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The one characteristic most
likely to guarantee success for
modern organizations is a
culture of improvement.
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Why you should read this

Traditional improvement methods like Kaizen, Lean, and Six Sigma have shaped industries for
years. But in today’s fast-moving, technology-driven world, these structured approaches don't
always fit the way work actually happens. 63% of frontline workers say they feel frustrated with
the tools and systems they use’, showing that many existing methods aren't keeping up with
modern workplaces.

This playbook offers a better way. It will help you build systems that are flexible, easy to scale,
and based on real-time teamwork. By giving every worker — not just managers — the right
tools and technology, improvement becomes a natural part of everyday work.

*Feedback from the Field 2024

Whether you're on the frontline, in management, or somewhere in between,
this guide will show you how to:

© Upgrade cumbersome © Break down silos ©  Build a sustainable
formal processes with and foster collaboration Improvement Engine that
real-time, people-driven through connected drives progress across every
improvement systems worker technology level of your organization

Improvement is no longer about rigid methodologies — it's a natural outcome of replacing
outdated systems with connected, adaptable ways of working.




A pattern has emerged

Across industries and job titles, there's a striking commonality that often goes unnoticed.
Whether you're managing safety, driving compliance, improving quality, or delivering training,
the work you're doing isn't as different as it might seem.

At its heart, the goal is the same: finding ways to improve. It's about identifying what's
working, what'’s not, and what to do about it. And the best organizations aren'’t just improving
occasionally — they're building systems where improvement is constant, embedded into how
they operate every day.

The real game-changer? Technology.

By connecting workers in a flow of information, organizations are breaking down silos and
turning scattered insights into meaningful improvements.

“Relying on fragmented processes left us chasing problems without real solutions. Connecting

our people through a flow of information, powered by the right technology, transformed
everything — now, insights flow, teams collaborate, and improvement happens every day.”

Graham Berry
Group General Manager, HSEQ Assurance and Improvement Specialist
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simply managing, where
they should be improving.
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Improvement Evolved

Timeline of workplace improvement

rre1750 @  Workplace improvement relied on experience and observation,
Pre-industrial passed down through apprenticeships.

revolution

Improvement as craft

Each worker owned their craft, constantly refining their methods
to improve quality and efficiency.

No formal processes — just trial, error, and hands-on learning.
Industrial revolution (1760s-1840s) — standardization and control

Factories and mass production replaced craftsmanship with
standardized processes.

Frederick Taylor’s Scientific Management (1911): Work was broken
into small, repetitive tasks to maximize output.

Workers were seen as cogs in a machine, with little say in
improving processes.

1900s-1940s Henry Ford introduced the assembly line (1913), drastically
Equy 20th century improving production speed.

The human element emerges
The Hawthorne Effect (1920s-30s): Researchers found that worker

engagement boosts productivity — paving the way for people-
focused improvement.

Quality control methods began emerging in manufacturing,
shifting the focus from just efficiency to consistency and reliability.
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1950s-1970s

The rise of systematic
improvement

1980s-1990s

Data-driven improvement

2000s-2010s

Digital transformation and
worker-centric improvement

Timeline of workplace improvement

Post-WWII Japan pioneered Kaizen (continuous improvement) —
small, ongoing improvements driven by workers.

W. Edwards Deming introduced Total Quality Management
(TQM): A focus on data, feedback, and employee-driven

improvements.

Lean Manufacturing (Toyota Production System) emphasized
reducing waste and creating value.

Management started listening to workers — but improvements
were still structured from the top down.

Six Sigma (Motorola, 1980s) introduced a structured approach to
problem-solving, using data to reduce defects and inefficiencies.

Global competition pushed companies to innovate faster, adopt
automation, and optimize supply chains.

Enterprise software (SAP, Oracle) digitized processes, providing
better visibility into operations.

Cloud computing, IoT, and mobile tech made information
more accessible.

Collaboration tools allowed teams to work together in real time.

Worker insights became key — businesses realized frontline
employees had valuable knowledge.

The shift began from top-down process control to bottom-up
improvement, but silos still slowed progress.
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Today

The connected worker and
real-time improvement

Key takeaways

Improvement Specialists connect all workers in a flow of
information, enabling real-time feedback loops.

