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Presenter Notes
Presentation Notes
Welcome Learners to class and introduce yourself.
Ask Learners to complete quick pre-class survey.
Ask: What is an inefficiency in the world that bothers you?
Have Learners respond in the chat (vILT) or call out (ILT).
Once Learners have responded, connect the question to class topic.
 
All of us participate in processes every single day—in the way we perform our work, in how we operate on the road, and even in how we check out at the grocery store! And while the processes we engage in can vary widely, you likely notice inefficiencies when you see them. 
 
Today, we’ll talk about how to identify opportunities for process improvement and a framework you can use to analyze and evaluate process changes. And speaking of processes, let’s quickly review some safety and security details for today’s class!
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Severe Employee
Weather Wellbeing

Stay weather aware and Safety is a priority, in the event of
monitor conditions in your an emergency, respond!
immediate area.

Earthquake

Remain in place and evacuate
when it's safe to move.

No penalty for leaving due to

Seek shelter, as necessary. an emergency event.
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Active Assailant
Run | Hide | Fight

Accountability

Inform your instructor and
Leader of the situation
(if possible).

Inform your Leadership of your
status during and after the
emergency is over.

e
X
Evacuation

Know how to get out and where
to gather following an
evacuation.

What to Know

Know your current address
or physical location, and
emergency contact information.

Know your evacuation routes,
where to gather

for evacuations, and severe
weather shelter areas.



Presenter Notes
Presentation Notes
Quickly review information on the slide.
For vILT, only note something like...
 
Safety is our number one priority. We are in a virtual environment today. If there is an emergency event and you must leave class early, please follow the safety guidelines of your location and email us once safe.  



Expectations

Commit to this class fully



Presenter Notes
Presentation Notes
Share expectations with the class. Click to reveal each.
 
To get us through the content and make the most out of our time together, we expect a few things from you:
Be fully present: Limit distractions and truly center on the People who are in class with you today through active listening.
Participate: Engage in discussion to your comfort level and make your voice heard; **Facilitator should use this time to explain Teams functionality.
Be respectful.
Commit to this class fully: Make the most of your time here and commit to using what you learn today.
 
Remind vILT Learners to keep cameras on if possible.
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Presenter Notes
Presentation Notes
Share the famous cocktail napkin as the beginning of the Southwest journey, then click to transition to a map visual. 
 
We’ll start today’s class with a simple concept: The famous cocktail napkin where Southwest history begins. At the time, the Company was nothing more than a business idea scratched on a flimsy napkin.
 
But a flimsy napkin did not turn into 120 destinations in 11 countries by chance. Disruption met Discipline. Innovation found Purpose. And Vision discovered Efficiency. 
 
It took a never-ending hunger to Improve Continuously, centered in our Vision to be the world’s most loved, most efficient, and most profitable airline. This hunger for improvement coupled with our Vision is how Southwest succeeds, and each of us is a critical part in that. 



Improve Consistently reviews processes or operations to find cost-saving
Core Competency P - opportunities; applies an efficiency-oriented approach to evaluate
Contlnuously the status quo and optimize, develop, or recommend enhancements.
Target Level : Target Behaviors

» Understands importance of improving efficiency related to Southwest's goals.

. Recognizes when a current way of work can be more

Foundational : efficient while delivering consistent or improved results.

+ Reviews area of own work for cost-saving opportunities.

Proficient Applies efficient practices to achieve measurable benefits._

Enhances existing methods to become more efficient.
Leads efficiency efforts and trains others in developing efficient solutions.
Collaborates with others to find cost-savings across departments or processes.

Advanced

Promotes a Culture of efficiency and innovation.-



Presenter Notes
Presentation Notes
Share the Improve Continuously Core Competency and click to highlight each behavior focus area for today’s class.
 
We will begin by discussing the Improve Continuously Core Competency and sharing some of the proficiencies we will be digging deeper into today. This class is not only a combination of Cohearts across Southwest, but also of lived experiences at work and beyond. 
 
