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Presenter Notes
Presentation Notes
Fast paced – stay alert so you don’t miss instructions 
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Presenter Notes
Presentation Notes
No passengersNo checking out! IE: No checking email or texting, surfing the net… 
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Survey: By Show of Hands….

What is your formal problem solving experience using tools like  A3,  
DMAIC,  KATA, etc: 

1. Little or no experience
2. Used it but only in training courses
3. I have participated a few times but not lead 
4. I regularly use formal PS tools in a team environment

Presenter Notes
Presentation Notes
WelcomeYou have joined the A3 Method for Practical Problem Solving workshop.  Over the next few of hours you will learn about how problem solving theory and application.   If this is the workshop you want to be in, great!  If not, there’s still might be time to join another….Flip to Bio slide: I’m Jim,… verbal intro. Note: Encourage networking
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Part 1 – Right Way to A3
• Expectations
• Why Do We Need an Effective PS Method?
• Where Do We Use it?
• How to Implement
• A3 Method

Part 2 – Problem Case Study 
• Problem Overview
• Breaking down the problem (working the left side)
• Root Cause Analysis
• Do, Check, Act (working the right side)
• Yokoten / Best Practice Sharing

Part 3 – Putting it All Together
• How to Avoid Roadblocks
• Round Table & Hansei / Call to Action

Agenda
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You will have 7 minutes to introduce yourself: 
- Name: 
- Company: 
- Role: 
- Expectations for Workshop 

- Why are you here?
- What do you want to get out of this workshop?

Then as a group: 
- Agree on your 1 to 3 main expectations for this workshop
- Then nominate someone as spokesperson to present
- (Bonus points if you come up with a Team / Table name!)

Know Your Table You have 
7 minutes 

Presenter Notes
Presentation Notes
- Introduce each other Use flip chart to record main expectations.
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“Most people spend more time and energy going around 
problems than in trying to solve them”

- Henry Ford

Presenter Notes
Presentation Notes
Ford was an entrepreneur so problem = opportunity!Fear, lack of training, difficult to understand
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70%
of organizations are attempting

“more than” or “significantly more than”
they can reasonably handle *

* Poll of 700+ companies by KMartin Group

Presenter Notes
Presentation Notes
Are you a victim of this?   I know I was.Ask yourself: Can we delete it?Can we defer it?Should we delegate it?
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“ saying no to 1000 things to make sure we 
don’t get on the wrong track or try to do too 
much.”   
“it’s only by saying no that you can 
concentrate on the things that are really 
important.”
- Steve Jobs

Key to Apple’s Success Under Steve Jobs

Presenter Notes
Presentation Notes
Are you a victim of this?   I know I was.Ask yourself: Can we delete it?Can we defer it?Should we delegate it?
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Presenter Notes
Presentation Notes
So do you and your company have the Steve Jobs level of focus to only work on what is really important?   Tell Obe story.   Saying no is hard.  Things happened, you get caught with too much on your plate,  Firefighting.So how do you get your team aligned and only working on the critical few main issues / problems that will have the greatest impact on your organization?
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You have 7 minutes to Discuss: 

- Approximately how many objectives, projects, CI initiatives, issues / problems 
you are dealing with daily / weekly? 

- How effective are you and your teams at prioritizing and getting problems 
resolved so they don’t reoccur?

- Assign a spokesperson to summarize …

How Much is On Your Plate? You have 7 
minutes 

Presenter Notes
Presentation Notes
Discuss issues 
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• Many companies do not effectively solve problems or achieve their objectives
• Not all levels or all employees know or are aligned with the company’s goals and objectives

• Too much ‘Firefighting’; spending time on 80% issues rather than 20% causes
• Too many objective and priorities; Chasing ‘squirrels’  OBE
• Everyone not aligned or working toward main objectives for the quarter or year
• Visual Communication methods and systems lacking
• Lack standardized process to regularly review main objectives and take action when off-track

Main Point is simply most lack a method / system that focuses and aligns the team on the critical 
few priorities and opportunities (aka real problems / causes)

Why the Problem with Problem Solving?

Presenter Notes
Presentation Notes
It’s a way of thinking, prioritizing, creating a system to focus on critical few
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Just Go Do…?

Medium to Hard

Wicked Hard

Presenter Notes
Presentation Notes
Because just having the tools is not enoughWhat problems do we work on?   Easy first, hard last?What approach do we take to resolve the problem?  Which tools, in what order?Who do we need to involve?  Team selectionHow do we ensure the problem does not come back again? Standardization / Follow up reviewsHow do we maximize the benefit of the solution and learning?  Yokoten
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Major Technical 
Challenge

Wicked / Hard
Problems

Vague / UnclearRegulatory 
Constraints

Well Beyond Your 
Level of Influence

Socially Complex

Requires Major 
Change in 
Behaviour

Presenter Notes
Presentation Notes
Some problems are a lot harder than others.Key is to recognize this and even assign a ‘how wicked’ rating to problemBased on this difficulty rating then assign appropriate resources, additional training, ask for help (CME, outside resources)Our role is to remove obstacles and enable our teams to be successful, so don’t set them up to fail !When first starting A3 process, or any major change event, don’t start with the most difficult problem or area.Build up some ‘wins’ and strengthen your problem solving muscle first before taking on the ‘Wicked’ ones
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Let’s Put a Rover on Mars PLUS a Drone!

Presenter Notes
Presentation Notes
-  We’re trying to solve a problem that there is no easy answer toIt’s a defined process It’s discipline Trust the process!! A3 is: Sheet of paper (show 2 min video) 
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Service / Healthcare Example
• Solution unknown
• Moderate / Hard
• Long standing issue
• Not enough time to ‘fix’
• Remember 80/20
• A3 great for these situations

Presenter Notes
Presentation Notes
Operational problem service industry …  No idea going in what the actual problem was, and no experience in the process !Extreme makeover at Concordia Hospital.Reduce time to admit patient from Emerg to ward from 12 hours down to 2 hours.End result ….. 1 hour 45 min achieved after 3 day event.
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There are many types of problem solving methods

Presenter Notes
Presentation Notes
TPS – Toyota Production System 8 Step process8 Disciplines – primarily used in automotive industry
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20% of the time expended produced 80% of the results
80% of problems can be avoided by eliminating 20% of causes
20% of the streets handle 80% of the traffic
80% of our sales come from about 20% of our products
20% of the people cause 80% of the problems
80% of your learning will come from about 20% of these slides

80/20 Rule

Causes Consequence

Presenter Notes
Presentation Notes
80/20 rule
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• Write each problem on a sticky note
• Start at top and moving clockwise ask “is there a relationship 

between these two?”.  If yes ask “which item is driving or causing 
the other?”.