IoT, sensors, telematics, and automation help capture data
directly from the work environment.

Information flows from frontline workers to leadership,
revealing hidden inefficiencies and opportunities.

Workers are no longer just executors — they are actively
engaged in driving improvement.

The future - Intelligent, predictive, and fully connected

Al and predictive analytics will proactively identify and solve
issues before they happen.

Every worker will have instant access to the knowledge they
need, enabling an improvement flow state.

Organizations will fully recognize and invest in Improvement
Specialists as key drivers of success.

Workplace improvement has moved from rigid, top-down control to flexible,

worker-driven innovation

Technology now enables real-time improvement, turning data into action instantly

Improvement Specialists play a crucial role in connecting workers, leadership,

and technology
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Barriers to improvement
Recognizing and addressing these challenges is the first step toward progress:

)

Disconnected leadership

A focus on control rather than
empowerment creates a divide
between strategy and execution

Outdated tools

Fragmented, legacy systems slow
down workflows and limit access
to critical insights

Blindspots

Without real-time data,
organizations run the risk of
failing to see where they're falling

short or where risks are emerging

Every organization wants to succeed, but
sustained success doesn't happen by accident.
It comes from consistently identifying
opportunities, fixing inefficiencies, and
creating systems that allow teams to get
better every day.

However, many organizations are held back by
a management culture that prioritizes control
over progress. While this approach may
maintain order, it often fails to adapt to
today’s fast-changing environments, creating
barriers to meaningful improvement.

© Siloed teams
Poor communication and lack of
collaboration lead to inefficiencies
and missed opportunities

© Cultural resistance
Workers and leaders alike may
resist change, fearing disruption
or added complexity
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The rise of the Improvement Specialist

Workplaces are changing fast, and the way
businesses improve must change with them.
Rigid rules, outdated policies, and top-down
decisions no longer keep up with modern
work. Organizations need people who can
spot opportunities, connect teams, and drive
real progress. That's where Improvement
Specialists come in. Rather than waiting

for change to be handed down, they give
workers the tools and confidence to improve
things themselves.

Improvement Specialists exist at every
level and in every industry. Whether it's a
safety manager on a construction site or a
restaurant supervisor, they share the same
goal: helping their teams work better, safer,
and smarter.

By breaking down silos and connecting
people, Improvement Specialists help
businesses improve quality, reduce costs,
and increase efficiency. They don't just fix
problems - they create workplaces where
progress happens every day.

For too long, their true impact was
overlooked. Seen only as enforcers of
safety, quality, or compliance, their potential
as drivers of change went unrecognized.

But that's changing. Businesses are now
seeing the value of those who focus on
improvement. Those who take up the
challenge will shape the future of work,
creating workplaces that don't just keep
up, but get better every day.

What makes Improvement Specialists
unique is that they can be anyone - no
matter their job title, role, or industry.
Whether it's a safety manager on a building
site or a supervisor at a restaurant, they all
have the same goal: helping their teams
work better, safer, and smarter.

Improvement Specialists don't just fix
problems — they create workplaces where
improving happens naturally, every single
day. They connect everyone, from workers
on the ground to company leaders, in a
constant flow of ideas and improvements.
This is changing how workplaces grow
and succeed.

Improvement Specialists aren't tied to

fancy job titles — they are everyday leaders
who make workplaces better, no matter the
industry or role.
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How Improvement Specialists lead change

© Engaging frontline workers
Empowering workers to contribute observations and insights through scheduled inspections
or spontaneous feedback.

© Raising awareness
Educating workers on organizational priorities while elevating their ability to spot and
address issues.

©  Providing visibility
Giving leadership a comprehensive view of operations to identify what's working, highlight
areas for improvement, and mitigate risks.

© Closing the feedback loop
Communicating actionable insights back to workers through targeted announcements,
enhanced training, or refined strategies.

This shift transforms frontline workers into active stakeholders, fostering a culture of ownership,
engagement, and progress. Improvement Specialists are not only enabling better processes but also
creating environments where improvement becomes a welcome byproduct of the work.
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Building an
Improvement Engine

An Improvement Engine is a dynamic system that thrives on continuous feedback, insights,
and collaboration. It empowers every worker to participate in improvement, creating a self-
sustaining cycle of improvement.

