Empowering Teams
Through Collective
Problem Solving

Jeanne Krien
Jodi Medley-McMahon
April 11, 2024




Suggestion System

» Who here has/has had a suggestion syste
or similar process?

» What are/were your frustrations with the
process?




“But to be truly excellent in any
aspect of performance - efficiency,
customer service, delivery, cost, or
just the ability to execute - you have
to be able to capture and implement
large humbers of employee ideas.”

-Alan Robinson

© Alan G. Robinson, 2014



THE MANAGEMENT SYSTEMS
IN MOST ORGANIZATIONS

ARE SERIOUSLY MISALIGNED FOR

BOTTOM-UP IDEAS.

The Problem - A Gap!




&4 ROBINSON AND SCHROEDER PROVIDE AN

WHO ARE VESTED IN ENGAGING THE MINDS
OF THEIR FRONT-LINE EMPLOYEES.” —KeviN S. CRUTCHFIELD, CHAIRMAN AND CEO, ALPHA NATURAL RESOURCES

You have to align the organization for
IDEAS.




Outline

» Consider the need for collective
problem solving

» Explore one successful system
» Review the process for an idea system
» Understand key steps for success
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One Option for
Empowerment

» Build an Idea
Systems Process
for ALL employees

» Collect ideas/problems to be
addressed

» Display for all to see

» Determine the order of
ideas/problems to solve

» Schedule time to work
together

» Hold each other accountable
for actions




Elements of an Idea System Pro

Leadership

Methods ~ Employee

|deas/
Problems

Meetings/
Work Time




Leadership

Communicate for buy-in

«Steering team

Training

e Facilitators
e Team members

e To train teams
 To hold idea board meetings
« To work on ideas

Resources to implement ideas

* “No questions” funds
e Escalations
e Celebrations



Oversight -
Steering Team Questions

vV vV v vV v v v Y

Do focus areas align with strategy?

Where will we have boards?

What will happen at meetings?

When will meetings be held?

What training will we offer?

What kinds of updates will we provide?
What budget will we have for celebrations?

What lessons are we learning?




ldea System: Focus Areas

» Align focus areas with
strategic direction

» Focus Areas are
flexible/changeable




|ldea Boards: Focus Areas

Press Room

Efficiency

Superior Value

In register

Collated properly
Quality

On time - to customer
On-time out of here

Less expedited shipping
Shipping notifications

Counters

Superior Customer
Service

Quality
Right labels
Quanities

Packing
Communication

Matching color to sample Delivery

Downtime

Focus Areas:
*Quality
‘Delivery
Efficiency

On time delivery

Quality Quality (Ads)

On time delivery

Packing
Quantities \ _
Samples/process \ _
Saves/process \ _
Internal customer \ -
printing
Non-recurring \ -
printing

Retail printing \. -



Sheet1

				Efficiency		Superior Value		Superior Customer Service		Customer Retention		Market Penetration		We Connect Ads		Ad Sales		Stewardship Transforming LPi

		Press Room		Efficiency		In register		Quality		Quality		Quality		NONE		Quality (Ads)		Inserts of mktg mat'l

				Makeready		Collated properly		Right labels		On time delivery		On time delivery				Samples		Samples of all products

				Runs per hour		Quality		Quanities		Turnaround time		Efficiency				Inserts of mktg mat'l		On time delivery

				Counters		On time - to customer		Packing				Turnaround time						Increased capacity

						On-time out of here		Communication				Packing						Print services

						Less expedited shipping		Job organization				Quantities						Quality				Pricing menu

						Shipping notifications		Expediting				Samples/process

						Matching color to sample		Delivery				Saves/process

						Downtime						Internal customer printing								Quality

												Non-recurring printing								Delivery

												Retail printing								Samples

																				Expediting/Prioritizing		6/7

																				Capacity		4/7

		Prepress

						Abandon rates		Abandon rates				LPi Express		Communication		Mock ups		Training

				Abandon Rates		One call resolution		Hold times				Customer Knowledge		Knowledge		Referral Resource		Customer knowledge - internal