• Draw an arrow between the two indicating direction of influence
• After relating each item to every other item, count the number of 

arrows going ‘in’ and ‘out’ of each item.  The item with the most 
arrows going out is the driving problem 

• Discuss and agree on the top driver problems to work
• Does wonders to gain team alignment on main issue(s) and driving 

problem(s) that need to be solved

• Credit: ASQ

Inter-Relationship Diagrams (IRD)
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Strategy 
Deployment

Hoshin Kanri
‘True North’

KATA / Pareto 
/ 5 Why 

A3 Based 
Problem Solving

Presenter Notes
Presentation Notes
Have a process and system to focus on the critical few that also aligns the entire organization to your ‘True North’
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Key Objectives for the Year:   No more than 3

Example:  Improve Supplier Quality to 95% by End of Q4

Top Level Priorities:  
Example: Establish Supplier Scorecard
Example: Develop Source Inspection Process

Targets to Improve:  
Example:  All Tier 1 Suppliers to Have Scorecards by Q2

=  Problem Statement:  “No Scorecard Process”

Example:  Suppliers being source inspected to have 99% Quality Rating by Q3
= Problem Statement: “No Source Inspection Process”

Focus on the Critical Few

Presenter Notes
Presentation Notes
Ok so let’s bring this back down to earth….
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Major Impact or Repetitive Issues

• Medium / Hard problem
• Significant or repetitive complaints
• Repetitive problems occurring during a specific process
• Performance is generally below desired standard

A3 Used When

Presenter Notes
Presentation Notes
It’s a way of thinking, prioritizing, creating a system to focus on critical few
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1

Presenter Notes
Presentation Notes
Situation: Type of problem – strategic or tactical, wicked hard or ?Tools:  A3,  5 why, Catchball,  DMAIC etcPeople: Who should be on the team? Who do I involveSkills:  What skill / experience does each team member have?  Are they already on 10 other projects?  What additional training is required? Do you need to re-assign some of their other tasks / duties?Stakeholders:  How will you include and involve stakeholders?  Opportunity to build your ‘army of problem solvers’Implementation:  The A3 template is excellent for tracking progress but you need a regular cadence for review.  30-60-90 day follow up reviews and LPA to help sustain.
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-New product introduction
-Automation level
-Layout of process area (3P)

-Improve Flow / Output
-Reduce lead times
-Market change

Scope of Review 
for Today

-Quality issue with product
-Response time lagging
-Need to ramp up quickly

Strategic

Tactical

Operational

Where to Use A3 Method for Problem Solving

Presenter Notes
Presentation Notes
Strategic – Hoshin Tactical - Op’s Level / Customer facing  – NCR’s,  SPQDCI boards, Pareto data issues, Kata Focus today will be at the tactical / operational level
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Higher Purpose of A3 Process

Presenter Notes
Presentation Notes
John: Planning Collaborating Story Telling Culture change A3 problems Solving problems solving has two parts.  A3 and problems solving.  A3 is simply a size of paper.  It represents a 1 page report.  Quick, easy and concise.  It’s tells a story.  To complete an A3 however, is not simply a fill in the boxes exercise.  It takes thinking and teamwork. Can’t be done in isolation 
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Planning & Team Building Collaboration
(PDAC)

Communication & Visual Workplace

Dual purpose: Solve Problems & Build Problem Solvers

Culture Change and Change Management 

Presenter Notes
Presentation Notes
Jim: The A3 Report is not just a documentation toolIt is a communication tool for:DialogSolving problems collaborativelyPutting the pieces together / together as a teamMentoringSpending time on PLAN phase (left side of A3) is critical = HOPE not Pain, but also taking Action to go back and adjust (DMAIC)
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• A3 is just the size of a piece of paper 11 x 17 to make it 
easy to see and use, transparent, teachable.  Logically 
think through a problem.

• Don’t worry about how “Pretty” an A3 is. Hand written 
is fine

• A3’s get revised many times during the process. Some 
of the best A3’s have been passed around, marked up, 
revised. A3 should prompt healthy debate.

• Promote countermeasures rather than solutions.
• Recognize that every problem does not require an A3.

Presenter Notes
Presentation Notes
Jim: A3 is just the size of paper and size was selected to be big enough to see, but still small enough to hold and manage.   No magic or mystery to the ‘A3’Does not need to be ‘Pretty’    Hand written is fine.    Have an eraser as it will get revised, changed, marked up, back and forth, healthy dialogue & discussion
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Write as a problem statement Initiative: Plant:
A good problem statement will include information Project Owner:                                       Department:
about the magnitude of the problem without reference to solutions.

I. Clarify the Problem: V. Develop Countermeasures:
What is the ultimate goal? Develop potential c/m's to address the root cause.
What is the ideal situation? Select the most practical and effective countermeasures.
What is the current situation? Build consensus with others.
Visualize the gap and make your problem measurable. Create a clear and detailed action plan.

II. Break Down The Problem:
Break down the problem into categories. 
Narrow the focus to one small problem. VI. See Countermeasures Through
"Go and See" the smaller problem and visualize the process.
Specify the point of cause and state the problem to engage.
Who
What
Where 
Why 
When

VII. Confirm Results and Processes
Evaluate the overall results (compare with step 3)
Understand the factors behind success or failure.

