How will keep your solution effective over time?

ACT  Sustaining the Gain

Overview:  Act is the last step of the PDCA process, but it is the first step in assuring that gains achieved are maximized over time.  The assumption that all will go well with a good implementation forgets that change and time have an adverse affect on the best of solutions.  Act is the planned method to sustain the solution’s positive impact as it 1) endures the test of time and/or 2) rolled out from pilot form to the rest of intended areas.  Here are ways to keep the solutions viability ‘fresh’ over time: 
1. Make the solution adaptable.  Change is evolutionary and a static solution won’t work in a moving environment.  Make the solution concrete (standard) enough to provide consistent results, yet Jell-o enough to adapt to the new data, external forces that change is needed.
2. Identify key indicators that let you know that the solution is still viable.  Production, errors, service, response time, complaints, resource consumption…
3. Make staff the owners of the process’ success.  Enlist them to be the listening ear, the detector of what’s wrong, the communicator for needed change.   A solution that grows with the environment requires its user’s participation.
4. Use statistical analysis.  Use at least eight data points in a process control chart to make a statistical inference.  They will tell you if the process is in statistical control, if variation is Special or Common cause.  Know the difference between common cause variance (natural system variation) and special cause (variation due to factors external to the system).  See below
5. Periodically revisit upstream and downstream departments of the solution to understand how it is impacting their operations.  Make sure external customer input is harvested.  A good solution optimizes the whole deliver system.
6. If the initial solution was prototyped, piloted and debugged, rollout the solution to other intended areas.  Integrate lessons learned from the pilot into the rollout.
7. Keep the solution current and evergreen.  Procedures, allocations, policies, flex to keep the solution current with reality.
8. Act repeats the PDCA process to design the needed adaptations to the Solution.  In that way, Act is the ‘refresher’ of the solution developed. 

Remember: A static solution today is usually a problem tomorrow.  

· TOOL  Understanding Variation is Like Predicting Your Future
Xbar Charts are used for continuous variable countable data (i.e. time, wait, procedures, length of stay).  Rule of thumb: if you treat a common cause variation like it is special cause variation to your system, your solution will add variation to your system.
Common Cause Variation = the natural variation within a system
Special Cause Variation = variation caused by something not part of the normal system.
Special Cause Variation =
· One point outside the 3-sigma limit.
· 2 of 3 successive points beyond the same 2-std deviation line. 
· 4 of 5 successive points beyond the same 1-std deviation line. 
· Eight points successive points or more on the same side of the mean.
· 15 or more consecutive points within the two 1-std deviation lines. ("hugging" the Center Line) 
· Trend is 6-8 successive points all increasing or decreasing. 
· Fourteen successive data points alternating on either side of the mean ("saw-toothing the mean").
Wayne Fischer's bottom line:  Construct the proper SPC chart the proper way, for the given context of the process and how the data were collected (better yet, plan all this *beforehand*). Use a few of the rules as guides, but under no circumstances divorce your knowledge and experience with the process from your analysis and interpretation!
