Business Improvement
Case Study

Company Profile:

Figi’'s Inc.
Marshfield, Wisconsin

Gift Services
250 year-round employees,
3,500+ season emplovee

Challenge:

While examining its processes
through Lean strategies and value
stream mapping, they found that
there was a need to examine where
position tasks resided, why the task
resided with the specific position,
and if the tasks needed to be re-
assigned.

Solution:

By using HATS™, Task
Management Activity, and training
an internal corps of facilitators, the
Human Resources department was|
able to launch a company-wide task
analysis initiative to support the
larger Lean goals.

Results:;

“The multi-step approach to
bringing HATS into our
building was exactly what w
needed to make sure that th
simple, yet powerful activity
met our needs.”

Tom Rentmeester
Manager of Training and
Development

Figi’'s Inc.
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Figi’s Inc. has embarked
on the Lean Journey, like
many other companies
across the United States
and around the world.
Lean principles training
has been done, goals have
been set, and key
processes have started to
evolve using Lean
principles. But for Tom
Rentmeester, manager of
training and development,
there was still a gap to be filled — workload analysis.

Figi's has a tremendous seasonal business, whidivates
the staff to use their off-season for assessingsrahd
responsibilities across the departments, amongrdttiags.

As a seasoned trainer and facilitator, Rentmeester knew that the best way
for an organization to embrace change is to find tools that will fit into the
culture of the organization and connect with the associates. He also
realized that while bringing in an external source to help balance workloac
across departments was effective in the short-term, in the long-teen the
needed to be an internal drive and ownership for making sure workloads
were checked and balanced whenever needed, not simply when the extel
source was available.

When Rentmeester got introduced to HATS, Task Management Activity,
he had a good feeling that this was the activity that would answer all of th
needs. With a forward vision to use the activity in multiple departments
across the organization, he chose a path to internal ownership, ultimately
creating an internal corps of facilitators trained on the finer points of the
HATS methodology. The plan Rentmeester envisioned was as follows: 1
Experience HATS as a participant, 2) Select a small group of famiitat
from the employee group to be trained on the activity flow, 3) practice the
newly-trained facilitator skills with another department under the guidance

of the facilitator coach, and 4) roll out HATS to other departments.
(continued on back side)
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Within a matter of a month, all aspects of Rentmeester’s plan were
accomplished.

The first HATS session involved Rentmeester’'s own department — Humar
Resources. With some relatively new staff in the department, it waseatpe!
opportunity to let everybody get a feel for which tasks were performed by
which staff member, where responsibilities lie, and who was the primary
contact for the various HR functions. One new HR coordinator, Kristen
Gaulke, commented after the session that “as a new associate at Figi’s,
HATS helped me learn how my job tasks fit within the entire HR
department. It was also interesting to see the hats from other positions.”
Finally, she was pleased to see that the session helped even out job
responsibilities.

Another key element was accomplished. The two future HATS facilitators
were part of this group and experienced HATS from the participant point-c
view. “This perspective helped me tremendously as a future HATS
facilitator,” stated Rentmeester. “When you know the flow of an activity,
that's one thing. But when you can get inside the head and emotions of tl
participants, you become much more effective as a facilitator.”

This insight helped Rentmeester appreciate the next step of the HATS
integration into Figi's. Rentmeester and two other associates went throug
detailed train-the-facilitator training to fully understand the flow of the
HATS activity from this new perspective.

The next step put the internal facilitators to the test. Doing a tag-team
approach, two facilitators helped their Merchandising department identify
and reduce duplication of work between the two sub-groups of the single
department. From these sessions, the action items identified by the grouj
included a wide variety of topics from report distribution and meeting
attendance, to entire procedural reviews and training.

As Rentmeester summarized their HATS introduction and integration, he
stated, “We truly have only scratched the surface for our potential of HAT.
at Figi's. Our goal is to keep facilitating sessions throughout the company

When asked about the acceptance of HATS by the associates, Rentmees
continued, “Each participating department ‘spreads the word’ to others,
which increases the number of requests for sessions. So the magnificenc
the activity is that it is truly never complete. Departments are enaulitag
display their HATS results and revisit them often, turning a short session i
a way to drive long-term improvement and employee engagement.”
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