III. Set a Target Target
What is the desired output?  
Can it be measured?
How much? 
By when? Achieve 3 defect reduction by XX/XX/XXXX

IV. Determine the Root Cause Man Method
XXXXXXX XXXXXXX
XXXXXXX XXXXXXX
XXXXXXX XXXXXXX VIII. Standardize Successful Countermeasures

Structure processes to prevent reoccurrence.
Material Machine Share improved processes with others.
XXXXXXX XXXXXX Start working on another problem.

5-Whys XXXXXXX XXXXXX
XXXXXXX XXXXXX

Signoff by controller and business unit manager required before closure

Project Owner: Controller: Business Unit Mgr.:

Date: Date: Date:

Good Good Good

Resp.

N/G

StatusTime Line

XXXXXXX
Complete
Complete

Good

Cost
Good
N/G

Safety Quality Productivity
Good Good Good

Rationale/Problem:

Countermeasure
1 Fix Std. Wrk.
2 Buy New Equip.
3 Hire Another T/M to help

10

Ideal 

5

Gap =5Current

XXX
XXX
XXX
XXX
XXX

Good Good

De
fec

ts

Weeks
10

PDCA A3

P D C A

P D C A

Past Due
Complete
Complete
Not Due
Not Due

XXX
XXX

P D C A

P D C A

P D C A

P D C A

P D C A

7

Scheduled Activities
XXXXXXX

XXXXXXX
XXXXXXX
XXXXXXX
XXXXXXX
XXXXXXX

Current
Target

Small well Defined 
Problem

Presenter Notes
Presentation Notes
Here is the template of the 8 step approach we will followAgain: - Size of paper used for a 1 page report  - Step by step problem solving process
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Rationale/Problem Statement :

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: _____________________________________________

Date: _______  By: _____________  Approval: ___________

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Where?
Where?
Where?

POC

Gap

POC
Map the process:
Start End

Measurement Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

PLAN

D0

CheCk 

ACt

Presenter Notes
Presentation Notes
- Focus and emphasis on left side of the form: - This is the hardest part!!! 



Problem Solving Workshop – Dare To Compete 2022

Rationale/Problem Statement :

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: _____________________________________________

Date: _______  By: _____________  Approval: ___________

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:
GAP

Where?
Where?
Where?

POC

Gap

POC
Map the process:
Start End

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Presenter Notes
Presentation Notes
A good problem statement will include information on the magnitude of the problem without going into solutionsBreakdown problem so you can identify the gap you are trying to close.
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“If I had one hour to save the world, I would spend 
fifty-five minutes defining the problem and only five 
minutes finding the solution.”
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© Copyright Showeet.com

15
MIN

TIME
FOR

A
BREAK!
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Welcome Back!

Presenter Notes
Presentation Notes
This is our approach today….. 
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• Good problem statements state the facts about the problem without 
stating possible solutions and include specific information:

• Timeframe when baseline data was taken
• Location where data was taken
• Issue of concern / What is wrong
• Business impact eg: annualized cost to business

Problem Statement / Rationale
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Rationale/Problem Statement :

(1) Clarify the problem:

(2) Breakdown problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: _____________________________________________

Date: _______  By: _____________  Approval: ___________

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:
GAP

Where?
Where?
Where?

POC POC
Map the process:
Start End

Mother Nature Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Presenter Notes
Presentation Notes
A good problem statement will include information on the magnitude of the problem without going into solutionsBreakdown problem so you can identify the gap you are trying to close.
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Step 1: Clarify the Problem

• We need to understand the Current Situation (Measured), and 
Ideal Situation (Standard)

• Why is it a problem?
• What KPI(s) is/are affected?
• What is the cost?
• How does it relate to the Objective?
• Why is it a priority?

Presenter Notes
Presentation Notes
What is a Problem?Anything that deviates from the standard or target.A gap between the actual condition and the desired condition.An unfulfilled customer’s need.
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Rationale/Problem Statement :

(1) Clarify the problem:

(2) Breakdown problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: _____________________________________________

Date: _______  By: _____________  Approval: ___________

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:
GAP

Where?
Where?
Where?

POC POC
Map the process:
Start End

Mother Nature Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Presenter Notes
Presentation Notes
A good problem statement will include information on the magnitude of the problem without going into solutionsBreakdown problem so you can identify the gap you are trying to close.
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Step 2: Break Down the Problem

Point of Cause

Vague Problem (Safety Issue)

Problem Problem

Problem

Problem

Problem Problem Prioritized
Problem Problem Problem Problem

Here is the 
problem to 

tackle

Drill 
Down

Drill 
Down

Prioritize

Go See

Who, What, Where, When Why

• Break down the 
problem.

• Narrow the 
focus.

• “Go to Gemba”
• Process Map
• Specify the point 

of cause.

Presenter Notes
Presentation Notes
SAY: “Break down the problem into categories.Narrow the focus to one small problem.“Go and See” the smaller problems and visualize the process.Specify the point of cause and state the problem to engage:WhoWhatWhereWhyWhen”Example:We have a large amount of sprains.The sprains are mostly occurring on Line X, Shift 1, Op 3, Wrist.More specifically; the sprains are occurring in the 3rd movement of the procedure.
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Drill down…..

Drill down…..

Scrap
Downtim

e

Conveyance

Rework
Warranty

Others

141321  18366   7836   5513   5121   4469
77.4 10.1  4.3  3.0  2.8  2.4

 77.4  87.4  91.7  94.7  97.6 100.0
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Pareto Chart for COPQ By Reason

1st Level

Stamping
Frame

Trim

91740.3 26740.5 22840.6
64.9 18.9 16.2

 64.9  83.8 100.0

0

20000
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140000
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Pareto Chart for COPQ By Department

2nd Level

815715
Others

87947.2  3793.0
95.9  4.1

 95.9 100.0

0

20000

40000

60000

80000

0

20
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100

Defect
Count

Percent
Cum %

P
er

ce
nt

D
ol
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rs

Pareto Chart for COPQ By Part Number

3rd Level

The Three-Level Pareto 

Actionable level?…

Presenter Notes
Presentation Notes
SAY: “Break down the problem into categories.Narrow the focus to one small problem.“Go and See” the smaller problems and visualize the process.Specify the point of cause and state the problem to engage:WhoWhatWhereWhyWhen”Example:We have a large amount of sprains.The sprains are mostly occurring on Line X, Shift 1, Op 3, Wrist.More specifically; the sprains are occurring in the 3rd movement of the procedure.
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Step 3: Set the Target

