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Continuous Improvement Tool Index 
Title of Tool:  

DOWNTIME 

Tool Description:  
DOWNTIME is an acronym used for identifying wastes and problems within a process. Once wastes and problems 
have been identified within a process, the team can work to address the wastes and create a more efficient 
process. Generally, DOWNTIME can be utilized in most projects to list and identify inefficiencies within a process. 
This tool is used after a project and problem statement have been identified and team members have assembled. 

Tool Utilization:  
The DOWNTIME tool is a systematic method of identifying wastes. Each letter identifies each type of waste. This 
tool can be used in any process or product creation in order to identify ways in which efficiencies can be created 
and non-value add activities minimized or eliminated.  

D- Defects- Are there defects in the products or services. A defective product or service has to be corrected, which 
includes rework.  Identifying defects early and correcting them leads to more reliable products or services. 

O- Overproduction- Are there more goods produced then what is actually needed and are those goods sitting 
around?  Excess inventory leads to loss in revenue, wasted space and wasted money. Extra product runs the risk 
of being obsolete or expired if not used in time.  Additionally, overproduction of a product that is poorly made, may 
run the risk of not being used at all because it has defects. The product has to be discarded, wasting time, money, 
production and affecting sustainability. 

W-Waiting- Is any delay in a process or time spent idle.  Any time work is not actively being done is considered 
waiting.  Eliminating wait times increases efficiency and streamlines processes to optimize productivity and 
responding more promptly to clients or customers.  

N-Non-utilized talent- Insufficient use of employee’s talents and skills.  Employees that are not engaged in the 
work and their talents aren’t being applied to add value to a system, then this is non-utilized talent.  Engaging the 
skill set of employees contributes to continuous improvement, problem solving and creativity. Which in turn, helps 
the organization retain employees because they are satisfied and engaged with process improvements and 
continuous problem solving. 

T-Transportation- The unnecessary movement of materials, supplies or information within a process. Unnecessary 
movement of items within a process can lead to increase production time, idle time, more handling time, and 
higher risk of defects.  

I-Inventory- is an accumulation of materials, products, or supplies  beyond what is immediately needed.  This 
waste as stated above wastes money, time, resources and storage space. Reducing inventory frees up storage 
space and capital that can be used to identify other ways to help a process move forward. 
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M-Motion- Motion refers to people, supplies, or equipment that makes unnecessary movements due to a 
process or workspace layout. Motion may refer to unnecessary lifting or reaching or turning that an employee 
performs to complete a process, the more motion is eliminated, the more efficient the process, and more 
ergonomic too! 

E-Extra Processing- Any activity that is not necessary to produce a product or service.  These can include 
redundant steps that consume resources without contributing to the quality or functionality of a product.  Critical 
evaluation of all of the steps of a process is important to ensure all actions add value and contribute to the quality 
of the product.  

Example of tool: 

Defects 
Identify defects:  

Overproductio
n 

Identify overproduction: 

Waiting 
Identify waiting times: 

Non-utilized 
talent 

Identify employees that have skills that are not utilized optimally 

Transportation 
Identify unnecessary movement of materials/information or supplies 

Inventory 
Identify materials, supplies that are not needed immediately 

Motion 
Identify ways in which people/supplies/inventory moves unnecessarily 

Extra-
processing  

Identify activities that are not necessary in producing a product or service 
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  DATE OF EVALUATION PROCESS AREA UNDER REVIEW 

      

WASTE DEFINITION EXAMPLE OF POTENTIAL WASTE 
WASTE 
LEVEL 

DESCRIPTION OF ISSUES 

Over-
production 

Waste from making more product 
than customers demand 

  MEDIUM   

Transportation 
Wasted time, resources, and costs 

when unnecessarily moving 
products and materials 

  MEDIUM   

Inventory 
Wastes resulting from excess 

products and materials that aren’t 
processed 

  MEDIUM   

Defects 
Waste from a product or service 

failure to meet customer 
expectation 

  MEDIUM   

Over-
processing 

Wastes related to more work or 
higher quality than is required 

  MEDIUM   

Motion 
Wasted time and effort related to 

unnecessary movements by people 
  MEDIUM   

Waiting 
Waste from time spent waiting for 

the next process step to occur 
  MEDIUM   
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Skills 
Wastes due to underutilization of 

people’s talents, skills and 
knowledge 

  MEDIUM   

     

WASTE LEVEL KEYS  
HIGH There is a HIGH level of waste, situation is critical and there is a potential of many changes to reduce the level of waste 

MEDIUM There is a medium level of waste, some improvement will have a big impact on waste reduction 

LOW There is a low level of waste, with a small amount of change the waste can be further reduced or eliminated 
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