If you are a non-contract Employee, you are only held accountable to the behaviors in your specific job level; you can speak with your Leader if you need more clarity of what is expected of you.
If you are a Coheart under a CBA, you are not held accountable for these in your performance, but they are helpful checkpoints in your growth and in understanding Southwest. 
If you'd like to learn more about your job level expectations, you can find this information under the performance category of your Workday profile.
 
Whether you're expected to be at proficiency level or not, that should not hinder you from striving to reach these target behaviors. For some it may feel like stretching, for others fine tuning or foundation building. 
 
Regardless of where you are at, we hope you can walk away with a stronger understanding of where you want to go and ideate how you can take ownership of that development.
 
For the purposes of today, we will take something out of all the proficiency levels, and they will serve as our agenda for the class. 
 
Note for Facilitator: Feel free to ask a Learner to read the competency definition to increase engagement, then you can cover the behavior focus areas. 
 
The Improve Continuously Core Competency is defined as:
Consistently reviews processes or operations to find cost-saving opportunities
Applies an efficiency-oriented approach to evaluate the status quo and optimize, develop, or recommend enhancements
 
Behavior Focus Areas
Recognizes when a current way of work can be more efficient while delivering consistent or improved results (Foundational)
Applies efficient practices to achieve measurable benefits (Proficient)
Leads efficiency efforts and trains others in developing efficient solutions (Advanced)
Promotes a Culture of efficiency and innovation (Expert)



Identify

Improving as
a Continuous
Cycle

Assess

Improve
Contlnuously

Implement Clarify

& Design


Presenter Notes
Presentation Notes
Start with just the center circle of the cycle as you cover the below and note that this will be the structure of the class as you quickly click through to reveal each part of the wheel.

This class is grounded in theory; we have used research from both the Business Process Improvement and Continuous Process Improvement frameworks.
Both concepts recognize that you can always take something from good to great. 
If Maximizer is one of your CliftonStrengths, this probably comes very naturally to you.
“If it isn’t broken, don’t fix it” may be an ideology, but in a competing world of business, Customers, and time, process improvements help Southwest stay ahead of the game and keep us sharp.�
Improvement isn’t a linear process with a beginning and an end—it’s a continuous cycle. The Improve Continuously Wheel is a framework we can all use to consistently analyze processes and find ways to improve them. We’ll use the steps on this wheel to guide today’s agenda. 
 
As we go through today, you may look at things that feel self-explanatory, but it’s a muscle that needs to be flexed and stretched, and one way we are able to do that is through courses like this one. 


https://www.6sigma.us/process-improvement/continuous-process-improvement-cpi/

Identify Opportunity



Presenter Notes
Presentation Notes
Briefly introduce the next section.
 
Let’s start with the first step in the Improve Continuously Wheel: Identify Opportunity. 



Competency
Focus:

Recognizes when a current
way of work can be more
efficient while delivering
consistent or improved
results (Foundational)

Identify

How can we identify
opportunities for process
improvement?

Assess
Evaluate

Improve
Continuously

Clarify
Implement & Design



Presenter Notes
Presentation Notes
Provide a brief overview of this step in the cycle.  
 
We’ll begin with “Identify,” which is key to the foundational competency we just covered. Improving continuously can feel like a subjective task, but over the years, industry experts have attempted to find a method to the madness. If you start looking up process improvement theories, you’ll find so many that it might feel overwhelming to think about where to start! 



What are the signs that there
IS an opportunity to improve
something?

Learning in Action

Think about a process improvement opportunity

you saw or see but are not speaking up about... Wh at iS preve nt| ng you
from engaging?



Presenter Notes
Presentation Notes
Briefly introduce Learning in Action topic.
 
Let’s take a moment to think about how we spot an opportunity for improvement and what gets in the way of us being change agents. 
 