				Hold times		Customer Webinars		Training				AMP		Awareness		Quality of pub		Processes

				Training		1200 contacts/week		One call resolutions				New software technology		Promote the support of advertisers		Promote the support of advertisers		Church relationship

				Output quality - templates, retail/commericial		Ability to make proactive/value-added calls		Management Restrictions				Providing education and webinars		Referral Resource		Church relationship		Referral Resource

				Throughput - Hold Cue		Job accuracy		Communication				Referral Resource				Abandon Rates		Getting Testimonials

				Reduce # of incoming calls				Technology upgrades				Transition from rebates to print services		Providing Education and Webinars		Hold times		Identifying opportunities for greater market penetration

								Providing Education and Webinars				Providing Education and Webinars				Providing Education and Webinars		Providing Education and Webinars

				Incoming Customer Contact Peformance				Functions of technology to serve customers better

				 Education				AMP

				Internal Communication				Transition from rebates to print services

		Finance		Pay on time: customers/vendors/employees (receive discounts)				Pay on time: customers/vendors/employees (receive discounts)				Pay on time: customers/vendors/employees (receive discounts)

				Actionable Data		Actionable Data		Actionable Data				Actionable Data				Actionable Data		Actionable Data

				Timeliness of Data		Timeliness of Data		Timeliness of Data				Timeliness of Data

				New Process Development										New Process Development		New Process Development

				Data Mining

				Efficiency/ Value

				Proactive Communication

				Streamline and improve business planning		Streamline and improve business planning		Streamline and improve business planning

				Providing Actionable Data

				Timeliness of Data

				Communication

		Office		Correct Ads		Correct information to ad design		High service level		Cancel/Saves		Create capacity through efficiencies		Coming Soon		Streamlining process from ad sales perspective		New processes for new products

				Correct Billing		Correct Billing		Coverage		Accuracy						Service to sales reps		Involvement in planning for new products

				Processing Time		Processing Time		Turnaround time		Quality of work						Alignment of sales and service		Training on new products and processes

				Processing Order		Processing Order		Cross training		Turnaround time						Efficient call/email transfer for internal and external customers

				Delivery of Order		Delivery of Order		Quality of work		Auto-renewals

				Changes to order		Changes to order		Email response time		Delivery of order (ad on bulletin time)

				Response Time		Response Time		Correct information to ad design		Correct information to ad design

				Timely collections		Timely collections		Correct Billing		Correct Billing

				Efficient call transfer		Efficient call transfer		Processing Time		Processing Time

				Copy and billing change requests		Copy and billing change requests		Processing Order		Processing Order

						Communication with ad sellers		Delivery of Order		Delivery of Order

						Sales rep policy & process training		Changes to order		Changes to order

						Accuracy		Response Time		Response Time

								Timely collections		Timely collections

								Efficient call transfer		Efficient call transfer

								Skills and development of employees		Copy and billing change requests

								Copy and billing change requests

								Communication with ad sellers

								Sales rep policy & process training

								Accuracy

						Processing Efficiency		Time		Service Quality

								Timely Service		(Accuracy)

								Timely Response		Customer Satisfaction		Internal Communications

		Marketing		Customer Communication		Internal/External Customer Communication		Customer Communication		Campaigns		Campaigns		Campaigns		Campaigns		Campaigns

				Internal Communication		Education of Customers		Improve Ad Design		Improve Ad Design		Customer Communication		Education of Employees		Ad Design		Stewardship Message in all Products

				Ad/SCC Sales Campaign		Differentiation		Internal and External Customer Training 		Breadth of Offerings		Market Analysis		Design		Education of Employees		Product Development

				Ad/SCC Sales Leads/Tests/Pilots		Breadth of Offerings				Customer Communication				Market Analysis		Customer Communication		Customer Communication

				Education of Employees		Education of Employees		Education of Employees		Education of Employees		Education of Employees				Internal Communication		Education of Employees

