite the new procedure is more extensive and will take a few
more minutes, Is more precise and will secure the proper
documentation avoiding legal issues and customer dissatisfaction.
This new parameter and metrics will help the recruiting department
to increase their customer satisfaction by securing them all the
process and documentation.

References

[1] Byrne, A. & Womack, James P., “Lean Principles to Guide your Transformation”, in
The Lean Turnaround: How Business Leaders Use Lean Principles to Create Value and
Transform Their Company. New York: McGraw-Hill Education, 2012, ch. 6, pp. 69-86.

[2] George, Michael L. “Why use Lean Six Sigma to Reduce  Cost?” in The Lean Six
Sigma Guide to Doing More with Less. Hoobken, New Jersey: John Wiley & Sons, Inc.,
2010, ch. 1, pp. 1-20.

[3] George, Michael L. “Laws and Regulations, Enforcements Agencies and Barriers to
Legally Defensible Staffing” in The Legal Context of Staffing. Alexandria, Virginia: Society
for Human Resources Management., 2012, ch. 3,5 & 8, pp. 23-34, 43-50 & 74-79.

[4] Hamel, Mark R. “A Short Course in Kaizenology, Event Execution & Follow-Through”
In Kaizen Event Fieldbook. Dearborn, Michigan: Society of Manufacturing Engineers., 2010,
ch.2,6 &7, pp. 13-36, 121-176 & 179-194.

[5] Lawler, Edward & Boudreau, John W. “Role of Human Resources, Use of Information
Technology & Determinants of HR Effectiveness” in Achieving Excellence in Human
Resources Management: An Assessment of Human Resources Functions. Sandford,
California: Stanford Business Books., 2009, ch. 3,11 & 14, pp. 21-27, 89-95 & 112-125.

[6] Ortiz, Chris M. “Kaizen Event Scheduling” in Kaizen and Kaizen Event
Implementation. United States of America: Prentice Hall., 2009, ch. 1, pp. 55-66.

[7] Petruska, Robert. “Gemba Walks” in Gemba Walks for Service Excellence: The Step-by
Step Guide for Identifying Service Delighters. Boca Raton, Florida Productivity Press., 2012,
ch. 2, pp. 11-23.

[8] Tetteh, Edem G. & Uzochukwu “Enterprise Resource Planning and Lean Six Sigma &
Lean Six Sigma in Healthcare” in Lean Six Sigma Approaches in Manufacturing, Services,
and Production. Georgia: 1GI Global., 2015, ch. 2 & 9, pp. 27-50 & 231-260.

[9] Wright,C.“Using Lean Approaches for Your Lean Project Audit/Review” in
Fundamentals and Assurance for Lean Projects. United Kingdom: IT Governance., 2017,
ch. 10, pp. 171-188.

[10] Albeanu, M. (2020,01,03). Six Sigma In HR Transformation: Achieving Excellence in
Service Delivery, Routledge (2010). Awvailable: ProQuest Ebook Central,
http://ebookcentral.proquest.com/lib/pupr-ebooks/detail.action?docID=533023.