Click to reveal the discussion questions below and send Learners into breakout groups. Let them know that they don’t need to share the exact situation if they aren’t comfortable but instead can talk about the general themes.
For vILT: Share a .jpeg of the slide in the chat. Breakouts should be 4 People for 5 minutes.
For ILT: Send Learners to groups of 4 for 5 minutes to discuss the questions. 
 
Think about a process improvement opportunity you saw or see but are not speaking up about.
What are the signs that there is an opportunity to improve something?
What is preventing you from engaging?
 
We’re going to split up into smaller groups, so you can talk about the opportunities you’ve seen. It’s okay if you don’t feel comfortable sharing the exact situation—we are more so looking for general themes in this discussion. 
 
Once Learners come back from their breakout groups, use the next two slides to debrief the activity.



HOW DO WE
: SPOT A PROCESS e
Negative IMPROVEMENT Organizational

Customer OPPORTUNITY? Gridlock
Feedback

Reduced
Productivity

Project
Delays

Repeated
Mistakes



Presenter Notes
Presentation Notes
Ask: What did you all discuss as signs that signaled a need for process improvement? In other words, how did you know there may be something to solve for?
Once Learners have answered in the chat (vILT) or called out (ILT), click to reveal each sign. 
 
Let’s look at some of the key signs that a process improvement is needed.
Negative Customer Feedback: Customers comment that quality has deteriorated or that they had a problem with the service provided.
Reduced Productivity: Tasks take longer to complete than they did previously, or your Team’s performance is declining. 
Repeated Mistakes: Mistakes happen all the time, but repeated mistakes can signal a misunderstanding or inefficiency within the process. 
Project Delays: It’s important to take note when Teams fail to reach agreed-upon goals with regularity. 
Organizational Gridlock: Employees might express frustration over confusing processes or bottlenecks that prevent them from fulfilling their job responsibilities. 



Process Improvement Hurdles

Psychological Lack of Resistance
Safety Historical to Change

Q Context @

Resource Lacking Measurable Goals
Limitations and Sustainment



Presenter Notes
Presentation Notes
Ask: What did you all discuss as themes for what stops us from improving a process or speaking up about it? 
Ask Learners to answer in the chat (vILT) or call out (ILT). 
Once Learners have responded, click to walk through each item in a list of common hurdles.
 
There are many things that might prevent us from speaking up or improving a process:
Psychological safety—the freedom to speak up without fear of negative consequences
Lacking the historical context of how previous decisions were made or how the original process was implemented
Resistance to change
Limitations in resources
Failure to set goals, measure success, and ensure sustainability
 
When we’re aware of what may get in the way, we can think through how to spot an opportunity to improve something. 
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Scenario
Our Purpose: We Put the Heart in Hospitality
Our Charge: |dentify problems and opportunities
What We See:

« Jorge has noticed an increase in Customer Service line overflow at the airport.

 When kiosks don’t function properly/are difficult to navigate, Passengers seek
assistance from Customer Service Agents.

« This results in long wait times, increased Customer calls, and an overall negative
experience for travelers.

« Jorge recognizes that his People are frustrated, and their Customers are not happy.
It's time to step in.


Presenter Notes
Presentation Notes
Introduce scenario, clicking to reveal each item onscreen. 
 
Let’s transport ourselves to an alternate universe where we work for an airline called WN Air… 
 
We’re all on a Team, and our core purpose is to put the Heart in Hospitality. We’re all asked to act like owners—to be able to identify both problems and opportunities. 
 
Here’s what we see:
Jorge, a Customer Service Supervisor at the airline, has noticed an increase in the Customer Service line overflow at the airport. 
When kiosks don’t function properly/are difficult to navigate, Passengers seek assistance from Customer Service Agents. 
This results in long wait times, increased Customer calls, and an overall negative experience for travelers. 
Jorge recognizes that he needs to act. His People are frustrated, and their Customers aren’t happy. It’s time to step in. 
 
