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BPK’s

Business Process Kaizen (BPK). It is what
we do here at Hamilton Caster to continually
improve our office processes.

It starts with a BPI (Business Process
Improvement). That is a big event, lasting
up to a week. It results in new
measurements to check our performance.
The team sets goals, and then people in the
process track the measurements. Accurate
data posting is vital to the process, so we can
determine where the weak points really are.
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Cheryl Wyatt, Erv Romer, Tim McGuire and
Jim Lippert listen as Jeff Riley explains part of
his role in processing returned goods. (BPI #5.)

Performance is checked regularly by a
number of people to see how the processes
are working. As in the shop, any time a goal
is not met, there should be a reason (or
perhaps several reasons). These should be
clear from the existing measurements and
the lean newspaper, or there should be new
measurements tracked for a period of time.
New measurements must focus on
determining reasons for missing goals.
Once we know the problem source, it will
direct us toward solutions.

The “Lean Newspaper” is a valuable tool for
uncovering problems. Following a BPI, a lean
newspaper is posted to capture problems that prevent
achievement of goals. This format makes the
problem sufficiently “public” that it is likely to get
attention.

The Vendor Quality BPI Team (BPI #9) developed a
list of key criteria for evaluating vendor
performance. Next, they set up specific numerical
goals and measurements.
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This is a chart maintained by Heidi Wolfe to
track errors in freight scheduling. There are a
number of possible errors, listed in a column on
the left side of the chart. Errors are logged each
day, and this chart covers the entire month.

So, where does the “BPK” come in? Good
question. Once the measurements and goals
are in place, Ralph Jackson monitors them
closely. If our performance doesn’t meet
our goals, he issues a CAR (Corrective
Action Request) to the BPI Team Leader.

This example, from Freight Scheduling, shows
how data is tracked over a period of several

months. In this example, we are tracking our
first time quality for 2009. The trend is up
overall, with a slight dip in April. Still, first
time quality is above 98% for the most recent
two months!

The Team Leader forms a smaller team,
typically two or three people, and together
they work out a possible solution to correct
the problem, improve performance, and
achieve the goal. This can happen in the
scope of a day or two. Once put in place,

the continuing measurements tell whether the
solution is working sufficiently, or that we
should consider an alternative one.

Ralph Jackson updates charts every month in each
cell and office area tracking data. Normally the
chart will cover six months of historical data, long
enough to see trends. While the individual charts on
this shop “6S” board can’t be read on the photo, it is
easy to see trends. Most charts will include the
specific goal, as well as a trend line to help “see”
performance. When performance dips below the
goal line, Ralph issues a CAR (Corrective Action
Request) to the appropriate person.

Goals are reviewed annually during our Hoshin
planning week in December. Last December we
agreed that every measured process will have an
initial FTQ (First Time Quality) of 95%, and a
50% improvement from that every year! That
should help us all understand the importance of
accuracy when tracking and recording data. We
simply have to know how we’re doing. In the
end, it translates into better customer service
and eventually a stronger Hamilton Caster!



