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Step 1 and the Plan Phase.
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In the first Article in this series, we left Pete Jr. amazed at the findings of the gemba and root
cause using “5 Why"” analysis. Now Pete Jr. understands that the problem was not the quality of
the insulated boxes but that the drivers did not know that the pizzas were ready in 15 minutes not
30. The order takers and Pete Jr. were also surprised that something as simple as not being able
to read each other's handwriting was causing the problem with wrong orders. Pete Jr. and his
staff will now be looking at the problems the gemba and root cause analysis identified, and they
are ready to work on ways to solve them.

Pete Jr. wants to implement solutions to all the problems at once. Laura explains that this is a
risky approach; Pete Jr.’s staff may not be able to cope with the effects of all of the changes, and
multiple changes all at once can negatively impact other processes. Pete Jr. and the Kaizen
team need to figure out the best way of solving the problems. Laura takes them through an
evaluation process shown in Figure 1. Laura leads the evaluation by asking for two numbers
from 1 to 10 with 10 being the highest:

e What is the business value of solving a problem?

» How difficult would it be to implement the solution?
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Business Value

Create a project

Difficulty of Implementation

Figure 1 Evaluation Matrix

The results show the solutions are in one of four categories: “Just Do It!”, “Quick Hitters”, “Create
a Project”, and “Don’t Bother”.

One again Pete Jr. is ready to implement. Laura tells Pete Jr. that as soon as he improves
processes he starts managing change. Change can be hard and chaotic so Laura recommends
this approach to change:

¢ Incrementally improving processes,

e Including his employees in the change and

e Observing if the changes solved the problem (Check Step of the Cycle), and if they
solved or caused other problems. (There are often times when resolving an upstream
process problem resolves a problem further downstream.)

Laura also cautions Pete Jr. that the people on the Kaizen team are a subset of his employees.
Everyone on the staff of Pete’s Pizza Palace needs to be completely on board with the process
changes, and so they need to be ready. Laura and Pete Jr. talk through the change management
method from Prosci©. Using this method, Pete Jr. and Laura will analyze the staff's readiness to
embrace change.
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Prosci© Kaizen Employees Other Employees

Awareness Yes Yes

Desire Yes Need to check

Knowledge Yes Need to communicate changes
Ability Yes Yes

Reinforcement Pete Jr. will own this. Pete Jr. will own this.

Figure 2: Change Management Chart reflecting Prosci©

The good news is that Pete Jr. now knows all of the employees are frustrated. So there is an
awareness of the need to change. Pete Jr. knows that the Kaizen team is eager to make
changes so the desire is there. Now he needs to check with the employees who were not in the
Kaizen sessions. Knowledge is not a problem but the changes need to be communicated and
coordinated to ensure a good start. Pete Jr. has no doubts that his employees have the ability to
implement the changes as long as they know what the changes are and why there are being put
in place.  Pete Jr. also understands that if he wants to instill continuous improvement in his
workplace, he will need to reinforce the changes.

After Laura explains this, Pete Jr. realizes that he has a lot of information on what he could
improve, and he needs to target his improvement plans to achieve success. Based on the
Evaluation Matrix (Figure 1), Pete Jr. and Laura decide to resolve the problems of wrong order
and cold pizzas. Pete Jr. knows that he still needs to deal with the fuel consumption costs and
the organization of the kitchen but the problems with orders are directly customer facing.

Laura tells Pete Jr. that Lean is always respectful of the work of individuals and that, even with
process models, it is important to involve the Palace staff to resolve the problems. Laura knows
that the Palace employees are the best Subject Matter Experts for their own work. After
discussion with the staff, Laura helps the team create a few solutions to the problems.

Laura explains that first the solutions will be implemented in the Do phase and then reviewed in
the Check phase of the Lean life cycle. If the solutions need to be tweaked, they will be tweaked
and then implemented in the Act step. ..or go back to a Plan / Do / Check /Act cycle, if necessary.

The Kaizen team creates a standard notation for pizza ingredients and then use posters and
cheat sheets in a pilot to ensure that the standard notations are easy to use and will resolve the
problem. This manual, low tech approach means that when Pete Jr. pays a developer to
automate the notations that the standard will be tested. Pete Jr. agrees, knowing that paying the
employees to work on the standard notation is a better investment than repeatedly paying a
developer to revise the automated notations and retrain the employees on the notations.

The Kaizen team identifies the points in time that they could check that the order is right, which
include: when the pizza is ready for the oven, after the pizza is made, and when the pizza is
placed in the insulated box. The cooks agree to check the pizza against the order form before
the pizza goes in the oven and initialing the order form to show that they have done the review.

Laura asks Pete Jr. and the Palace staff how they will know if the solution is working. The delivery
guys agree to keep the order sheets to create a “database” to count success and everyone
agrees to a timing sheet attached to each order that will tell the Palace staff when the order was
taken, when the delivery guys pick up the pizza to deliver and when they deliver the pizza.

The Palace employees are also very happy to hear Laura say that every good Lean project has a
celebration built in.  Pete Jr. agrees to bring in Chinese food and have a party if the number of
“cold pizza” complaints go down to 25% (65% reduction) and if 90% of the orders are correct
(15% improvement). The employees agree these are stretch goals but they want to have a
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better work environment so they agree to the terms-- after all, they created the solutions and
understand the impact of the problems.

The first and second Articles focused on the Plan Phase of the Lean life cycle. Plan is the most
intensive phase since it involves defining the project, measuring what is happening in the
process, defining an “as is” and “to be” state, prioritizing the problems, coming up with solutions,
and then making sure you know what success will look like in the implemented process. Lean,
like project management, requires taking time to plan if you want to succeed. The next Article
will address reaping the benefits of the Plan phase by implementing the improvements (Do),
Check and Act.

BPTrends Linkedin Discussion Group

We created a BPTrends Discussion Group on Linkedin to allow our members, readers and
friends to freely exchange ideas on a wide variety of BPM related topics. We encourage you to
initiate a new discussion on this publication, or on other BPM related topics of interest to you, or
to contribute to existing discussions. Go to Linkedin and join the BPTrends Discussion Group.
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