• S.M.A.R.T.
• Address the issue of the problem statement
• What you going to improve
• How much improvement
• Verify improvement is relevant to business
• By when

• DO NOT attempt to define a solution
• Intermediate / Realistic Step towards Ideal State

Presenter Notes
Presentation Notes
It’s important to be as specific as possible when setting targets.Where will the improvements be made?What are you going to improve?How much are you going to improve it by?When will you see the improvements?
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Rationale/Problem Statement :

(1) Clarify the problem:

(2) Breakdown problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: _____________________________________________

Date: _______  By: _____________  Approval: ___________

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:
GAP

Where?
Where?
Where?

POC POC
Map the process:
Start End

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Presenter Notes
Presentation Notes
Breakdown problem so you can identify the gap you are trying to close.
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Step 4: Analyze the Root Cause
Observed Symptoms

Fact Gathering & 
Analysis

Direct Causes

More Detailed 
Analysis

Root Causes

Containment Action

Corrective Action

Preventive Action

Presenter Notes
Presentation Notes
There are various phases to problem solving.When we observe symptoms, we go into Containment Mode.When we start collecting facts and analyzing data, we are starting to get into Corrective Action Mode.When we further analyze and establish Root Cause, we are then able to get into Preventive Action Mode.Train yourself to always ask; “Are we at the point that we can truly prevent this issue from recurring?” If the answer is “No”, then just know that there is more work to do…
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Rationale/Problem Statement :

(1) Clarify the problem:

(2) Breakdown problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: _____________________________________________

Date: _______  By: _____________  Approval: ___________

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:
GAP

Where?
Where?
Where?

POC POC
Map the process:
Start End

Measurement Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Presenter Notes
Presentation Notes
Breakdown problem so you can identify the gap you are trying to close.
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Fishbone (Ishikawa) Diagram

Problem / 
Effect:

Personnel Method Material

Machine Measurement Mother Nature

Step 
1

Step 
2

Step 
3

or

Step 
4



Problem Solving Workshop – Dare To Compete 2022

Analyze– Practical  

Presenter Notes
Presentation Notes
Jim: Terms: Army of problems solvers Everyone asks why 5whys Everyone’s job is to be a problem solver Paint the picture of having a problem solving culture: Many tools but main thing is we want everyone to participate 
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Background / Problem Statement: 
Over the course of two days, an airline placed an unaccompanied minor on the wrong flight 
on two different occasions. On May 2nd, a child flying alone and under the supervision of 
the airline was scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in 
Calgary AB. One day later, a second occurrence with the same airline, this time out of 
Montreal. Instead of going to Halifax NS, this unaccompanied girl ended up in St.John NB.  
Very bad media publicity has potential to impact reservations / sales and overall company 
reputation.  Already have seen a spike in reservation cancellations.

Case Study #1

Presenter Notes
Presentation Notes
Importance of: Clearly defining the problem Not assuming you know the answer Other 



Problem Solving Workshop – Dare To Compete 2022

Rationale/Problem Statement :

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:
GAP

Where?
Where?
Where?

POC

Gap

POC
Map the process:
Start End

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Presenter Notes
Presentation Notes
A good problem statement will include information on the magnitude of the problem without going into solutionsBreakdown problem so you can identify the gap you are trying to close.
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Ultimate Goal: 
• Not necessarily realistic at this time
• May be far fetched 
• Future goal and standard

Purpose: 
• Trigger creative thinking 
• Help push the limits of “the possible” 

Clarify -Ultimate Goal  
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Ideal State: 
• Current Standard or Expectation
• How things should work after the problem is solved 
• Considers real barriers and timelines 

Purpose:
• Helps with focus 
• Makes it real but challenging 
• Used to determine GAP

Clarify - Ideal State = Current Standard
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Current State: 
• Where we are today
• What really is happening
• Actual measured data / performance

Purpose: 
• Team to understand and agree this is current state
• Team alignment, discussion

Clarify - Current State = Actual Performance  

Presenter Notes
Presentation Notes
Following the process is the most important.   Filling the boxes is just a summary.  The process leads you through creative thinking 
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Gap 

- Current State

- Ideal State

- Ideal State

Presenter Notes
Presentation Notes
The focus comes from GAP = Problem to be solved
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You have 7 minutes to: 

- Discuss and define Actual Performance / Current State  (2 minutes)

- Discuss and define the Ideal State (what should be the current standard and expectation)  
(2 minutes)

- Define problem to be solved IE: the GAP between Actual and Ideal   (2 minute)

- Discuss and define an Ultimate Goal
- Be creative, think about a future possibility  (1 minutes)

- Assign a spokesperson to present …

Group Session You have 7 
minutes 

Presenter Notes
Presentation Notes
Discuss issues 
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Ultimate Goal:  
Minors have a dedicated caregiver travel with them to ensure safe travel

Ideal State: 
Process ensures unaccompanied minors are placed on the correct flight.

Current State: 
Airline is putting unaccompanied minors (UM) onto the wrong flight.  

Gap: 
UM’s put on wrong flights.

Clarify – Case Study 

Presenter Notes
Presentation Notes
Qualitative issue:  Good / Bad ;  Right / WrongVS�Quantitative issue:  Ideal State 98% OTIF  Current State 90%   So Gap 8% 
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Where?
Where?
Where?

POC

Gap

POC
Map the process:
Start End

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

UM’s put on wrong flights

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Presenter Notes
Presentation Notes
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Point Of Cause: 
Need to find the WHY, WHO, WHAT, WHERE, WHEN
Problems not solved in the boardroom.  Go To Gemba. Often.

