	Mocal, Inc. Pilot for PathMaker® Software Deployment

Why PathMaker?

American culture stresses rugged individualism as the means to achieve success both personally and professionally. We see examples of it everyday in the business press. CEO’s with larger than life personalities are held up as examples of what it takes to overcome challenges and succeed in business. But the recent economic meltdown has exposed the fallacy of this management style.

Toyota implements a million ideas a year. Truly successful companies rely on all of the mental labor of every employee. To do this takes discipline, hard work and people who take pride and joy in their work. Most American managers and workers do not use the words pride, joy and work in the same sentence. 
We are slowly beginning to understand successful management requires the cooperative, collective effort of people working for a purpose together as a team. This means people must learn new theories and skills about work. They must learn how to be good problem solvers. 
Companies have spent millions of dollars training all levels of workers on numerous problem solving methods. As usual managers looked for quick fixes and short-term solutions that promised fast paybacks relative to these training programs. Companies adopted grandiose programs such as Six-Sigma and Lean Manufacturing as the solution to quality and productivity problems. 

These efforts result in some progress but when it comes to competitive position many of these companies have little to show for their efforts. The American automotive industry’s Big Three and its suppliers have consistently lost market share since 1980. Motorola, one of the originators of Six Sigma who created its own university to train managers about it, is again fighting for its survival in the face of competitors who have decimated its market share. 

Basically American companies approach employee problem solving training as a one-shot effort. This is in spite of the fact that problem solving is a skill people acquire, develop and improve over time through discipline and practice. Lacking an infrastructure to nurture employee problem solving skills companies opted to create “black belts” or super problem solvers whose only task is to work on problems with large paybacks, usually in excess of $250,000. They even set up internal bureaucracies to track and report out on the progress of the black belt projects to show top management the payback from the training. This preference for projects with large dollar paybacks reduces attention and effort given to smaller everyday problems on the shop floor.
If hourly employees are trained on problem solving they typically participate in a 1-3 day class to learn the basic tools and format of problem solving. They are instructed to return to work and apply what they’ve learned as time permits. They are assigned a single project which they may or may not complete. Since there is little or no follow-up or feedback no one knows if people learn anything from the training. If by chance they do complete a project it is rare for them to start another one. The impact of the training diminishes very quickly in this circumstance. 
Studies show the average person remembers only fifty percent of what they hear immediately after they hear it. Two months later only twenty-five percent can be recalled. For most of us learning a new skill or concept takes effort, discipline and time. Problem solving falls in this category. 

The chart below depicts the typical results of a problem solving training effort at most companies. People can have a difficult time remembering what was taught even when it involves a simple subject. Problem solving deals with some very complex and detailed learning skills that require constant attention and discipline to become proficient at them. One Quality Circle trainer at Toyota said, “On average it takes seven years for an employee to become a good problem solver.” 

An example of what happens after problem solving training takes place is the flow chart tool. A basic principle of problem solving requires you first learn: What is going on in the process? What is actually happening?  To do this you should create a detailed flow chart of the process. Most people will do a flow chart on their first project - and that is the last one they draw. The same holds true for Pareto charts, brainstorming and the other tools taught to help people define, analyze and solve problems. It is a rare occasion to see the tools linked together to reveal the logic and rationale used to create a workable effective solution to a problem. Such is the fate of problem solving training efforts. 
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Figure 1 How Problem Solving Efforts Evolve

Clearly there must be a better alternative. One of the best ways to aid in the retention and consistent application of problem solving techniques is to use software specifically designed to help people learn and retain the process and then support them with easily accessible reference material. With all the basic problem solving tools and instructional support built into it, PathMaker® is suited perfectly for this purpose. 

