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Introduction

	 

	Welcome and thank you for purchasing this book about creating ‘recipes’ that will help your business to perform better and prosper. I’ve wanted to write this book for quite some time. In this book I am going to share with you a very simple business improvement tool that can increase engagement with your teams and help to create practical improvement plans.

	Gaining ‘buy in’ with improvement projects is a challenge that every manager and leader faces. My argument in writing this book is that the reverse fishbone approach will help you to do this. I want to make your life easier; gaining valuable input and commitment from your team is one way to achieve this. I am optimistic that the ideas, methods and examples I put forward in this book will be useful to you.

	 

	But, before I go any further, I want to make sure that you are investing your time wisely. Let me tell you a few things about this book to make sure it is right for you.

	
		This book isn’t going to be long, and it will be focusing on designing business operations that work. If you are looking for a mammoth book, this isn’t for you.

		It isn’t a textbook either. It isn’t full of references and theories; it is a book based on real world results (that work!).

		It isn’t backed by tons of research, as I said, it is based on real world experience; my experience as a business improvement consultant working with clients across a number of sectors (manufacturing, construction, charities and service).

		This book is about setting your teams up to win. If you want to do less and have your team ‘step up’ and do more, this book is for you.

		The technique I am going to share is great for increasing team participation and engagement with the process of change. If you want that, the following pages are worth reading.



	 

	If this book sounds like something that you think would be useful, let us carry on.

	 

	This book is not just about fixing problems. The core tool that I am going to explore with you is the fishbone analysis tool, but with a twist. The original purpose of the fishbone tool was to solve problems (I’ll explain this more in the next chapter). But the business journey from bad to okay is usually a lot different from the journey from okay to excellent. This book will help you deal with both aspects.

	To clarify, the journey from bad to okay is often defined by fixing things that are wrong. Continuous improvement discussions are full of ‘this doesn’t work…’ discussions. And that is great, because you need to have that stage. You need to get past the ‘things don’t work’ phase. There is no point trying to implement really cool things that just fall over, because you haven’t got the fundamentals right.

	Let me explain the two distinct parts of this journey with the following image.

	[image: Image]

	I once worked with a company that already had a well-established continuous improvement programme. They were content that they knew what they needed to do with their improvement projects… until they hit a plateau. My project wasn’t central to their programme, but our paths crossed regularly. As my project with the scheduling team took shape, we started to produce new challenges for the business to overcome. This was no longer about fixing broken things (their previous focus for continuous improvement) but also included inventing the future.

	It is most likely that you will never leave those kinds of ‘let’s fix broken stuff’ type conversations. But, and this is a key point, you should have fewer conversations of this nature. You should stop tripping yourselves up; you should be getting out of your own way and have the basics of the business fixed. The types of conversations that follow the first stage are often the around “wouldn’t it be good if…” topics. This gives you the chance to breathe and exercise your creative mind. This, for me, is where the majority of our continuous improvement time should be spent.

	The process I will take you through in this book will help you to both fix the things that need to be fixed and implement far reaching improvements to take your business to the next level.

	 

	I want you to think of this book as a tool to help you create recipes for your business to work better. A phrase that I use with my consulting clients is ‘setting your teams up to win’. This is how I want you to think whilst we cover the material in this book. It’s not that I don’t think that you or your teams don’t know how to set themselves up to win but there are a couple of issues I want to spell out.

	
		Often the team doesn’t know what resources are available to them.

		The senior management team often make assumptions about what their teams know or what resources they think they can access.



	The process that I will share with you will make these requirements transparent to everyone.

	I know from experience in the kitchen that having the right recipe can make all the difference. If we can put a small amount of our thinking into the recipes that our business needs, then everything can change.

	Let me give you a quick example from my personal work history.

	 

	I used to run the operations at a manufacturing business. When I took over, I found out that we delivered 80% of our orders late. It also took way too long to get our products through the business. I calculated that the production lead time should be around three weeks. It took us around twenty! The teams I inherited thought this was normal; they had been doing it the same way for the last few decades, so this was our culture. The products were considered heavy engineering and my team interpreted this to mean slow. The maths didn’t stack up; the maths told a different story.

	When I changed our recipe, our results changed. They changed immediately but it took around six months for them to change dramatically. On time delivery went from 20% to a consistent average of 98%. The production lead time dropped from just under twenty weeks to four (again, consistently).

	We had the same people. We had the same manufacturing processes. We had the same constraints. In this case, the only thing we changed were the rules that we lived by. One small change in recipe, one huge change when it came to results.