Use Your Tools ! Drill down to find problems, Process Map, etc

Purpose: 
Refines the focus to give the best results for effort

Breakdown –Theory 

Presenter Notes
Presentation Notes
John: Standard messaging 
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Point of Cause

Vague Problem (Safety Issue)

Problem Problem

Problem

Problem

Problem Problem Prioritized
Problem Problem Problem Problem

Here is the 
problem to 

tackle

Drill 
Down

Drill 
Down

Prioritize

Go See

Who, What, Where, When Why

• Break down the 
problem.

• Narrow the 
focus. What do 
we know, W5

• “Go and See”.
• Process Map
• Specify the point 

of cause.

Presenter Notes
Presentation Notes
SAY: “Break down the problem into categories.Narrow the focus to one small problem.“Go and See” the smaller problems and visualize the process.Specify the point of cause and state the problem to engage:WhoWhatWhereWhyWhen”Example:We have a large amount of sprains.The sprains are mostly occurring on Line X, Shift 1, Op 3, Wrist.More specifically; the sprains are occurring in the 3rd movement of the procedure.
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You have 14 minutes to:

- Go to Gemba and gather information from the staff who work at the Gates  (4 
minutes)

- Discuss and breakdown / drilldown from the GAP to identify at least three (3) 
narrowed focus problems.   (5 minutes) 

- Based on prior discussion & using process maps identify potential POC’s
(5 minutes)

- Assign a spokesperson to present …

Group Session You have 
14 minutes 

Presenter Notes
Presentation Notes
Discuss issues Provide UM Info Process Map sheet
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

On June 13th, a child flying alone and under the supervision of the airline was scheduled to fly from Houston to Charlotte. Instead, she ended up in Fayetteville. One day later, a second occurrence 
with the same airline, this time out of Boston. Instead of going to Cleveland, this unaccompanied girl ended up in Newark, NJ.  Very bad media publicity has potential to impact reservations / sales 
and overall company reputation.  Already have seen a spike in cancellations.

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

UM’s put on wrong flights

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Presenter Notes
Presentation Notes
Here is the template of the 9 step approach we will followAgain: - Size of paper used for a 1 page report  - Step by step problem solving process- Break it down into small bits!! - Don’t get hung up on the form… Stay true to the process
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Breakdown –Update 

Presenter Notes
Presentation Notes
Jim:
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Presenter Notes
Presentation Notes
- Importance of: Involve ‘others’, out side eyes, process owner, folks from completely different area or disciplineProvide support / help them succeed
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

UM’s put on wrong flights

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Presenter Notes
Presentation Notes
Here is the template of the 9 step approach we will followAgain: - Size of paper used for a 1 page report  - Step by step problem solving process- Break it down into small bits!! - Don’t get hung up on the form… Stay true to the process
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• Focuses on the possible improvement to the gap (difference 
between the current and ideal states)

• Time based
• Quantitative: Measurable 
• Qualitative: Descriptive 
Purpose: 
- Continues to refine focus 
- Give the team something to aim for 

Target–Theory

Presenter Notes
Presentation Notes
Message:  Now that you have an in-depth understanding of the process and where the contributing issues occur, you should be able to set targets. 
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

UM’s put on wrong flights

We will reduce to zero the number of UM put on wrong flights by July 15

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Presenter Notes
Presentation Notes
It’s important to be as specific as possible when setting targets.Where will the improvements be made?What are you going to improve?How much are you going to improve it by?When will you see the improvements?
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• Problem defined and Gap identified
• Process steps determined by ‘going to Gemba’ and mapping out 

process
• Multiple POC identified
• Target for improvement set
• Still in Plan phase with two more steps to do

Review

Presenter Notes
Presentation Notes
ReviewStill in Plan phase 60% done.  Two more steps to go
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15
MIN

TIME
FOR

A
BREAK!
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Fishbone (Ishikawa) Diagram

Problem / 
Effect:

Personnel Method Material

Machine Measurement Mother Nature

Step 
1

Step 
2

Step 
3

or

Step 
4

Step 4: Analyze the Root Cause
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PROBLEM
20 minutes downtime on 

packing line # 2 due to label 
printer not printing

Nozzle clogged with dried ink

WHY?
I don’t know.

Ink left in 
printer over the 

weekend

Standard work 
doesn’t specify 

purging

Wrong ink for 
the printer

Electrical 
impulse too low

Ink jet nozzle 
too small

Ink clumping 
due to high 

humidity

WHY?

Worker didn’t 
purge printer

Worker not 
trained

Purge not identified 
on training timetable

WHY?

WHY?

WHY?

Personnel Method Material Machine Mother Nature

Root 
Cause

Cause Map - Combined Fishbone and 5-Why

Measurement

Presenter Notes
Presentation Notes
This slide is intended to show the interaction of the fishbone or cause & effect diagram with 5-Why’s analysis.  As in the earlier 5-Why’s example, when we arrive at multiple possible causes, we will eliminate as many as we can and only go deeper with one of the potential causes.  When we get to “I don’t know” as the answer to the second “Why?”, we use the fishbone brainstorming technique to generate possible causes.  Each will need further investigation.  The purpose of showing this example is to illustrate that problem-solving is not always straight-line, as in the classroom examples.  Most of the time we will hit a hurdle and have to do more investigation in order to get “unstopped.”Let’s look at the possible causes to “Why was the nozzle clogged with dried ink?”Mother Nature – the humidity was not high, so this cause can be eliminatedMachine – if the nozzle was too small, the clogging would have happened during the week, so this is not the likely cause               - likewise, if the electrical impulse was too small, the problem would have appeared earlierMaterial – if the ink were the wrong kind, the clogging would also have happened during the week, so this cause is not likelyMethod – investigation showed that purging was included in the standard work, so we can eliminate this causeNow we are left with a single cause to pursue, “Ink left in printer over the weekend.”
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Personnel Method

Materials Machine

Problem

Why?

Why?

Why?

Why?

Why?

