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Define Organizational Strengths For Promoting Improvement

 Identify organization readiness for change (key Interviews and Focus Wheel)

· By department, by manager level, by executive downward.

· By support systems: Purchasing, Accounting, Print Shop, etc....

· Identify the best leverage position in the organization to successfully support and push improvement into the culture (the higher the better).

· Identify the organizational strengths that can be used for developing an atmosphere for improvement. 

· Define organization tendency transform the culture (through key interviews).

· Include the energy required to sustain the change process, what are existing initiatives, how do they fit in relation to the move to improve, what are the existing mental models concerning change .

· Assess the chances of sustaining  an improvement orientation?  What is the existing ideas per employee ratio?  Is there sufficient dissatisfaction with the exist way of doing?

· Prepare formal report of strengths and weaknesses in supporting the change.  Describe  the chances of success in transforming to a high velocity improvement orientation.
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Planning The Change 
· Establish a steering committee to support and define the implementation strategy.  Members are 8 formal/informal leaders (include line staff for balance and understanding), willing to carve 20% of there time for 6 weeks to make establish the change.

· Receive crash course in team skills if not already there - the amount needed to make the steering committee successful in the given time.

· Establish mission  of team  in alignment to the mission of the organization.

· Develop strategy that will convince the culture to believe there is a change in emphasis: there will need to be more of a sharing, listening, supporting consistency to the organization.  It needs to cause managers to expect and support change. It needs to be beyond what has been perceived to date.

· Exhibit genuine (active) commitment at the highest level possible, publicly exhibiting importance of improvement.  Its impact to the customer.  Its impact to the future of their jobs.

· A budget is set aside to test ideas, and push them throughout.  There should be $10K to $20K (based on organization size) to accelerate ideas, initial investment for implementing ideas. Note: this will grow once the management realizes there is a 5 to 1 long term return on dollars invested in improvement.

· The committee should established how to handle ideas requiring  capital requirements. Establish a 2 year payback  for all implemented improvement (bottomline change in service, quality liability, safety or cost).

· Clarify if or what portions of improvements recognized will be realized through attrition or the downsizing staff.  If so communicate it up front so staff can work to be loyal to the job instead of the organization.  If improvement can be translated into faster or better service, more capacity, or lower cost, then true value in the customers eyes will be gained.

· A mind for improvement begins at the top.  Anyone should be able ask  a steering committee member or a manager  “What are your implemented improvements?” and examples are readily given.  Improvement knows no rank.

· Define how  ideas will be measured individually and corporately.  What gets measured tends to be watched. It compensates, for progressive individuals, departments, and cross functional teams.

· Create guiding  principles propelling improvement and they better have the ultimate customer and valuing people at their core:  It is to place the responsibility for improvement to processes with the people who perform the duties.  To make them self -organization workplace and process changers.  They are expected to transform - not work around existing problems.  They are expected to continually make things better.

· Develop communication plan that brings the organization along with the accelerated move.  This includes: corporate backing, management support and follow through, celebration newsletter, idea book for generating ideas through time, reinforcement to continue emphasis.

1 Skills transferred so proper support for receiving , maturing and broadcasting improvement is consistent throughout.  Learn how to make each manger a walking suggestion boxes.  Move managerial role from problem solver to problem finders.

· Develop method for dealing with organizational resistance (to the changed process) blocking the implementation of improvement. (suggest Business as UnUsual by Price Pritchette and Ron Pound)

· Discover existing taboos and assumptions/mental models about questioning outdated practices, uncooperative departments, non-supporting systems.  This will require executive review of improvement at its own level.

· Define how to reinforce the expectation for participation in improvement  activity to each new employee.  You are not just here to do your job you are here to improve it.  It’s your investment into your own future.  Best if top executive presents this - it proves support.

· Establish goals that are attainable yet stretch the staff to make the tough decisions.  As improvements begin reducing workload, then it is the staff, with management encouragement,  make the decision of not replacing vacant position, but redistributing tasks to existing staff.

· Once this plan is established it is presented for management approval, adjusted, it is then communicated to the managers and staff who will be participating in it.
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Transfer Improvement Skills on to Executive Staff
Show commitment: Suggest upper management undergo improvement knowledge transfer. Note: this is may seem trivial, however it is a starting place for a changing culture.  It sends a loud message this is not being done to the staff, it is an ever growing way we do things now.