The pathway shown below is an example of how a problem solving technique can be set up in PathMaker. Most companies use their own variation of the Plan, Do, Study and Act cycle or the Define, Measure, Analyze, Improve and Control method. These are easy to set up in PathMaker so people can be guided through the process. 
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Figure 2  A Problem Solving Pathway created in PathMaker

Conducting a Pilot for PathMaker
It is always a good idea to conduct a pilot deployment program using a small group of users to test and evaluate any type of software before you deploy it in an organization. A pilot program will help you identify problems that may impede or delay deployment of PathMaker. It will also help you determine the resources you will need and handle any barriers that come up. A successful pilot program can help you evaluate the impact and make the deployment of PathMaker run more smoothly. To conduct the pilot program, you need to: 
· Prepare the training and support team

· Prepare the pilot groups who will be using PathMaker

· Implement the utilization of PathMaker

· Obtain feedback from the people who used PathMaker

· Analyze the results of the pilot

· Correct any problems

· Deploy PathMaker
Preparing Training and Support Teams

Start the pilot by having the training and support teams become familiar with PathMaker and the reasons for the pilot evaluation. First, give the team members access to PathMaker so they can explore its functions and features on their own. They should also review the written information about PathMaker. It is strongly recommended the training and support team attend a formal classroom training session on PathMaker. This can be done in a virtual session with Tom Smith from Mocal, Inc. 

PathMaker is simple to use with built-in help menus on-line training available. Mocal, Inc. can provide an instructor-led training session so all participants who will be using PathMaker will learn how to use its basic tools and features but it can also be done virtually using a web-based meeting format such as Go-To-Meeting.  If possible a classroom equipped with computers to allow hands-on practice is recommended for this training. Participants will be able to stay in contact with the instructor after the training to ask questions, etc., via e-mail and the internet.

After the training, team members should be encouraged to work with PathMaker for a few minutes on a daily basis. Logging on to PathMaker to document the team activities should only take a few minutes (5-15 per session). PathMaker is used to guide the project, create and employ effective use of problem solving tools, i.e. flow charting, cause and effect diagrams, brainstorming, data charts, etc. Mocal, Inc. can provide follow-up information and review team projects so team members can get their questions answered about any problems that may come up during the pilot. 

Preparing Pilot User Groups

The PathMaker users should be informed about the pilot program. The expected benefits of using PathMaker will be explained and the overall plan and process will be described to each participant. Then users should anticipate and plan for using PathMaker in their daily problem solving work routines. 

The pilot program should be announced well in advance of the start date and the announcement should be followed up with several reminders. Meetings should be conducted with the pilot group managers and with the entire group to set their expectations and to answer any questions. A deployment presentation that explains how participants will use PathMaker should be provided. Usually a template pathway is designed to standardize how the teams will use PathMaker. Describe the pathway to be used by participants and explain how users can get support if they have any questions or issues.

Conduct PathMaker training. Training and support for the pilot program should simulate - on a smaller scale - the user training for the final deployment.
Encourage users to visit the PathMaker Web site for more information. (www.skymark.com) If you have the users use the training Web page on the Internet or intranet, use a memo or e-mail letter to broadcast the URL (www.skymark.com) and a description of the training page to users. Be sure to explain how users can benefit from visiting the training page or contacting Mocal, Inc.
Deploying Software for Users

Although a single solution cannot fit all situations, the following situations illustrate commonalities that you are likely to encounter during a pilot that includes users who have different needs.

Stationary workers

In most organizations, users have their own computers and stay in one location. Typically the computers they use are desktop computers that have a consistent, high-speed connection to the internet.

Roaming users

In many organizations, some users move or roam from one location to another. They may use different computers at different locations at the site. 

Shared computers

In many organizations, users share computers, such as supervisors or workers on a plant floor who work at different times and might use a different counter and computer each shift. Although users change, the software does not. 
Mobile users
Some users travel extensively to do their jobs. For example, sales personnel often spend more time at the offices of customers than at their own offices. Mobile users are different from roaming users in that they typically work from portable computers away from an office. Although mobile users log on to the same computer, their computers sometimes connect by a high-speed link and sometimes by a low-speed link.
Implementing the Pilot Installation

PathMaker should be installed on as many computers as necessary to make it as convenient as possible for the users in the pilot. As you conduct the pilot, you may need to revise where PathMaker needs to be added, or some computers can be eliminated. Use the revised pilot schedule for projecting the final deployment timetable, and then update the deployment plan with the new schedule information. 

