The Ten Step Process
An analysis of a work-related problem utilizing the Ten Step Approach.

Step One:  Activity
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The mission of this Ten Step Analysis is to determine the cause of a work-related problem I am currently experiencing at my place of employment, Firstar Bank.  I am a teller at the bank, and the ultimate goal of every employee at Firstar is to achieve an “in balance” standing at the end of each shift.  Even though I would be $10 over one shift, and $10 short the following (essentially balancing out), the goal remains the same.  Therefore, the measurable goal for this Ten Step Process is to achieve “in balance” status at the end of every shift, 100% of the time.

Step Two:  Analyze Symptoms

During this step, I gathered information about the traits of the problem at Firstar.  I analyzed data from the month of October concerning my balancing situation.  The results are illustrated in Figure One below:
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As illustrated, there was a definite need for improvement during the month of October.  After analyzing this data, I began to examine possible causes for the discrepancies in my balancing.

Step Three:  Theorize About the Causes

The approach I took to Step Three was to brainstorm as many possible causes for my balancing problems as possible and analyze how realistic each cause was to accomplishing my ultimate goal.  Figure Two is a Fishbone Diagram, which illustrates the possible causes I came up with during brainstorming.

Figure Two:

Fishbone Diagram of Possible Causes
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After brainstorming possible causes of the problem, I attempted to determine which one’s could be suitably tested so that the appropriate data could be gathered.  I determined three possible causes that could be tested.  These causes and the methods, which could be implemented to test them, can be found in Table One.

Table One:

Testable Causes & Their Corresponding Method of Testing

	Cause
	Method

	Not concentrating on each transaction
	Perform every transaction in a slow and methodical manner.

	Not enough tellers at Firstar
	Discuss situation with manager

	Not placed in the teller line at most effective spot
	Try moving to another window, or running drive thru


Step Four: Test Theories of the Cause

After determining possible causes for the problem, I determined which causes could be feasibly tested so that data could be collected to establish a “test process.”  I felt that the most effective theory to test first would be seeing if running drive thru improved my performance on the teller line.  Drives thru transactions typically have less cash involved and are normally more routine in nature.  I decided to run drive thru for the first week in November to determine if this might be a solution to the problem.  Figure Three illustrates the results, showing the week before and after, in which the “test process” was not in place.
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As Figure Three illustrates, running drive thru for five shifts did dramatically improve my balancing situation.  However, looking at the data after the testing process was complete shows that there has been an improvement in the overall process.  This could be due to the fact that I cannot help subconsciously thinking about balancing more, or it might be because my co-workers understand the situation and are giving a more conscious effort to help me throughout the day.

Step Five:  Agree on Causes

The theory-testing step emphasized that, although one cause may dramatically affect the results, there are many attributes involved in balancing every night.  Table Two illustrates the “Five Whys” phenomenon.  This exercise involved taking the key cause to not balancing and asking “why” this was the case.  The purpose of this exercise is to get to the root problem for why I was having trouble balancing, the root problem being at the bottom of the “Five Whys” list.

Table Two:

The “Five Whys” Process

	?
	When I am the teller running the drive thru, I balance more often than not.

	
	Why?

	?
	When at the drive thru, I can focus on only drive thru customers and not on everyone in the lobby.

	
	Why?

	?
	I can focus on customers easier when I’m on drive thru.

	
	Why?

	?
	When I’m in the lobby, I can get overwhelmed if a line begins to form, causing me to lose track of what I’m doing.

	
	Why?

	?
	A line begins to form when we don’t have enough help, or if other tellers are busy doing other things.

	
	Why?

	?
	We don’t have enough tellers at our branch.


As Table Two illustrates, all of the potential causes to the problem of me not balancing are incorporated into this approach.  However, the root cause of the problem appears to be that we don’t have enough tellers at the branch, causing a chain reaction of other effects to happen, making it more likely that I will be out of balance.

Step Six:  Propose Remedies

After analyzing the causes and agreeing on which ones most directly related to the balancing situation, I was able to propose several remedies to the problem.  They are illustrated in Table Three as follows:

Table Three:

Proposed Remedies

	Cause
	 
	Proposed

	
	 
	Solution

	1.)  We don't have enough
	 
	1.) Talk to managers to

	tellers at our branch.
	 
	see if more tellers can be

	 
	
	 
	hired.
	 

	 
	
	 
	
	 

	 
	
	 
	2.)  Ensure that the tellers

	 
	
	 
	that we do have are 

	 
	
	 
	concerned with helping

	 
	
	 
	customers and are not

	 
	
	 
	doing other things.

	 
	
	 
	
	 

	2.)  I'm not able to 
	 
	1.)  Talk to other tellers to

	concentrate enough
	 
	see what their techniques

	while waiting on
	 
	are.
	 

	customers.
	
	 
	
	 

	 
	
	 
	2.)  Run drive thru so that

	 
	
	 
	I can concentrate on one

	 
	
	 
	group of customers.

	 
	
	 
	
	 

	 
	 
	 
	3.)  Slow down!!!!!


Step Seven:  Implement Remedies

After compiling a list of proposed solutions, I was able to go to my managers and voice my concerns about not only my balancing situation, but also the entire operation behind the teller line.  Incorporating the Ten Step approach at Firstar opened everyone’s eyes to ways in which the bank can run more efficiently.  All of my proposed solutions, once put in effect, should make it much less likely that I will be out of balance at the end of the night.  Furthermore, it gave the rest of my co-workers an understanding of where I was coming from and by incorporating them into my solution, I was able to help the entire branch.  There really was a problem with tellers performing other tasks besides helping customers, and it really put a hindrance on employees, like myself, who value customer service. The next three steps in the Ten Step Process accentuate the success of the project.  

Step Eight:  Analyze the Effectiveness of Remedies

In order to effectively analyze how well the remedies have helped solve the problem, it is necessary to look at all of the data collected.  I have therefore compiled data from October 1st through November 16th to illustrate the effectiveness of the Ten Step Process in solving my balancing problem.  The results can be seen in Figure Four below:
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The dramatic difference between the data from the beginning of the process to the results at the end can only be explained by the success of the Ten Step Process.  This exercise not only helped me perform my job as a teller better and more efficiently, but it also helped our entire staff run the branch more effectively.

Step Nine:  Controls in Place to “Hold-the-Gains”

Since the original measured goal was to maintain a 100% “in-balance” status, perfection is the only way to maintain control of this process.  By utilizing the proposed solutions I have come up with during the Ten Step approach, I have maintained “near-perfection” during the ending phases of the analysis.  The best way to maintain perfection is to continue to monitor my performance, and hold fast to the proposed solutions that were derived during the Ten Step Process.
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Table Four:
Differences Throughout the Ten Step Process
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Figure One:
Differences for October 2001
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