· Break the mold,  let staff know you are interested in the little things

· Learn that size of improvement is as valuable as quantity in improvement thinking.

· Transfer understanding and examples of Visual Control, Kaizen,  Quick Change Over, Poka - Yoke.

· Understand common wastes designed into our systems

· Rube-ism, Externalizing, Transportation, Teamwork, Trial and Error, Organization.

· Be prepared to present executive  findings to the management staff.  This will initiate the commitment behind it, also understand how slow the organization changes for the sake of improvement.

· Send out communication that the executives are leading the way on improvement. 

· Decide how organization is to capitalize on improvement.  More or service, higher capacity, transfer to other functions, better accuracy.  Each of these should be measured to illustrate improvement is having an impact.  Whatever the combination of these are decided on, communicate up front what will be done.  Sugar coating the truth destroys future support from the staff.  

· Define the message to be given to the new recruits concerning their role in improvement.  Executives should take turns presenting this in spot performances.
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Preparing Management for Improvement
· A common theme is to come from all managers, support beyond what has been seen in the past.

· Understand the life value of an accepted improvement (or lost opportunity of an unaccepted improvement).

· Understand the personal ownership of an idea - how you respond can block thousands in future improvement.

· How to receive, respond, nurture and implement an improvement (structured by the steering committee).

·  Learn How To Celebrate Success

· Acknowledging all ideas.  Small is received as well as large idea.

· Vice President or manager handing out $1 for each implemented idea.  Speak on the benefit of the idea.

· Include staff names in organizational newsletter.

· Catalog ideas in the department to show where you have come from.

· Evaluate the barriers to success of implementation (use force field analysis).

· Management expected to support good ideas that are hard to implement.

· Management to expect staff to arrive with solutions an not just problems .

· Learn to be supportive and share implementation burdens the staff aren’t accustom to dealing with.

· Give staff the responsibility of participating and implementation

· Sustain an improvement as new practices followed by all.  Utilize visual control, quick changeover ...

· Understand common wastes designed into our systems:

· Rube-ism, Externalizing, Transportation, Teamwork, Trial and Error, Organization.

· Equip manager with dollar bills as acknowledgment. Presented weekly at celebrations.

· Management team creates  a common method for cataloging and communication ideas.

· Get management to create performance measure on improvement (number and  significance both are measured).  

Note: compensation outwardly toward team goals is more effective than inwardly toward individual achievement.

Set managers reporting  cycle for sharing ideas.  10 greatest ideas listed per month, also the two that didn’t work.

· P.S. All Successful Managers of the ‘90s:

· Can no longer be merely open and adaptable to change.

· Can no longer be merely progressive about change.

· Must be flexible.

· Must anticipate and drive both continuous and large discontinuous change.

· Must sense the vital signs, search for the performance gaps, create the overall vision, facilitate the implementation and provide follow-up support.

· Understand Taguchi loss. Taguchi suggests that any variation from target value which includes making the tolerance too tight or too loose increases cost to the customer (i.e. we can spend too much or too little on service, accuracy,  etc. without adding value to the customer).

· Beef up our processes which are not designed to meet requirements.

· Key variables not defined, variable interactions not identified.

· Process not standard, or practiced in a consistent manner.

· People not missioned and trained.

· Inadequate variance reduction.

· Poor feedback systems.

· Poor feed-forward systems.

· Poor prevention systems.

· Gain common understanding from all mangers that they are to suboptimize their own areas when optimizes the total process.

· Require management to read on improvement atmosphere Kaizen Teian 1.   

· Set up elements concerning improvement expected from all staff - then agree how to communicate this to the new recruits.  During orientation and then once they get to their workplace.
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Preparing Staff For Improvement  And Convincing Them Change Has Arrived
· Hold a Town Hall meeting with various managers emphasizing their improvement - how it will help, and how they are part of the bigger picture.

1 Show the new importance placed on ideas of all types.

1 Highlight the responsibility of implementing the idea so it can reach its broadest potential and gain the greatest impact.

1 Ideas that didn’t work are turned around and communicated as learning tools.

1 Partnering to make the idea happen will be given the most support.  “Here is an idea I will make happen” will be given more support than “Here is a potential solution -- you fix it”.

1 Resources will be made available for the testing of ideas: fast petty cash, purchasing, research support. Use of light duty staff for implementation ...