To implement the pilot you will perform the following tasks:

· Deploy PathMaker to the pilot users computers

· Test PathMaker performance and capabilities on pilot computers

· Monitor and support pilot users as they use PathMaker
Deploying PathMaker

Use the appropriate distribution methods to deploy PathMaker and the pathway created for use by the participants. For example many clients create their own version of the DMAIC problem solving pathway with specific forms and save it as a template. Then they have all of the participants follow this pathway for the pilot. This standardizes the process for all users. 

Monitoring and Supporting Pilot Users

A typical pilot should last from two (2) to four (4) weeks. A support team staffed by people who can remove barriers that may come up during the pilot should be established to oversee the pilot program. These members will include people such as your existing help desk, staff members that you have trained as subject matter experts, or representatives from management and Mocal, Inc. They should be available to assist users at all times. The support team should also monitor the progress of the pilot program. You can track the volume of support calls during the pilot program to gauge the effect of deploying PathMaker on your support staff. Make sure to document all user trouble calls and problems, as well as the staff resources required to support pilot users. Then, use your experience during the pilot program to plan the support resources for the final deployment. This can be done in PathMaker.
Obtain feedback and analyze the pilot
Written feedback should be obtained from the users regarding how they found PathMaker to work with. This feedback should reflect the impact of using PathMaker and how it helped improve the problem solving capabilities of the users. (See example survey and deployment diagrams below.)

Sample survey of PathMaker Pilot:

Greetings PathMaker User 
 
 
 
 
 
 
 
 
 
   

We are reviewing PathMaker and how it works for us (VOC).  I am most interested in what "functions" of PathMaker are beneficial to your work.  By "functions", I am referring to such things as, flow charts, affinity diagrams, cause & effect diagrams, team members, meeting agenda & notes, ability to create own forms, whole project in one spot, action items list, sharing same file, etc.
 
 
I know that the last thing we want to do is answer a survey, but I really need your input (VOC).

 Please type in your response and return by            . 
 
 
 
 
 
 
   

1.  Have you used PathMaker?
 Yes   No  
 
 
 
 
 
 
 
  

2.  If you responded "No" on question "1", why have you not used PathMaker? 
 
 
 
  

        a.  Haven't had time     b.  Too difficult     c.  Not useful    d.  Need more help/training  e.  other (please explain)
  
 
 
 
 
 
 
 
 
  

3.  What type of project have you used it on GB, BB, or both?  
 
 
 
 
 
  

4.  Did PathMaker meet your project needs? Explain your answer 
 
 
  
 
  

5.  How would you rate PathMaker as far as being able to use it? (1 - difficult, 3 - ok, 5 - easy)? 
 
  

6.  Did the template meet your needs?
 
 
 
 
 
 
 
 
  

7.  Would you recommend PathMaker?

 
 
 
 
 
 
 
  

8.  Would you use PathMaker again?
 
 
 
  

9.  Is PathMaker more suitable for GBs or BBs.  Please explain your answer
10.  What functionality would you change?
 
 
 
 
 
 
 
 
11.  What functionalities would you add? 
 
 
 
 
 
 
 
  

12.  Which functionalities did you find most helpful?
 
 
 
 
 
 
  

13.  Which functionalities did you find not useful?
 
 
 
 
 
 
  

14.  Please list the 5 functionalities that you found most useful?
 
 
 
 
 
  

15.  Please list the 5 functionalities that you found least useful?
 
 
 
 
 
 
16.  Please list any comments you have.  THIS IS PROBABLY THE MOST IMPORTANT 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 




	


This is how a typical traditional problem solving deployment plan works.
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Typical PathMaker Deployment results.
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