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Objectives
In this session you will learn:
• The story of Liberty’s Lean transformation
• How metrics are being used in a service industry.
• How and why Liberty’s metrics have changed 

over time.
• What lessons they learned on the journey.
• The attributes of successful lean metrics.
• How to proceed with the implementation of 

metrics in your own operation.



Liberty Mutual P.M. Claims

• Servicing Personal Market auto and homeowner 
customers in all 50 states

• Primary objectives are optimization of customer 
satisfaction, loss control and expense control. 

• 4000 employees in 30+ locations, handling over 
1million claims per year.

• Service demands can vary daily
• Types of service can vary from claim to claim

Our Journey
• 2008-

• Introduction to Lean principles
• VSM for Auto Physical Damage (APD)
• Tested new processes in a laboratory environment

• 2009-
• 2 concurrent pilots- multiple metrics board iterations
• Roll out to 52 teams in 10 locations
• Current board created in November

• 2010-
• Managers trained to “Tell the story of the board.”



Prototype- First Iteration
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Avoid Obfuscation
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Current Tier 1 Boards
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Lessons Learned

• Collectively the metrics should tell a story.

Lessons Learned
• No single metric is “perfect” 

Open Inventory by Team
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Lessons Learned

• Metrics can incent bad behavior. 

Lessons Learned

• Metrics are part of an overall lean management 
system

• Value stream maps
• Standard work
• Leader standard work
• Visual controls and 5S
• Root cause problem solving
• Process improvement through suggestions and kaizens  



Other Lessons Learned

• Metrics should be simple to update
• They should provide the most current information 

available
• Sensitive enough to show the impact of 

operational changes
• Focused on outcomes, not process adherence
• The same metrics should appear on all tier 

boards

When Metrics are effective….

• Anyone reviewing the boards should be able to 
quickly identify the status of work within the team. 

• Employees are engaged in updating at least 
some of the metrics.

• Employees understand the drivers of the metrics, 
and use the information to identify waste and 
suggest process improvements.



Exercise
Mock up a Process 
Performance board

Q&A


