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Key Objectives
1. Provide a systematic planning
context
2. Show how the “A3” methodology
aids in planning development and

deployment

3. Comment on experiences-to-date

Some material presented comes from
our University of St. Thomas course:
Strategic Quality Management

John Fechter:
Medtronic

Gary Floss:
Marvin Windows & Doors
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Premise

Developing strategy is a complex process: it requires a solid >
information base on customers, market needs, competitors,
resources, and > other environmental factors.

But as difficult as developing strategy > can be, deploying that
strategy -- actually implementing the action > plans that will
support strategic objectives -- is usually far more > challenging
for most organizations.

It is critical fo carefully translate strategy into action -- > to
convert of tentimes lofty strategic goals into tangible, >
implemental action plans, human resource plans, and financial
plans.

The "A3 storyboard tool methodology” provides a structured >
problem-solving ai;proach that can be used to franslate strategy
and > systematically identify and resolve organizational problems.

Objective

Provide a systematic
planning context

Malcolm Baldrige Performance

Excellence Criteria

ORGANIZATIONAL PROFILE:
ENVIRONMENT, RELATIONSHIPS, and CHALLENGES
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Course description -- From the UST
website

Strategic Quality management is
presented as a model in three
parts:

Driver > System > Results

. DSR 7

Driver System Results

Time-based profile of the

challenge
Progre 000 po
0
> As-Is
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A means to
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progress orere (ore Values of the Organization |
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Key Excellence Indicators:
Strategic Planning

= Balance of short- and long-term
views

= Aggressive goal setting

= Strong work process alignment
with strategy

= Systematic approach to
addressing all sources of risk
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Key Excellence Indicators:
Strategic Planning

= Critical targets and goals based
on customer requirements and
market directions

= Strong involvement of key
suppliers, partners, and
customers

.
=
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High Level View of Planning Steps

‘ Current Smte> Future State>‘ GapAnaIysis> Strategy

External - Internal Assessment Vision Specific Challenges | Results/ Oversight

Where are we now? Where dowe need togo? | WhatoBstacles mustwe | o, iy e get there?
A. Market hanges and ‘Articulate specific Frame Supportin
Customer Preferences, includes Affirm Vision challenges that must actons (Key
Distributor Conference, industry trends, Whatdo we aspie to be overcome Y
Marvin secondary research Focus Areas)

B1.Customer-Facing Info. Technology

B2. Development Technology

B3, Manufacturing Technology Articulate specifics
of Future State

Develop measurable

Confirm Owners
for Specific
Action Plans

|

Identify key Establish

performance Measurable Goals
indicators including
core competencies

“Assign
Responsibility,
Accountability and
Authori
12

. Competitive Landscape

objective in response
o each challenge

including How We
Will Measure
Success

D. Regulatory environment

E. Human resource factors

. Supply Change Considerations,
Manufacturing Strategies, and
Manufacturing Competitive Landscape

G. Channel

H. Summary of Results of Last 5 year
Plan

Refine.

SWOT
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A. Market Characteristics

Observation inion | Source
- ©)
Eact
1 F
2 o
3. Action
Etc. F
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Organization - SWOT Analysis Highlights

Initial - 9/27/07

Strengths
Item Ranking Key Measure Trend
1
2.
3
Etc.
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High Level View of Planning Steps
‘ Current State ‘ Future State ‘ Gap Analysis Strategy
External - Internal Assessment Vision Specific Challenges Results / Oversight
Where are we now? Where do we need to go? T EIEEREB TS How will we get there?

A Market hanges and ‘Articulate specific Frame Supportin

Customer Preferences, includes Affim Vision challenges that must actons (Key
Distributor Conference, indusiry rends. atdowe aspire to be overcome )
Marvin secondary research Focus Areas)

B1.Customer-Facing Info. Technology
2. Development Technology
B3, Manufacturing Technology

Develop measurable

C. Competitive Landscape objective in responsey Cpnfirm Owners
to each challenge, for Specific
D. Regulatory environment ¢ Action Plans
Success
i
F. Supply Change Considerations,
Manufacturing Strategies, and Establish

Manufacturing Competitive Landscape

leasurable Goals

G. Channel

H. Summary of Results of Last 5 year i
Plan Y
Responsiility,
Accountability and
Refine
SWOT 15
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Profiling a Strategic Challenge

‘ Owner:
Key Focus Areas — Action
Strategic Challenge #1: Strategic Objective ¥
Plans
Key Measurements Current Metric Level (YE 2007) 1Year Goal | 5 Year Goal
Dependencies Risks Assumptions | Critical Resources | Actions Requested for Next
Meeting
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Strategy Deployment

& Execution Model — ‘ _
Execute i Review
Deployment Results / Oversight
Howwilwe gethere? How are we coing?