Note for Facilitator: Learners may be quick to jump to problem solving in this section; keep them focused on just identifying the issue and sharing why. If they jump ahead, ask them to pause and stay in this part of the Improve Continuously Wheel for now.



Scenario
Reflection

Identify

What issues is Jorge
identifying?

How do you know?



Presenter Notes
Presentation Notes
Now that we have identified an opportunity, it’s time to put our collective brains to work.

Ask:
What issues is Jorge identifying? 
How do you know?
Gather responses in the method most appropriate for your class. 
If Learners need guidance, while all indicators could work, highlight the following three:
Negative Customer Feedback: Customers are complaining, and we are receiving an influx of calls.
Reduced Productivity: The Team is having to manage more tasks, taking attention from other priorities.
Organizational Gridlock: Frustration from all impacted Employees because this issue is getting in the way of them fulfilling their job responsibilities.
 
Now ask: Can you have an opportunity for improvement that doesn’t stem from a problem?


Me

How | Show Up
Pride

Have a strong work ethic
Take initiative
Be accountable

Integrity
Act like an owner
Choose to do right

Be courageous

Humility
Don't take yourself too seriously
Keep perspective
Don't be a jerk

Values
We

How We Treat Each Other

Teamwork
Practice civility
Embrace Team over self
Be inclusive

Honesty
Speak up
Be transparent
Tell the truth

Service with LUV
Practice Hospitality
Live by The Golden Rule
Don’t be rude

Southwest

How Southwest Succeeds

Efficiency
Don't make the easy hard
Keep costs low
Stay agile

Discipline
Be safe
Be focused
Be reliable

Excellence
Get results
Win the right way
Kick tail



Presenter Notes
Presentation Notes
Close out this section by asking Learners what Values from the ME category can be helpful to lean on here and why.
 
Our ME Values encourage Pride, Integrity, and Humility. When it comes to our Improve Continuously Core Competency, that means acting like an owner and taking initiative when we see an opportunity to improve. It might take courage to speak up, but offering your perspective to others can go a long way when suggesting change.



Assess Opportunity



Presenter Notes
Presentation Notes
Briefly introduce the next section.
 
Once you’ve identified an opportunity, the next step is to assess it.



Competency
Focus:

Leads efficiency efforts
and trains others in
developing efficient
solutions (Advanced)

Evaluate

Implement

Identify

Improve
Continuously

Assess

How can we focus
attention to properly
assess the inefficiency
and reward of
addressing it?

Clarify
& Design


Presenter Notes
Presentation Notes
Briefly introduce the next section.
 
It might seem easy to identify inefficiencies in the world around us, but how do we know which of these present a real opportunity for improvement that is worth the effort it would take to implement it? 
 
When we focus our attention on the inefficiency itself and the reward of addressing it, we can start to think about what an improvement might look like. Having this ability is key to being able to lead efficiency efforts and help others develop solutions—an advanced behavior in this competency. 



How do we know
when to engage In

To be or not be? .
the improvement

process?



Presenter Notes
Presentation Notes
Briefly introduce the question: How do we know when to engage in the improvement process? 
 
We’ve been talking about things that get in the way of wanting to improve a process, but how do we even know if it’s worth spending our time and energy on the improvement? How do you typically decide when to engage?
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Scenario
Our Purpose: We Put the Heart in Hospitality
Our Charge: |dentify problems and opportunities
What We See:

« Jorge has noticed an increase in Customer Service line overflow at the airport.

*  When kiosks don’t function properly/are difficult to navigate, Passengers seek
assistance from Customer Service Agents.

« This results in long wait times, increased Customer calls, and an overall negative
experience for travelers.

« Jorge recognizes that his People are frustrated, and their Customers are not happy.
It's time to step in.


