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THE TEN-STEP PROCESS

STEP 1: MISSION


In completing this Ten Step Analysis, we hope to determine a cause and solution for a work-related problem that Angela is experiencing at her place of employment, LifeTouch National School Studios.  Angela is a customer service representative for the sports photography department.  The problem she is noticing is a large amount of re-orders being placed.  There are two types of re-orders:  those that are positive because they are paid for and those that are negative because something went wrong.  The mission of LifeTouch is a 100% Satisfaction Guarantee; we would like to maintain that satisfaction on the first try.  Therefore, the measurable goal for this analysis is to reduce the overall number of the negative re-orders by 60% for the month of November.

STEP 2: ANALYZE SYMPTOMS


During this step, Angela gathered information and data from the time period from July to October.  The results for each month are illustrated in the graph below.  
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As illustrated, there is a definite need for improvement in the next couple of months to make up for the large amount of re-orders in September.  After analyzing the data, we looked at the reasons for the re-orders.  The Pareto Principle Chart on the next page will help show why the re-orders are taking place.
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These five categories are the most common complaints that customers had in wanting their pictures re-ordered.  

STEP 3: THEORIZE ABOUT THE CAUSES

In the last step, Angela was able to tell us about several possible reasons for why the re-orders were needed.  We then in turn tried to analyze how realistic these problems were in relation to reaching our goal.  We used the Fishbone Diagram to exemplify the possible causes for all the re-orders.
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STEP 4: TEST THEORIES ABOUT THE CAUSE

In testing the possible causes, we had to determine what we thought were the most effective to test.  In doing so, we looked at the Mechanics and Manpower “rib” off of the fishbone diagram.  We decided to test the theory by having Angela re-check the orders for legibility and to make sure that the packages are marked correctly.  We picked this “rib” because when looking at the Pareto Principle Chart, the most common re-order was because of misspelling on the pictures and missing pictures.  Also, when the pictures are coming back – she is having the other members of her department check to make sure the package is correct; this relates to the measurement rib.  When looking at the materials rib, Angela is keeping a log as to when the flyers are sent to the school and when their picture day is.  She is sending the flyers when she receives the contract; if the picture day is more than two weeks before she is sending them at the two-week mark.  Whether this makes a difference or not will be determined in the number of the re-orders needed in the month of November.  If children do not have flyers, they obtain one from the photographer on picture day.  It is easy to distinguish who had flyers ahead of time because a) payment will be included and b) the legibility on the envelopes is a lot better than if they got one that day.  This is because they are not trying to rush to get all the information filled out.

STEP 5: AGREE ON CAUSES

After testing our theories, we now must agree on the causes.  In doing so, we have looked at all of the re-orders and we are implementing the Japanese Philosophy, the “5 Whys”.  The purpose of asking the “whys” is to eventually get to the root cause of why so many re-orders are being placed by the customers.
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WHY


WHY 
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In looking at the “Whys”, the root of the problem appears to be lack of help.  An average job returning from the lab has anywhere between forty-five and eighty-five packages that need to be checked.

STEP 6: PROPOSE REMEDIES

After analyzing the causes and agreeing on which ones most directly relate to the number of re-orders being made, we were able to propose several solutions to the problem.  The chart below breaks down several solutions for the two main causes that were found on the Pareto Principle Chart.

	Causes:
	Solutions:

	1) Misspelling of Names
	1.1) Maybe put an extra writer/helper on each job to help take care of the paperwork.

1.2) If phone numbers are provided on forms, call parents if handwriting is illegible, before sending job in.

	2) Missing Products
	2.1) Have the picture packages thoroughly inspected before sending them to the school.

2.2) After inspected, order any missing pictures and  put letter in package notifying the parents that the missing pictures are coming.


STEP 7: IMPLEMENT REMEDIES

After figuring out the solutions, Angela was able to go to her manager and explain the problems that she is having and she showed them the proposed solutions that our group had come up with.  All of these solutions should make the managers aware that she is working a full time job with part time hours.  Therefore, she needs more help than she is getting.


When Angela went to her managers, they realized that some of these reasons for the re-orders could be prevented with a little more caution towards the paperwork.  They have agreed to try and get Angela some help from the photographers who are on the particular jobs.  This should help alleviate some of the re-orders if the paperwork is presented the right way to begin with.  Also, they are offering the inspection jobs to the photographers that photograph underclass pictures.  This will help give them more hours, especially in their off season, plus it will help Angela get the rest of the paperwork completed correctly.


This Ten-Step Process has really helped Angela defend herself when it came to addressing this issue with her manager.  She says that normally, they would ask around and she might have help one day but not another when she had lots of boxes to go through.  She said her managers have more patience for her as well as the other employees.

STEP 8: ANALYZE THE EFFECTIVENESS OF REMEDIES 

To show if the remedies have worked, Angela gathered the re-order data from the month of November.  In the chart below, the months are broken down in each of the re-order reasons.  As shown, the number of re-orders for November has decreased in comparison to the other months.  Some of this is related to the time periods and the seasons, but for the most part Angela has stated that the number of jobs per month appears to be relatively similar.
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Also, looking at the line graph below that was designed in Step 2, we have added the last four weeks and have noticed a dramatic overall reduction in the number of re-orders.  Also, we have noticed that in the months of October and November, there were no “Re-prints due to lab issues”.  With regards to our 60% goal, we have been tracking our data weekly however, our goal is measured on a monthly basis.  Looking at the month of November in comparison to the other months we exceeded our goal of reducing re-orders by 60% in that we calculated we reduced our re-orders by approximately 63%.
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STEP 9: CONTROLS IN PLACE TO “HOLD-THE-GAINS”


To show the control limits that are required to “Hold the Gains”, we need to look at the total number of re-orders in a line graph similar to the one in Step 2, only we have too include November in this “Totals Graph”.  Using the c-chart formula, we calculated a UCL of 15.72, and a LCL of 0.00.  

C-Chart:  c = sigma counts/ N



UCL 
= c + 3 (sq. rt. c)


       = 135/18





= 7.50 + 3 (2.74)

        Mean = 7.50 





UCL
= 15.72









LCL
= c – 3 (sq. rt. c)










= 7.50 – 3 (2.74)









LCL
= -0.72 = 0.00

We have shown that by utilizing the 10-Step Process correctly that a company can learn of the reasons and causes for a common problem and determine probable solutions.
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Causes for Re-Orders





Too many re-orders are being placed.





Packages are either printed incorrectly or missing products.





Paperwork and packages are not being checked thoroughly when the come in from the lab.





We do not have enough help or time to accurately go through each package.





UCL= 15.72 


MEAN= 7.50


LCL= 0.00





We do not have enough employees to help.





Target Goal:


3.46 re-orders  per week





Target Goal:


3.46 re-orders  per week
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