At its core, an Improvement Engine is defined by six interconnected elements that work
dynamically to replace rigid processes with adaptable systems. These elements work together
to drive real-time visibility, informed decision-making, and meaningful change across your
organization.

The six core elements of an Improvement Engine

CONFIDENCE OBSERVATION INFORMATION FLOW
o o o
o ® ®
MOMENTUM COMMUNICATION VISIBILITY
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The six core elements of an Improvement Engine

CONFIDENCE
Confident, capable workers have the knowledge they need to be great at their work

Improvement starts with people. Workers need the tools, training, and confidence to do their
jobs well. This includes clear expectations, access to information, and a safe environment
where they can perform at their best. Confident workers feel valued, empowered, and
capable of contributing to broader organizational goals.

OBSERVATION
Workers grow in awareness as they make new observations on the job

Workers on the frontline are the eyes and ears of your organization. They see things leaders
might not and can offer unique insights into daily operations. Giving them structured ways to
make observations - through checklists, apps, or inspections — not only helps surface critical
issues but also raises their awareness and engagement. This process fosters a sense of
ownership, empowering workers to take responsibility for driving improvement.

INFORMATION FLOW
Information flows back into the organization from all of i's people and things

For improvement to happen, information must move freely across your organization.
Observations, data, and insights need to be captured, shared, and accessible in real time.
This is where connected worker technology becomes vital, as it ensures the right information
gets to the right people at the right time.

Improvement Evolved
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) VISIBILITY
Visibility reveals improvement opportunities to leaders

With better information, leaders can make better decisions. Dashboards, analytics, and real-
time reporting provide clarity on what's working and what's not. This visibility allows leaders
to identify improvement opportunities and prioritize initiatives that drive the most impact.

COMMUNICATION
Workers grow in awareness as they make new observations on the job

Improvement is a two-way street. It's critical that leaders close the feedback loop by sharing
insights and actions back to workers. Whether it's through training, announcements, or
refined processes, workers need to see how their observations are driving change. This
reinforces engagement and encourages ongoing participation.

MOMENTUM
The more this cycle repeats, the more the organization improves

The hallmark of an Improvement Engine is its sustainability. Improvement becomes a
sustainable cycle, embedding progress into daily work and building momentum over

time — without the bureaucracy of traditional frameworks. Over time, this cycle creates a
culture where improvement becomes integrated into daily work, driving ongoing progress
and resilience.

The role of Improvement Specidalists in the engine

Improvement Engines thrive when Improvement Specialists

connect people, processes, and technology. They act as the architects
of this cycle, ensuring each of the six elements is fully realized. Their
collaborative, data-driven, and proactive approach empowers teams
to sustain improvement and scale success.




Assessing your starting point

Improvement Engine readiness checklist

How it works
For each question, rate your organization on a scale of 1 to 5:

1 2 3 4 5
. o
Not true at all Completely true

Add up your total score for each section and review the results to gauge your readiness.

1. Your organization’s current practices

O
)
O

Do your workers have the tools and training they need to perform their jobs confidently?
Are workers encouraged to share observations, feedback, or improvement ideas?

Is there a structured way for observations or feedback to flow from the frontline
to leadership?

Do leaders have visibility into what's working and what's not in real time?

Is feedback consistently communicated back to workers, showing them how their
input leads to change?

Do improvement efforts feel fragmented or inconsistent across teams or departments?

Total: _ /30

Improvement Evolved
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2. Operational challenges
Are inefficiencies or bottlenecks slowing down your operations?
Do you struggle to maintain alignment between leadership and frontline teams?
Are outdated tools or processes limiting your ability to make data-driven decisions?
Does it take too long to act on observations or address risks?
Do you see gaps in worker engagement or participation in improvement initiatives?

Total: _ /25

3. Aspirations and goals
Do you want to empower every worker to contribute to improvement?
Are you looking for ways to make improvement a consistent part of your culture?
Do you want to break down silos and foster better collaboration across teams?
Are you seeking tools and systems that make it easier to capture, share, and act on data?
Is creating a safer, more efficient, and resilient organization one of your top priorities?