Problem

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

UM’s put on wrong flights

We will reduce to zero the number of UM put on wrong flights by July 15

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Presenter Notes
Presentation Notes
It’s important to be as specific as possible when setting targets.Where will the improvements be made?What are you going to improve?How much are you going to improve it by?When will you see the improvements?
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You have 15 minutes to:

- Create a Cause Map and perform 5-Why on one POC’s  (9 minutes)

- Discuss to ensure you have captured specifically how the problem occurred. This 
should reveal what can be done to prevent future occurrences.  Do Not  however jump 
to solutions  (5 minutes) 

- Assign a spokesperson to present …

Group Session You have 
14 minutes 

Presenter Notes
Presentation Notes
Discuss issues Provide UM Info Process Map sheet
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Analyze– Practical  

Presenter Notes
Presentation Notes
Jim: Terms: Army of problems solvers Everyone asks why 5whys Everyone’s job is to be a problem solver Paint the picture of having a problem solving culture: Many tools but main thing is we want everyone to participate 
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Analyze

Presenter Notes
Presentation Notes
Jim
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Analyze
Gate Agent did not 
recognize error

Why did GA not 
recognize error?

Because GA was 
handling two flights at 
same time

Why was GA handling 
two flights at same 
time

Because flights 
scheduled to leave 
within 5 min or each 
other

Why were flights 
scheduled to leave 
within 5 min of each 
other

Why was GA handling 
two flights at same 
time?

Because scheduling 
system allows this

Because only one GA 
was at Gate

Why does scheduling 
sytem allow this?

Why was only one GA 
at Gate ?????

Second GA was 
delayed at another 
gate

?????

* Potential for two 
or more answers 
to ‘Why’?

Presenter Notes
Presentation Notes
When doing a “Why” analysis; keep in mind that it is very important that you remain aware of the fact that the questions that you ask are what’s going to direct your next level of questioning.If there are 2 or more possible answers to a “Why?”; then you should remember to come back and drill down on all answers. This is how the term “3-Legged Why” was created.Something else to consider is asking “What?”.“What?” questions can help you to understand the cultural basis of actions. For Example: “What did you do when you saw that the ergo mat was in need of replacement?”.
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

UM’s put on wrong flights

We will reduce to zero the number of UM put on wrong flights by July 15

Gate Agent did not 
recognize error

Why did GA not 
recognize error?

Because GA was 
handling two flights at 
same time

Why was GA handling 
two flights at same 
time

Because flights 
scheduled to leave 
within 5 min or each 
other

Why were flights 
scheduled to leave 
within 5 min of each 
other

Why was GA handling 
two flights at same 
time?

Because scheduling 
system allows this

Because only one GA 
was at Gate

Why does scheduling 
sytem allow this?

Why was only one GA 
at Gate ?????

Second GA was 
delayed at another 
gate

?????

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Presenter Notes
Presentation Notes
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Step 5: Develop Countermeasures / Solutions
(last Plan step of PDCA process)

Plan

Do

Check

Act

1. Brainstorm countermeasures to the each of the 
Root causes 

2. Prioritize the solutions 
3. Create an action plan 
4. Manage implementation 
5. Reflect on the how the process was managed 


Chart1

		Plan

		Do

		Check

		Act
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The A3 Report is our primary tool to implement PDCA 


Management
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Countermeasure Selection Matrix

Good Good

Countermeasure
1 Fix Std. Wrk.
2 Buy New Equip.
3 Hire Another T/M to help

Good

Cost
Good
N/G

Safety Quality Productivity
Good Good Good

Good Good Good N/G

Evaluate each potential countermeasure for its affect on 
Safety, Quality, Productivity, and Cost

Develop Countermeasures:
• What potential countermeasures will address the root cause?
• Which potential countermeasures are most practical and effective?
• Build consensus with all process owners, suppliers, and customers.
• Create a clear and detailed action plan.
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Solution    Effect         Cost          Ease
Park       Strategic

Quick      Gems
Hits

Cost /
Effort

Value

Standard
Operating
Procedure

Action         Who  Due

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

UM’s put on wrong flights

We will reduce to zero the number of UM put on wrong flights by July 15

Gate Agent did not 
recognize error

Why did GA not 
recognize error?

Because GA was 
handling two flights at 
same time

Why was GA handling 
two flights at same 
time

Because flights 
scheduled to leave 
within 5 min or each 
other

Why were flights 
scheduled to leave 
within 5 min of each 
other

Why was GA handling 
two flights at same 
time?

Because scheduling 
system allows this

Because only one GA 
was at Gate

Why does scheduling 
sytem allow this?

Why was only one GA 
at Gate ?????

Second GA was 
delayed at another 
gate

?????

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Presenter Notes
Presentation Notes
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You have 10 minutes to:

- Brainstorm countermeasures to address the root causes you’ve identified  (5 minutes)

- Create an evaluation matrix with criteria, discuss and build consensus on the top 
countermeasures.  Consider all stakeholders viewpoints.

- (5 minutes)

- Assign a spokesperson to present …

Group Session You have 
10 minutes 

Presenter Notes
Presentation Notes
Discuss issues Provide UM Info Process Map sheet
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Countermeasures / Solutions – Update 

Countermeasure Safety Customer Acceptance Quality Cost

Have I.T. set gate time 
parameter to 20 min High High High Med

Count difference will 
result in flight hold till 
resolved High High Med High

GA to call superivors if 
2nd GA not available. 
UM hold until 
Supervisor or 2 GA 
arrives High High High Low

• Establish Criteria that makes sense for this problem / situation

• Evaluate, Rank, Vote, etc to determine top priority 
countermeasure(s) to implement first

Presenter Notes
Presentation Notes
Jim
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Implementation– Update 

• Drives Accountability 
• Must include owner and due date 
• Dates may need to change but must be obvious and agreed to

Action Owner Date

Supervisor Call List & Procedure Jane D 15 June

Check Sheet/ hold Bill D 21 June

I.T. Program update to 20 min time between 
two flights leaving same gate Tim T 1 July

Presenter Notes
Presentation Notes
Jim
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Standard
Operating
Procedure

- Company’s Viewpoint
- Teams Viewpoint
- Your Personal Viewpoint
- Customer’s Viewpoint

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

We will reduce to zero the number of UM put on wrong flights by July 15

Gate Agent did not 
recognize error

Why did GA not 
recognize error?

