Standard Practice Development

Definition/Purpose:  Written documentation of how work is to be done under the new process.  Documentation is written so that variation in the process is prevented.  Avoid unnecessary detail.  Helpful in Improve and Control phases.

Uses: 

· Reduce variation among individuals and/or groups

· Provide the purpose for front-line workers and managers

· Provide a basis for training new people

· Provide a trail for tracing problems

· Provide a means to capture and retain knowledge

Instructions:  To use as a template, please save a copy by clicking on the save icon.
1. As a team, review each item in the template (next page).  Determine which items are applicable to your process.

2. Decide how formal or informal you need to be in doing each activity.

3. Decide who will complete the task and the target date.  Track the actual completion date.

Standard Practice Worksheet

	1.
Document the work context of the procedure.
	Formally
	Informally
	Omitted
	To Do
	Targeted 
Date
	Actual Date

	1.1
Write down why you need this procedure; specify impact on quality, cost, delivery or safety. State how you found out you needed the procedure.
	     
	     
	     
	     
	     
	     

	1.2
Update the process map from MEASURE to reflect new procedures.

· State the purpose of the process.

· Update the output of the process, the customer (user of the output), the inputs and the suppliers.
	     
	     
	     
	     
	     
	     

	1.3
Find (or create) a process map of the larger process That your particular process nests in.
	     
	     
	     
	     
	     
	     

	1.4
Indicate that you understand how your particular process fits in the larger process:

· State clearly how the process output gets used by downstream processes.

· State clearly the requirements the process has of upstream processes.

· You want to avoid causing more problems with your procedure than your procedure solves!
	     
	     
	     
	     
	     
	     

	2.
Collect the documents that represent the procedure. 
	
	
	
	
	
	

	2.1
Find the manuals, written instructions, diagrams, or computer programs that describe the procedure. 


(If additional documents apply, such as safety procedures, then identify these, too.)
	     
	     
	     
	     
	     
	     

	2.2
If there is no documented procedure, you have two ways to create a draft procedure: 

1. Go to the workplace and carefully note what operators do now.  (You may need to record more than one version to account for operator to operator differences.)
2. Gather knowledgeable people together and have them draft a procedure.  Gather knowledgeable people together and have them draft a procedure
	     
	     
	     
	     
	     
	     

	2.3
Check that your written procedure specifies:

The result to be accomplished (the output)

What constitutes a satisfactory result

What inputs are required to produce the results

What constitutes satisfactory inputs 

The source of the inputs

The recipient (customer) of the result 
	     
	     
	     
	     
	     
	     

	2.4
Check with partners and suppliers to prevent incorporation of obvious troubles in your new procedure.
	     
	     
	     
	     
	     
	     


Standard Practice Worksheet (cont)

	3. Compare the documented procedure with the actual practice.
	Formally
	Informally
	Omitted
	To Do
	Targeted 
Date
	Actual Date

	3.1
Find out what the operators know about the procedure. (Ask questions 1-6 of the Procedure Self-Audit.) If the operators know and understand the procedure (based on step 3.1), then go to step 3.2. If they do not understand the procedure, go to step 3.3.
	     
	     
	     
	     
	     
	     

	3.2
Compare the procedure to the actual practice. (Ask questions 7-10 of the Procedure Self-Audit.) 
	     
	     
	     
	     
	     
	     

	3.3
Record the actual practice so you can compare the procedure with a documented version of the actual practice.
	     
	     
	     
	     
	     
	     

	4.
Reconcile actual practice with the documented procedure. 
	
	
	
	
	
	

	4.1
Assuming you have identified discrepancies between the procedure and actual practice, do not have operators change practice yet unless you have identified a safety issue. Instead, study the difference between the procedure and actual practice. Decide which you should revise and do so.
	     
	     
	     
	     
	     
	     

	4.2
If you make many revisions to the standard procedure, go back to the operators and ask questions 3-6 of the Procedure Self-Audit. 
	     
	     
	     
	     
	     
	     


Standard Practice Worksheet (cont)

	5.
Plan to use the documented standard procedure.
	Formally
	Informally
	Omitted
	To Do
	Targeted Date
	Actual Date

	5.1
Prepare documents and signs for the workplace that capture the essence of the procedure (signs big and easy to see).
	     
	     
	     
	     
	     
	     

	5.2
Prepare announcement of changeover to the new procedure (specify timing). 
	     
	     
	     
	     
	     
	     

	5.3   Prepare training of operators in the standard procedure to take place before use of the new procedure.
Notes on training:
· The training of the procedure should include the information about why the procedure matters— where the process fits into the overall system and the relative importance of this procedure. Here you will use the information gathered in step 1 of this method.

· Consider the use of well-trained operators as the trainers.
	     
	     
	     
	     
	     
	     

	5.4
Plan to check with operators the first time they use the procedure after training.
	     
	     
	     
	     
	     
	     

	5.5
Specify how you will check how well the operators can continue to follow the procedure (use the questions of Procedure Self-Audit). 
	     
	     
	     
	     
	     
	     

	5.6
Specify how you will assure that the new procedure does not cause any unforeseen troubles downstream or upstream; include in your plan checks with internal customers and suppliers. If the documented standard procedure represents a large change from practice, treat implementation of the procedure as an experiment, which you need to monitor carefully.
	     
	     
	     
	     
	     
	     

	6.
Use the standard procedure.
	
	
	
	
	
	

	6.1
Operators use the standard procedure, beginning at the specified time.
	     
	     
	     
	     
	     
	     

	7.
Check on the use of the standard procedure. 
	
	
	
	
	
	

	7.1
Carry out the plans outlined in steps 5.4 and 5.5.
	     
	     
	     
	     
	     
	     

	7.2
Continue periodic checks of the procedure using the Procedure Self-Audit questions.
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