Total: /25

How this checklist can help you:

© Rate your organization
Complete the checklist by scoring each question honestly

Identify weak points
Review sections with lower scores to pinpoint areas that need immediate attention

Prioritize actions
Focus on addressing gaps in foundational practices and operational challenges

Track progress
Revisit this checklist periodically to measure improvement over time
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How to start your own
Improvement Engine

Assemble core team

Include frontline leaders,
managers, and workers motivated
to drive change

Map your processes

Identify how information flows
and where bottlenecks occur

Define your first goal

Define your first goal with a focus
on real-time, actionable insights
rather than formalized procedures

Choose your tools

Equip your team with tools that
support seamless observation, data
sharing, and decision-making
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The Improvement Curve

Why the Improvement Curve matters

After building an Improvement Engine, organizations

need a way to assess its impact and guide their next

steps. The Improvement Curve provides this roadmap,

showing how organizations evolve from compliance to

visibility, and ultimately to improvement. Improvement

Visibility

L L LT EEREPPPP .
;

Compliance

The Improvement Curve provides a clear roadmap for organizations to:
©  Understand their current position
©  Prioritize actions tailored to their stage

©  Track progress over time to ensure continuous improvement

By combining a simple scoring mechanism with tailored actions, the Improvement Curve
ensures organizations always have a clear next step to advance.

Improvement Evolved
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How to use the Improvement Curve

Self-assess your 2 Understand your 3

position using the current stage and its
scoring system below challenges

STEP1
Self-assessment — Where are you on the curve?

Scoring
For each question, give yourself a score from 1 to 5:

Not at all Rarely Sometimes Often

Add up your scores to find your total.

Answer these four questions to determine your position:

Take the recommended
actions to advance
along the curve

Always

1. Do your workers have the tools and training they need to perform their jobs confidently?

2. Are observations and insights consistently flowing from frontline teams to leadership?

3. Do leaders have clear, real-time visibility into what's working and what'’s not?

4. Are improvement efforts embedded into daily operations and workflows?

Scoring guide

4-8 9-16
Compliance Visibility

17-20
Improvement



STEP 2

Understanding your position

Stage

Indicators

Actions

1. Compliance

Teams rely on manual
processes and reactive
problem-solving.

Standardize processes,
equip workers with
tools, and create

quick wins.

2. Visibility

Teams have real-time
data, but integration
and communication
are weak.

Invest in connected
tools, encourage
observation-sharing,
and use dashboards.

3. Improvement

Teams proactively

act on insights,

and improvement is
embedded in workflows.

Close feedback loops,
eliminate silos, and
scale the Engine
organization-wide.

“Scaling improvement isn't about grand gestures — it's about removing friction, one step at a
time. When teams have the right structure, resources, and systems, they can focus on what
really matters. That's how improvement gains momentum.”

Sarah Porter

Vice President, Corporate Services Operational Excellence and Improvement Specialist
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Tools for action

Improvementisn’t just a concept -
it's a practice

The following tools provide actionable steps to help you evaluate readiness, engage your team,
and ensure your organization is equipped for continuous progress.

1. Improvement Engine assessment

What it is Outcome

A structured diagnostic tool to help you A clear roadmap to optimize your
evaluate your organization’s readiness to systems and address gaps in your
build or enhance an Improvement Engine. improvement strategy.

How to use it

1. Gather your core team
Include leaders, frontline workers, and operational staff to get a well-rounded perspective.

2. Score each core element (1-5)
Assess how your organization performs in:

* Confidence * Information flow *« Communication

+ Observation * Visibility * Momentum

3. Identify gaps and priorities
Highlight low scores and discuss actionable solutions for improvement.

4. Set improvement goals
Focus on areas with the greatest potential for impact.

sc Improvement Evolved
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2. Team engagement diagnostic

What it is Outcome

A tool to assess and improve team A clear understanding of team engagement
engagement across key areas that are critical levels and actionable steps to improve

to building an effective Improvement Engine. alignment and motivation.