Affirm Indicators,
Assign Oversight,
Assess & Act on

High Level View of Planning Steps
Develop Action Plans
[ Currens Staee Funure State _>[ Gap Analysis
Organizational
o

4 Performance
Results

ucones

Eéama-vtana everent St Sasngen ‘

Determine Required
Operating & Cap

Budge
=)

ResponsibiTy:
Accountability and
Authorit

Identify Key Quarterly Status
Performance Report & Key
Indicators Performance Indicator
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planning development and
deployment
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Objective
Show how the "A3"
methodology aids in
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Dennis

A3 Reference: "Getting the
Right Things Done" by Pascal

Getting the Right
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atethis A3 st charged
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DEFINE

MEASURE

ANALYZE
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S
Team Assignment, Strategy
Deployment using A3s.
Become familiar with the format, style, and
content of a completed Baldrige application, as
illustrated by the 2007 Malcolm Baldrige
Case Study (Share Food)
http://www.quality.nist.gov/Share_Food.htm
Create one-page A3s for Categories 1-6 as
causes, and the appropriate element of
Category 7 as results, and a plan to make it
happen
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Share Foods /ACTIONS for Deployment (To close gaps)
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http://www.quality.nist.gov/Share_Food.htm

Team Name: Y

Gauses that need addressing to achieve goals
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Improvement Strategy (A3 Questions): ‘ — — —
8. Whatare important actions to be implemented?
B p P 9. Whatare the key metrics that will determine
1. Whatis the key improvement opportunity to s myp T
be addressed? -
2. Whatis the Current State key metric data
(levels, trends, comparative data)?
3. Whatis the “Business Case” for addressing
‘this opportunity?
- - 10.Whatare possible “unintended” consequences that
Be)?
et isthe desifed LU SO R ‘ could occur as a result of the improvement actions?
5. Whatare the gaps?
6. What is the hypothesis regarding key
“Causes™?
7. Whatare the characteristics of the
improvement strategy?
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= Problem Solving
- A DMAIC schedule to make change
= Strategy Deployment
“w ", . H
- “concept of catch-ball"; i.e., cascading
strategies through linkage of objectives
and action plans
27
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A3s -- a family tree

= No A3 should
stand alone

= All should link --
flow -- to the
same tree

Objective

Comment on
experiences-to-date
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in either the “customer excellence” or the
“operational excellence” side of the balance
» missing the “vision” aspect of the “To-Be”
state; where is the organization (Share Food)
trying to get and “by when”?

A3 Comments

* “key themes”
»> “abit mechanical”: while the criteria
responses have an action plan; it often lacks a
sense of direction; the “why” this is important

30
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A3 Comments

» What is the ideal circumstance for using an A3?

“If you have a story to tell about a project you are working
on, or a potential for improvement in a particular department
or organization. The A3 allows you to identify the current
state of the topic you are presenting, allows you to identify
where you want to go in the future and also how you are
going to get there.”

“An A3 is an analysis tool that helps us clearly depict a
problem, measurement, analysis, improvement and control
steps in a story-boarding fashion.”
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A3 Comments

» What circumstances are not appropriate to use
an A3?

“When there is not a topic, action, or project you are going
forward with; there are no measurable data explaining where
you are today and where you want to be in the future. |
suppose an A3 can be written without this information;
however you probably would not want to present it to
anyone!”

“Plans that cannot be presented clearly & concisely in a
story-telling method do not work well on A3 templates!”

32

Summary:

= A3 methodology is a tool

= Like any tool, one needs to
understand how Yo use it

= Using it requires a "systems
perspective”

= Overall, it is part of a “closed loop”
planning/execution cycle; a "massive
PDCA process

33
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