Handout #3

State the Problem





II.	Identify the Current Process





IV.  Set Improvement Goals for the Future Process





V.   	Propose a Solution/Corrective Action





VI. 	Create Implementation Plan & Implement the Improvement(s)





VII. 	Conduct Follow-Up





Title: 





What:  Describe the real problem.  What have you observed or what do you know about the problem or issue?  What is actually happening?  (…not what should be happening.)





How:  List the types of waste observed (Waste Observation Form).  Then use a run chart, a pareto chart or a control chart to narrow down the problem.





Required Records:  Problem Statement; Waste Observation Form.





What:  Determine the current process.  Identify time and resource requirements and costs associated with this process or problem (hard savings/soft savings/cost avoidance).





How:  Use a value stream map to identify the time it takes to carry out each step of the process.  If time is not part of the problem, then identify the other resources that are consumed in the process, how much is consumed, and the cost of the resource.





Required Records:  Value stream map or process map showing current process, resources consumed and potential savings.





What:  Describe the desired outcome in terms of a goal(s) or target(s).  The goal/target should directly address the problem identified in Step 1.





How:  Specify what waste will be eliminated and the savings or efficiencies you want to achieve. Efficiencies need to be described in quantifiable amounts . (i.e. to decrease  the time it takes to weave a basket from 20 minutes to 15 minutes.





Required Records:  Goal Statement and Future State Process Map





What:  Identify a solution(s) or the corrective action(s).





How:  Generate possible solutions using brainstorming.  Then use a decision-making tool (decision matrix or affinity diagram) to prioritize and select the solution(s) that will eliminate the root cause of the problem.





Required Records:  Decision matrix or other tool used to choose best solution.





What:  Describe how you will implement the improvement(s).  What steps will you take, when will they be done and by whom.  Describe the actions you may need to take if you encounter difficulties with the implementation plan.





How:  Use the “Waste Walk Implementation Chart” or a Gantt chart to show the steps to be taken, the timelines and responsibilities. 


Required Records:  Implementation Chart or Gantt Chart.





What:  Review and evaluate the results of the implemented change.  Did you achieve your target(s)?  Is the improvement sustainable?





How:  Based on the data or information collected “before” the improvement was implemented, collect the same data/information “after” the improvement is implemented – for a 90 day period.  Check the results at 30, 60 and 90 days to see if you are achieving your target(s).





If so, document new/revised Procedure or Work Instructions to capture the improved process.





Required Records:  90 day report; revised quality documents





Owner & Date:








7-Step Problem-Solving Methodology for Waste Walks











III.  Analyze





What:  Analyze the current situation and the underlying cause (root cause) of the problem.





How:  Choose a problem-analysis tool such as a cause and effect (fishbone) diagram or the “five why’s” to determine why the problem is occurring.





Required Records:  Root-cause analysis (fishbone) diagram or evidence of other analysis tool used to get to the root cause.














