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Betty Gratopp 
Zingermanôs Mail Order 

John Bare 
Zingermanôs Mail Order 
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· Community of 10 businesses 

dedicated to full flavored 

traditionally made artisanal 

foods  

· Sales of almost $60 million  

· About 700 employees  

· Innovative business and 

managing practices  

· Just beginning lean journey  

· Started in 1993  

· Sales of almost $18 million  

· 70 employees year round 

and 400 during the 

Christmas holiday  

· Using Lean for over a 

decade  

Focus on 
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Continuous improvement history at ZMO  
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2004 2015 

A Rare Ingredient: Involvement  

PDCA Grant based CI TBP 
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5  

Use new process 

Managers have 

consistently been 

a bottleneck for 

improvement.  

We are tired. 

Insert picture here showing 
group involvement 
 

STEP	1:	CLARIFY	THE	PROBLEM
a. Identify	the	problem:

1. Ideal	condition: Zero OOM's
2. Current	condition: 2418 OOM's

3. How	can	we	measure	if	our	efforts	result	in	progress?	Is	the	metric	for	the	gap	good	for	this?

2418 Total	OOM's
60032 Total	boxes	shipped

4.03% of	boxes	shipped	contain	a	'list	mistake	type'

b. Develop	a	theory	of	behavior	to	grasp	the	current	situation:
Below	are	some	questions	and	comments	that	usually	help	with	this.

1. Can	we	provide	a	verbal	explanation	of	the	problem?

2.

3. Why	should	this	problem	be	tackled?	Put	it	within	context.	What's	the	impact	for	the	organization?

'Out	of	Markets'	represent	22.55%	of	all	mistakes	found.

2418	Out	of	Markets	were	detected	by	Check	amongst	the	60032	orders	shipped	from	12/08/2012	to	1/26/2013

(2nd	biggest	mistake	category	w/	22.55%	of	those	found)

80	orders	with	missing	products	went	through	to	the	customer	causing	

dissatisfaction.	At	least	some	of	these	were	'Out	of	Markets'.

How	can	this	problem	happen?	

	'Out	of	Markets	used	22.55%	of	the	resources	at	the	mistake	station.
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Back	
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STEP	3:	SET	A	TARGET
a. Define	a	target	for	the	prioritized	problem.

Target:

Quality: Reduce	by	50%	OOM	mistakes	for	2013	holidays.
2013	holidays	<	2.01%	of	orders	with	OOM	mistakes

Cost: No	increase	in	operational	costs
Delivery: Do	delay	introduced	in	the	shipment	of	orders	to	customers

b.

Current	condition:
10701 Internal	mistakes
2418 OOM

22.60% %	of	OOM	in	total	internal	mistakes

Improved	condition:
9492 Internal	mistakes
1209 OOM

12.74% %	of	OOM	in	total	internal	mistakes
Effect	of	a	50%	reduction	in	OOM	on	total	internal	mistakes:

11.30%

128 Total	Code	Reds
11.30% Improvement	in	internal	mistakes

14 Reduced
114 Expected	Code	Reds	for	2013	holidays

The	effect	of	this	improvement	can	be	estimated	as	follows:
Confirm	what	the	effect	of	achieving	this	target	would	mean	for	the	overall	problem.

We	can	do	the	same	exercise	for	Code	Reds	by	taking	this	a	step	further,	as	follows:

Etc. 
Etc. 

Etc. 
Etc. 
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�‡Used mostly by top management (who 

tried to push others to use it)  

�‡No appeal to front liners  

�‡No ownership  

�‡Grueling experience  

�‡Never took hold  


