
Welcome to MAX 2017!





START WITH WHY





Establishing a “Hedgehog Concept”

“A Hedgehog Concept is not a goal 
to be the best, a strategy to be the 
best, an intention to be the best, a 
plan to be the best. 

It is an understanding of what you 
can be the best at.” 

-Jim Collins, 

Good To Great
t h e  

H e d g e h o g

HOW:

NARROW FOCUS ON YOUR CORE

T h e  F o x  
&  



Executing strategic goals
– Deliver your RIDEs

• What is a Ridiculously Important, Drives 
Everything Goal?

• Mission critical – failure will hurt the organization’s 
long-term success

• No team can deliver more than             
Three RIDEs

• Different levels of the organization may have 
their own sub-RIDEs 

• Sub-RIDEs must improve the parent-RIDE

• Ridiculously Important, Drives Everything goals 
focus on Lagging Indicators 

• Your RIDE must clearly define the change and the 
destination: We will change ## to ## by ####



You’ve been promoted!

Let’s develop 
your RIDE

Executing strategic goals
– Deliver your RIDEs



Read Out Your RIDES

Executing strategic goals
– Deliver your RIDEs



Example:



10 Minute Break!



Executing Innovation



• Founded on the idea of respect for others

• Driven by the people who do the work

• An investment in fellow employees

• Customer-focused

• A common language and a set of tools to…

o Identify Waste 

o Eliminate Waste

WHAT:
TACTICS, INNOVATION & 

CONTINUOUS IMPROVEMENT



We’ve always done i t  this way

This really is an innovative 

approach, but, I’m afraid we can’t 

consider it. 

It’s never been done before.



What: 
Craft the Message - Lessons from “Switch”



A3 Thinking



A3 Thinking

• The A3 is a tool for visually representing a thought process, this 
fosters two-way communication within the organization

• The A3 provides innovators and collaborators with a structured 
approach to generating solutions

• “A3 Thinking” allows us to: solve problems, make decisions, and 
communicate effectively

• Good problem solving is not always about having the right answers, 
instead we focus on practicing a common approach

• When everyone uses the same language, we can view each other’s 
problems through a common lens





Box 1 – Start with Why
• People won’t change what they do, 

unless you understand why they do it.

Why should we change the current process?

How does the process stop us from delivering 

on RTD’s Mission?

Is the customer getting everything they expect?

How does this problem keep your work group 

from achieving its goals?

What people play a part in the process?



Box 2 – Current State
• Provide context for the problem by describing the current state

times does the 

process happen?

does it typically 

take?

How often is it right –

the 1st time



Box 3 – Heartache – Root Cause

Work with representatives from every part 

of the process to determine the root cause(s) 

for the current (problem) state

Tools: 

Gemba Walks

Process Map and ID Waste

Fishbone Diagram

5 Whys



DOWNTIME and Process Mapping

Riding RTD– Current State – 1/30/2017



The 8 wastes
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ID Waste: Process Maps

• Process mapping is a problem identification tool

o When we see the entire process, we understand the current state

o Process mapping is visual and collaborative



Box 4 – Talk about ways to address 
the Root Cause(s)
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Discuss ways to address the root causes with 

the team. Consider:

If We Then We

Tools: 

6-S

Mistake Proofing

Visual Management

Flow

Impact/Effort Matrix



Boxes 5 & 6– Let’s Experiment!
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Identify the best ideas in 

an Impact/Effort Matrix 

to experiment new ways 

to do things

Fail FAST but Fail 

Forward 

Track how the 

experiments addressed 

the root cause(s) and 

report them to the team.

BE HONEST

Even experiments that 

don’t work can spark a 

new idea 



Boxes 7 & 8 – Get the word out!
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When experiments work we 

need to make sure that 

everyone can follow the new 

process.

Develop standard work 

(instructions, SOPs, How To, 

etc.)

Pictures are better than 

words.

Then!

Communicate the new 

process. 

Develop a plan for 

everyone who needs to 

know the new standard 

work.



Box 9: Lesson Learned
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Get the team back together 

to Celebrate!

Also, take some time to 

detail exactly what worked 

and how.

What didn’t work as 

expected? 

This is an opportunity for 

Continuous Improvement

Also, take some time to think about what to do next? Are there other ideas 

from the Brainstorm that could further improve the process?



Boxes 1 through 9 - The Whole A3



10 Minute Break!







Boxes 1 through 9 - The Whole A3



Level of Involvement

Just Do It
Opportunity for 
Improvement Collaboration Event

A3-based, data-driven, & customer-focused

Less Collaboration More Collaboration





Do More of 

that!

Change 

that!