				Campaigns		Improve Ad Design										Internal and External Customer Training 		Internal and External Customer Training 

																		Breadth of Offerings



		Online Services		Software Ease of Use/Enhancements		Listening to customers		Reduce time from sign to activation (WeShare)		Reduce time from sign to activation (WeShare)		Cross-selling		Cross-selling				Identify/Qualify/Close Sale

				Training and Orientation		Onboarding Process 		Onboarding Process 		Identify/Qualify/Close Sale		Identify/Qualify/Close Sale		Identify/Qualify/Close Sale

				Support		Software Ease of Use/Enhancements		Software Ease of Use/Enhancements		Cross-selling

				Activation Process







				Software Ease of Use/Enhancements		3

				Identify/Qualify/Close Sale		4

		Onboarding		Activation/ Onboarding Process

		Activation and Support		Initial Training		Pre kick off and kick off

				Activation and Support		Growth and maintenance







































Sheet2





Sheet3






Methods

» Meeting Facilitation
» Meeting Participation
» Scope of Ideas/Problems
» Escalation

» Celebrations
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Improvement Focus Area #1 Improvement Focus Area #2 Improvement Focus Area #3

Due
Action Who Date

© Alan G. Robinson, 2014
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How to Pick Ideas
Go Small

Future

Current

Metric




How to Pick Ideas - Go Small

Think about saving seconds!

» Defects or errors
« Over producing
« Waiting around

* Not using skills you’re good at
* Transporting stuff around
* |nventory

* Motion of your body
 Extra processing of stuff




Why Go Small?

» To improve the big things: get the little things
right

» Small ideas are much easier to implement than
big ideas:

 Less resistance

- Easier implementation
» Lower risk

- Better for learning

» Unlike major innovations, most small ideas stay
proprietary and create sustainable competitive
advantage.

© Alan G. Robinson, 2014



ldea Boards: Facilit

» Significant change for some
managers

» Facilitator will not take action
items

» Continuous Improvement coach
meets with facilitator regularly




Meetings - Team’s “Job”

¢

Before During After

Allow facilitator to lead

Put new ideas on . . Facilitator updates
the board Give updates on Action Items board
Team Members Assign Next Action Step Schedule 1 hour of
work on chosen Discuss new ideas work time
ideas

Vote for next idea to “solve”



ldea Boards: Escalation

» Decision Authority
» Define investment S per idea

» Over §, idea will be escalated

» Escalation Process

» Work through normal hierarchy
» Established $$ authority

» If answer is no, reviewed by next level

» Provide timely feedback




Celebrations

» Mini-celebrations during
meetings

» Tiered rewards based o
completion count

» Annual all company
celebration of
accomplishments



Benefits - Typical

Q QUADRUPLED the number of implemented ideas

®- $100,000 + saved per year
Over 10,000 hours saved per year

A Problems now seen and embraced

“% Collaboration is the norm

B8 Everyone is solving problems!




And they’re having FUN!
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_ Next for Your

ldeas Journey?
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Jodi Medley-McMahon Jeanne Krien
Jodim.flexquality@gmail.com tikrien@gmail.com



mailto:Jodim.flexquality@gmail.com
mailto:tjkrien@gmail.com

	Slide Number 1
	Suggestion System
	Slide Number 3
	The Problem – A Gap!
	Slide Number 5
	Outline
	Why?
	One Option for Empowerment
	Elements of an Idea System Process
	Leadership
	Oversight – �Steering Team Questions
	Idea System: Focus Areas
	Idea Boards: Focus Areas
	Methods
	Slide Number 15
	Slide Number 16
	Slide Number 17
	How to Pick Ideas – �Go Small  
	How to Pick Ideas – Go Small
	Why Go Small?
	Idea Boards: Facilitation
	Meetings – Team’s “Job”
	Idea Boards: Escalation
	Celebrations
	Benefits – Typical �
	And they’re having FUN!
	What’s �Next for Your �Ideas Journey?
	Slide Number 28