1 Every idea will be described and catalogued for its benefit.

1 There will be an evaluation for house-wide implementation (forced efficiency)  to gain the maximum benefit.

1 Describe the new expectation of managers: the need for patience during their learning process, the penalty if they are not supportive

1 Describe the process for recognition: inclusion into the performance evaluation of management and staff.

1 An expectation (challenge) for staff idea rate (i.e. one per month)

1 Show how it meets the mission of the organization and how it impacts their own success.

1 Acknowledge good failures, why they failed, what they gained.

1 Implement “Kaizen commandos” for each of the areas (Exxon refers this type person as a ‘loose cannon ball on deck’.  These given the time to support, diggout ideas, inquisitively get others coming up with ideas.  Ideally these should be the managers or walking suggestion boxes (training for these change agents available).

1 No gimmes (ideas without obvious benefit - pay me more overtime, or passing work along to another area unless it can be better or economically performed  by the outgoing department).

· Benchmark ideas done elsewhere. Small ones and big ones.

· Learn Kaizen - small “I did it” improvements.

· Visual Control - making your workplace speak how to do it right.

· Poka Yoke - Mistake  proofing , new ways to minimize error.

· Quick Changeover - Minimize external activities in our moment of truth activities.

· Understand common wastes designed into our systems

· Rube-ism, Externalizing, Transportation, Teamwork, Trial and Error, Organization.

· Describe how improvement will be translated into bottomline results (if by staff reductions say so).

· Emphasize that all improvement has a link to the value chain to the customer in terms of better service, accuracy etc.
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Provide Advanced Skills For Large Scale Process Improvement To Key Leaders
· Advance to analyzing work processes.

· Advance to solving quality problems.

· Advance to group action for cross professional work.

· For cross-trained  design or redesign of a system include:

· those who operate.

· those who control the resources.

· those who have a stake.

· and those who have the knowledge.

· Requirement of fact generation and not that of suspicion or assumption.

· These people are set loose on the culture to find waste and help those closest to it to get rid of it.  Testing existing assumptions every where along the way.  They create pain to a rigid structure, but cause the organization to truly evaluate the intent behind all processes and see if existing models are best to get the desired results.
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 Cross-Functional Idea Generation 
· Utilize the 10 Things list for quantified improvements happening between customers-suppliers in a process.

· Find critical customer supplier relationships in the organization.

· Have each list 10 things the other could do to minimize rework, add service or improve productivity.  Cost/time savings projected to describe impact.

· Departments share each other’s list, set up actions to address the concern, set up ways to measure success.

· Usually these meeting are facilitated by those trained in meeting/problem solving effectiveness to optimize outcome.
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Build Improvement Into The Practice of The Organization 
(more than a memo or a policy). 

· Where possible standing practices should be placed close to the work (Visual Control).

· How can someone insure this improvement doesn’t die with changing management or staff.  What are the consequences for not following.

· What is method of passing this knowledge to new staff.

· What is method of reinforcing practice with existing staff.

· How often is the practice revisited for improvement.
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Cataloging of Ideas, Communicating, Evaluation, Transporting etc.
· Define flow for ideas to be evaluated and responded to  within 10 days for the area and 30 days for the whole organization implementation consideration.

· Communication method developed for adopting optional ideas.

· Method for building standing practices into the workplace.

· Define method for gaining input prior to making standing practice.

· Establish process for practice to be reviewed by 2 separate reviewers (2 managers)  at non scheduled times.

· Make master listing available for all to review (best by computer for new updates.   voicemail, and newsletter are other means.  Best if picture and write-up accompany and place in a common place for all to see and reference.  Lotus Notes is an interactive database for this type review.  It cost $200 per seat but allows cross sorting and varying degrees of detail for searching and cataloging in an efficient manner.

· Make time available to staff for research and application,  to other areas of organization .
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Build A Method of Organizational Learning

· Open up culture to detect mistake without fear.

· Set up what is the standard by process and function through measures of: Service, Quality and Output.

· Monitoring and receiving line staff feedback aid in detection.

· Communicate this -  build it into workplace where possible.

· Make detection more acceptable than protection.  Publicize it.

· Place higher value on correction (not living with error).

· Monitor  cycle for organizational learning (learning cycle = cycle time to detect + cycle time to correct).

· Continually align process intent with strategy.
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