Because GA was 
handling two flights at 
same time

Why was GA handling 
two flights at same 
time

Because flights 
scheduled to leave 
within 5 min or each 
other

Why were flights 
scheduled to leave 
within 5 min of each 
other

Why was GA handling 
two flights at same 
time?

Because scheduling 
system allows this

Because only one GA 
was at Gate

Why does scheduling 
sytem allow this?

Why was only one GA 
at Gate ?????

Second GA was 
delayed at another 
gate

?????

Countermeasure Safety Customer Acceptance Quality Cost
Have I.T. set gate time 
parameter to 20 min High High High Med
Count difference will result in 
flight hold till resolved High High Med High
GA to call superivors if 2nd 
GA not available. UM hold 
until Supervisor or 2 GA 
arrives High High High Low

Action Owner Date

Supervisor Call List & Procedure Jane D 15 June

Check Sheet/ hold Bill D 21 June
I.T. Program update to 20 min time between two flights 
leaving same gate Tim T 1 July

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

Presenter Notes
Presentation Notes
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Evaluation– Update 
• Select customers who have sent minors on trips were given a presentation on 

changes and given opportunity to provide input and feedback.   Very positive 
outcome with additional actions taken

• Staff indicated this was first time all functions were included and had input in 
this problem solving process so result was very positive.

• Management appreciated how thorough the analysis was done, and supported 
the changes instead of assigning blame. Positive employee relations.

Presenter Notes
Presentation Notes
Jim
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• When developing solutions ensure the Stakeholders / Process Owners are involved. 
No Buy In = No Sustained Results

• Make it Visual and have a regular cadence for review at Gemba
• Adopt formal report out process for A3 teams
• Evaluation / Feedback / What Did I Learn / What Can We Do Better Next Time is 

critical input as learning = CI
• Reward performance / Tie results to performance reviews
• Have 30-60-120 day follow up assessments 
• Don’t be afraid to go back to Steps 3-5 if you are not getting desired result (process 

can be iterative)

Solutions, Implement, Evaluate– Practical  

Presenter Notes
Presentation Notes
JimImplementation Management of the  solutions Accountability Boards, make it visual Regular routine of review Going to gemba Report out Sharing 
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Yokoten is a Japanese word that means share.  Once the solutions have been 
proven, tweaked and standardized, share them with other departments or 
branches to ensure the best practices are being capitalized on

Standardize/Yokoten– Theory 

Standardize is creating a way to ensure the process is repeatable
- Locking in the process through SOP, LPA, etc

Presenter Notes
Presentation Notes
Jim
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Creating an SOP / Standard Work Document to ‘Lock In’ the process is a Critical last 
step in the process.

However if you stop there you are missing the intent of Yokoten so ensure you:
1. Share your A3 widely within organization as other departments or plants likely 

have a similar or same problem. No need to re-invent the wheel.
2. Establish ‘Best Practice’ teams and share A3’s with those teams
3. Update your training (for all shifts) to ensure everyone is using the correct SOP
4. Use LPA process to monitor and prevent slipping back to old ways

Standardize/Yokoten– Practical  

Presenter Notes
Presentation Notes
JimStandardize discussion – Do you have standard work?  Etc. Sharing/yokoten! 
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Standard
Operating
Procedure

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

We will reduce to zero the number of UM put on wrong flights by July 15

Gate Agent did not 
recognize error

Why did GA not 
recognize error?

Because GA was 
handling two flights at 
same time

Why was GA handling 
two flights at same 
time

Because flights 
scheduled to leave 
within 5 min or each 
other

Why were flights 
scheduled to leave 
within 5 min of each 
other

Why was GA handling 
two flights at same 
time?

Because scheduling 
system allows this

Because only one GA 
was at Gate

Why does scheduling 
sytem allow this?

Why was only one GA 
at Gate ?????

Second GA was 
delayed at another 
gate

?????

Countermeasure Safety Customer Acceptance Quality Cost
Have I.T. set gate time 
parameter to 20 min High High High Med
Count difference will result in 
flight hold till resolved High High Med High
GA to call superivors if 2nd 
GA not available. UM hold 
until Supervisor or 2 GA 
arrives High High High Low

Action Owner Date

Supervisor Call List & Procedure Jane D 20 June

Check Sheet/ hold Bill D 26 June
I.T. Program update to 20 min time between two flights 
leaving same gate Tim T 7 July

- Select customers who have sent minors on trips were given a presentation on changes and given 
opportunity to provide input and feedback.   Very positive outcome with additional actions taken

- Staff indicated this was first time all functions were included and had input in this problem solving 
process so result was very positive.

- Management appreciated how thorough the analysis was done, and supported the changes instead of 
assigning blame. Positive employee relations.

LPA /
Checklist

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

2

1

0 0 0
1 2 3 4 5

UM Wrong Flight

Presenter Notes
Presentation Notes
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Follow-up /Long Term Actions
SUSTAIN THE GAINS
Deploy the infrastructure for success and create a 
cadence for ongoing actions

• Update standard work
• Audits
• Dashboards
• Reviews

Long-term actions (design the risk out of the process)
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Rationale/Problem Statement:

(1) Clarify the problem:

(2) Breakdown the problem:

(3) Set Target: (descriptive and numeric)

(4) Analyze the Root Causes:

Title: ______Unaccompanied Minor – Wrong Flight______________

Date: 15/6_  By: __J.Doe____ Approval: __C.Harvey_____

(5) Develop Solutions / Countermeasures:

(8) Standardize:
(Yokoten)

(6) Implement:

(7) Evaluate:

Ultimate goal:

Ideal state:

Current state:

GAP

Standard
Operating
Procedure

Minors have a dedicated caregiver travel with them to ensure safe travel

Process ensures unaccompanied minors are placed on the correct flight

Airline is putting unaccompanied minors onto the wrong flights

UM’s put on wrong flights

We will reduce to zero the number of UM put on wrong flights by July 15

Gate Agent did not 
recognize error

Why did GA not 
recognize error?