Why it's important

A fully operational Improvement Engine requires more than technology and processes — it
depends on engaged and motivated teams. This diagnostic evaluates how well your workers
are aligned with improvement initiatives and highlights areas to prioritize for fostering a culture
of collaboration and ownership.

How to use it:
1. Rate engagement across key categories (1-5):

* Participation
Are workers actively encouraged to share observations and feedback?

* Ownership
Do workers feel responsible for driving improvement in their roles?

* Communication

Does feedback flow effectively between teams and leadership?
* Recognition

Are contributions celebrated and rewarded meaningfully?

* Learning and development
Do workers have access to ongoing training and growth opportunities?

2. Total your scores

Add up your scores for all five categories (maximum score: 25).

3. Identify gaps
Highlight areas with lower scores and create a plan to address them.

4. Track progress
Revisit the diagnostic periodically to measure improvements over time.

Scoring guide

21-25 15-20 Below 15
High engagement Moderate engagement Low engagement
Build on this momentum Address areas with lower scores Start with foundational improvements
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3. Connected worker technology audit

What it is Outcome

A tool to evaluate whether your existing A streamlined tech stack that connects
systems and tools support seamless workers, improves workflows, and drives
collaboration, real-time data sharing, better decisions.

and frontline engagement.

How to use it

1. Create a tool inventory
List all tools your teams use for communication, data collection, and workflows.

2. Evaluate each tool
« Can workers use it easily?
 Does it integrate with other systems?

* Does it capture and share real-time data?

3. Identify weaknesses
Highlight tools that are outdated, disconnected, or cumbersome.

4. Prioritize upgrades
Rank tools based on cost-effectiveness and potential impact.

Why these tools matter

Each tool in this section tackles a critical aspect of building and sustaining an
Improvement Engine:

Improvement Engine assessment ensures your foundation is solid

The team engagement diagnostic empowers your people to embrace improvement
as a daily practice

The connected worker technology audit aligns your tools with your goals

Together, these tools provide a comprehensive approach to driving progress, fostering
engagement, and building systems where improvement happens naturally.
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The path forward

You’'ve reached the end
of this playbook, but the
journey of improvement
is just beginning.

This section provides a roadmap for what comes
next, ensuring you have a clear path to action and
long-term success.

What you've learned

© The role of Improvement Specialists
Why individuals like you are essential to driving organizational success

© The six core elements of an Improvement Engine
The foundational drivers of continuous progress

© Barriers to improvement
Common challenges and how to overcome them

© Connected worker technology
Tools that enable seamless collaboration and real-time decision-making

© How to get started
Practical steps to begin building your Improvement Engine
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Your next steps

l Complete the Improvement Engine assessment
Identify gaps in the six core elements and prioritize actions to address them

Engage your team using the team engagement diagnostic
Foster alignment, motivation, and ownership across all levels of your organization

Audit your tools
Ensure your technology supports seamless workflows, communication, and data sharing

Start small, scale quickly
Pilot your Improvement Engine in one area, refine it, and then expand across teams
and departments

Celebrate wins and build momentum
Share successes, recognize contributors, and reinforce the value of improvement
to create a lasting culture

g1 A W N

Key takeaways

Improvement Specialists are the backbone of transformation. You have the ability to:

© Empower workers to contribute meaningfully
© Harness technology to drive collaboration and efficiency

© Create a sustainable system for continuous progress

When these elements come together, they form the foundation of an Improvement
Engine — a system that doesn’t just solve problems but transforms how your
organization operates.




Final thought

Improvement isn't a project; it's a practice. Organizations that prioritize improvement are
more resilient, adaptable, and competitive. But improvement doesn't happen in isolation —
it's driven by people like you, the Improvement Specialists, who see opportunities where
others see obstacles.

Every observation made, every insight shared, and every action taken brings your organization
closer to its full potential. Improvement becomes not just a goal but a defining characteristic of
your culture.

This playbook is more than a guide — it's a blueprint for building better organizations, stronger
teams, and more empowered individuals. Improvement Specialists are shaping the future of

work, one observation and one action at a time.

The tools are in your hands. The time to start is now.
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