	 

	This book is going to look at a method to help you do the same. It is also going to share with you several ideas and strategies to get the most out of the approach. Let me summarise the journey of this book using this image:
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	Before I get into the steps of this approach, let me quickly refer to the fundamental idea. I didn’t create this approach. I’m offering a twist on it to help you drive positive change in your organisation. The underlying tool is the fishbone analysis.

	 

	I want to acknowledge the person that came up with the fishbone analysis approach. It is beautifully simple, powerful and elegant. The person that created that approach was a Japanese professor called Kaoru Ishikawa. This approach, that became popular during the 1960s, was originally designed as a defect prevention and root cause analysis tool. It certainly has stood the test of time!

	I’ll talk about how it works, in its original format, in the next chapter.

	 

	What do you want from this book?

	Before I go any further, what do you want to achieve from reading this book? I urge you to think about your objectives for your business.

	I’ll come back to this at the end of the book, for now make a note of what would make a difference to you and your organisation.

	 

	In the next chapter, I am going to briefly review how most people (that I work with at least) use the fishbone tool.

	 

	 


How most people use the fishbone tool

	How do most people use the fishbone tool? As it was intended, as a root cause analysis method!

	I like to use it that way too. It is a great way to get a team around a table, to explore why a particular issue has occurred. For many, me included, this is a precursor to deeper investigation. Often, the deeper investigation is carrying out a 5 Why analysis.

	Briefly, for those unfamiliar with 5 Why, this is a brilliant questioning system to help dig to the core of an issue. To use 5 Why, you ask a series of why questions around a subject. It looks something like this:

	
		Get the facts around the topic.

		Ask a pertinent ‘why?’ question (e.g. why does it only happen on night shift?)

		Repeat steps 1 and 2 until you have a flash of the blindingly obvious.



	I say ‘flash of the blinding obvious’ because a root cause is always in your control to do something about. When the conversations are still around something ‘out there’ then you haven’t reached a true root cause.

	A detailed breakdown of getting the most out of 5 Why is outside of the scope of this book but I have included a reference in the Related Titles section of this book, if that is of interest to you.

	The difficulty that many people have with the fishbone tool is when they don’t use the starting point that fishbone analysis offers to go deeper. If you don’t dive in further, there is a good chance that you discuss symptoms of an issue and never get to a fundamental change. Let me explain with this diagram:

	[image: Image]

	As you can see in the diagram, a traditional fishbone approach is used to define a problem and place that in the middle of the right hand side of the paper, with an arrow leading to it. A number of topic areas shoot off from the main horizontal arrow, depicting the cause-and-effect relationship. From these topics, you add the symptoms and from there identify root causes.

	 

	A great mind mapping tool

	The fishbone diagram is a fantastic tool to get your thoughts on paper about an issue. It is a great way to get your team together and share views and ideas as to what is going on. To help, a lot of people use the standard headings, either known as the 4Ms or the 4Ps.

	The 4Ms are:

	
		Materials

		Machines

		Methods

		Man (person / labour)



	The 4Ps are:

	
		People

		Processes

		Plant

		Product



	There are variations on what people consider to be the standard 4Ms, or 4Ps. The point of using them is it saves you a job of trying to reinvent the wheel every time you start your brainstorming session.

	 

	But here’s the drawback

	So, all the above is great. But only if you use it in the way it was intended, as a launchpad into deeper investigation. Too many organisations use the fishbone without delving effectively into the root causes. They get stuck at the symptom level and fail to make significant progress.

	You can tell when you are stuck at the symptom level because the resolution of the issue isn’t clear. The causes appear vague and not under your control. When you dig your way down to a root cause the solutions are clear, in your control and highly specific.

	A company that I did some work with used the fishbone analysis as part of their quality analysis when they had a defect to review. Nothing unusual about this. Their problem was that they didn’t delve deep enough into the issues being put forward and rarely got past the symptoms of the issue they were facing. This led them to finger pointing and blaming other teams as the reason for the company’s woes. As you could imagine, this didn’t really help the situation. People felt unhappy that they were being blamed and the results didn’t improve… This tool works best when being honest; leaders being clear about the part they played in the situation and only working on improvements after an ‘aha!’ has been reached.

	What does this have to do with this book? Fixing problems is one half of the equation as I mentioned in the introduction. The approach I am going to share with you in the next chapter puts a spin on the fishbone that makes it easier to come up with solutions to your problems and to create a more effective future for your organisation.

	If you are having trouble with fishbone analysis or need to define the winning recipe for your business, then let me take share with you this small tweak to make the fishbone tool an effective planning tool.
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