Because GA was 
handling two flights at 
same time

Why was GA handling 
two flights at same 
time

Because flights 
scheduled to leave 
within 5 min or each 
other

Why were flights 
scheduled to leave 
within 5 min of each 
other

Why was GA handling 
two flights at same 
time?

Because scheduling 
system allows this

Because only one GA 
was at Gate

Why does scheduling 
sytem allow this?

Why was only one GA 
at Gate ?????

Second GA was 
delayed at another 
gate

?????

Countermeasure Safety Customer Acceptance Quality Cost
Have I.T. set gate time 
parameter to 20 min High High High Med
Count difference will result in 
flight hold till resolved High High Med High
GA to call superivors if 2nd 
GA not available. UM hold 
until Supervisor or 2 GA 
arrives High High High Low

Action Owner Date

Supervisor Call List & Procedure Jane D 20 June

Check Sheet/ hold Bill D 26 June
I.T. Program update to 20 min time between two flights 
leaving same gate Tim T 7 July

Select customers who have sent minors on trips were given a presentation on changes and 
given opportunity to provide input and feedback.   Very positive outcome with additional 
actions taken

Staff indicated this was first time all functions were included and had input in this problem 
solving process so result was very positive.

Management appreciated how thorough the analysis was done, and supported the changes 
instead of assigning blame. Positive employee relations.

LPA /
Checklist

Over the course of two days, an airline placed an unaccompanied minor on the wrong flight on two different occasions. On May 2nd, a child flying alone and under the supervision of the airline was 
scheduled to fly from Toronto ON to Winnipeg MB. Instead, she ended up in Calgary AB. One day later, a second occurrence with the same airline, this time out of Montreal. Instead of going to 
Halifax NS, this unaccompanied girl ended up in St.John NB.  Very bad media publicity has potential to impact reservations / sales and overall company reputation.  Already have seen a spike in 
reservation cancellations.

2
1

0 0 0
1 2 3 4 5

UM Wrong Flight

Presenter Notes
Presentation Notes
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The Home Stretch
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New Tools = Success…. Right?

Presenter Notes
Presentation Notes
Learn some new tools.  Awesome Right!Here’s a hammer and a nail and you hit it on the head to drive it in.  Right!  Easy peasy.Now here’s the saw to cut, and don’t forget to measure twice and cut once.  Got it. Good.  Now go build a shed.Never built a shed before?  Need plans / instructions?  What about the garage aren’t we supposed to get that done first, oh and the fence as well.Did I mention the shed Just be creative.  Just dive in (what’s the worse that could happen? …. drown!  Get hurt!), not meet the spouses expectations or timeline! Yikes this is a minefield.
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- Starting at the wrong level
- You don’t teach calculus in Grade 1, so start with the basic building blocks of A3’s.  

Get training and support.
- Pick a couple problems and work the process, don’t rush !
- At the beginning learning is more important
- Don’t Mandate Everyone Do ‘X’ number of A3’s Weekly
- Not going back to  Step 3 – 5 when you are not getting the desired results

Roadblocks 

Presenter Notes
Presentation Notes
Jim: How did I overcome challenges… 
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Questions to Ask ‘Before’ You Launch into an Major Problem Solving Exercise

Answer the following questions:
Y N Y N 

1) Is there a standard? (w ork, job instruction, etc.) 5) Correct parts/components used ?
2) Was the associate/operator trained?  6) Has preventive maintenance been performed?
3) Standard is follow ed? (Seq,What,How ,Why) 7) Is there any error proofing?
4) Correct tools/f ixtures used ? 8) No abnormal events (pow er voltage, recent PM, etc.)?
If yes for all 8 questions, proceed to problem solving w ith team 
If answers to questions 1-8 are NO , complete 5 whys analysis for each no response 

Presenter Notes
Presentation Notes
Jim: Before you launch a major problem solving activity ask some basic questions first.Teach your team to use these questions like a check sheet.  Spoiler Alert….. Many problems are caused by simply not following the proper SOP, or a one time change (ie: regular operator away) when problem occurred so may be a training issue.  Etc.
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Make Problem Solving a ‘Top 5” Priority for All Areas
and Assess Competency Regularly

Requirement Area 1
Plant 

Average
Ba

si
c 

Pr
ob

le
m

 S
ol

vi
ng

 a
nd

 R
C

C
A

Problem Solving

Knowledge/ Awareness: All leaders have overall knowledge of 
BPS/RCCA techniques. Challenge if the basic problem solving 
techniques are known and how they should be applied.

3 3 100%

Measure Performance: Correct data is available to quantify deviation/ gap 
to target. Area can clearly state current performance, issues with detailed 
explanation and actions taken to get back on target.

3 2 67%

Analyse and Fix: Problem solving follows structured approach to quantify 
issues, understand where caused, how the issue was created and what 
actions are required to prevent re-occurrence. Evidence of structured 
approach following A3 Problem solving, 8D or DMAIC type approach.

3 2 67%

Root Cause analysis: Evidence of root cause analysis that supports fixing 
of the underlying issues and ensures the same issue does not repeat in 
the future.

3 2 67%

Management: Problem solving in use daily and driving Continuous 
Improvements. Evidence that problem solving processes are used in 
daily business to fix issues identified during SQDCI reviews. 

3 2 67%

Management: Actions are clearly tracked and delivered in line with 
proposed timings. Leadership discipline to fix the issues and drive to 
completion.

3 2 67%

Score: 18 13

Presenter Notes
Presentation Notes
Jim
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Round Table/ Call to Action
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YOUR OPINIONS ARE 
IMPORTANT TO US! 

Complete our Survey at 
EMBRACINGEXCELLENCE.CA/SURVEY

Scan QR code in your Program Book
or Schedule or BELOW

Presenter Notes
Presentation Notes
Vee: 



THANK YOU!

Jim Neirinck
President,  JCN Ent.
C: 204-451-4989
Email: jcn@mymts.net
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