Presenter Notes
Presentation Notes
Recall “Identify Opportunity” scenario with Jorge. 
Ask: Is Jorge’s situation worth addressing? Why or why not?
Ask Learners to respond in the chat (vILT) or call out (ILT). 
 
When assessing an opportunity, we can start by thinking about what value the improvement would bring (plusses) compared to challenges it might present (risks). 
 
For vILT: Ask Learners to share the benefits of engaging, gather responses in the chat, and then ask about risks.
For ILT: Create flip charts for half of the group to discuss plusses and other half to discuss risks. Groups can be mixed for additional movement.
Highlight additional responses in Jorge’s scenario if Learners do not mention them:
Plusses: Removes stress from Employees, improves Customer satisfaction/revenue, protects brand reputation, higher productivity, safety, risk of repeated mistakes, trickledown effect of mistakes, etc.
Risks: Requires more People resources, Jorge may feel the situation is out of his control, lack of time, pre-exhaustion in navigating the bureaucracy and multiple stakeholders, etc.


Process Considerations

Safety Customer Impact Cost/Benefit Analysis
Prioritize Safety People-Centered Company Stay Low-Cost

@

Scope and Goals Schedule
Embrace Simplicity Stay Agile and Realistic



Presenter Notes
Presentation Notes
Showcase process considerations, clicking to reveal each as you walk through them.  
Note that the language here is pulled from our Values.
 
When determining whether to move forward with improving an opportunity, we need to consider certain factors. 
 
Safety
Prioritize safety first, and then consider all other factors.
A process improvement should never come at the cost of someone’s physical or emotional safety.
Determine if there are regulatory requirement implications.

Customer Impact
We are a People-centered Company, so prioritizing processes that impact our Customers (both internal and external) is important. 
Keep in mind that Herb would always say our People come first. “If you treat your Employees well, then they treat the Customers well, and that means your Customers come back and your Shareholders are happy.”
 
Cost/Benefit Analysis
Stay low-cost. 
Select processes that will require the least amount of resources with the highest reward.
 
Scope and Goals
Embrace simplicity by making sure goals are manageable and attainable. 
Don’t make the easy hard.
 
Schedule
Stay agile and realistic.
Select processes that you and your Team can address. 
 
Poll Learners: Which of these feels most important in Jorge’s situation?
Ask Learners to respond to the poll in the chat (vILT) or with a show of hands (ILT).



Gathering Information

How do we find the inefficiencies in a process?

Who should be involved? What information needs Why is this happening?
to be gathered?

Who will be impacted?
What questions do we ask?

What do we need to look out for?

What'’s at stake?



Presenter Notes
Presentation Notes
Briefly introduce the next topic.
 
Once we know we want to change something, it’s in our scope, and it won’t impact anyone’s physical or emotional safety, we then need to gather information about the current process to understand its inefficiencies.
 
Ask: How do we find the inefficiencies in the process?
Ask Learners to respond in the chat (vILT) or call out (ILT). 
Click to walk through the Who, What, and Why.
 
We could hold multiple classes on this part alone, but the simplest approach is to look at the Who, the What, and the Why. 
Who
Who should be involved?
Who will be impacted?
What
What information needs to be gathered? 
What questions do we ask?
What do we need to look out for?
What’s at stake?
Why
Why is this happening?
 
“Five Whys” is a common root cause analysis strategy that focuses on finding the underlying issue. It ensures alignment between the new solution and the challenges to address. 
 
Let’s see what that might look like in Jorge’s case… 



Define the Problem: Customer Service lines are overflowing
problem

Wr‘;y? Passengers are seeking additional assistance

Wﬁy? The self-service kiosks are malfunctioning

Wgy? Frequent technical issues and usability problems make them difficult to operate
Wﬁy? The kiosks are not user-friendly, causing frequent Customer confusion

EOOt —*M There is insufficient signage and resources provided to help navigate
ause . :
the kiosk effectively



Presenter Notes
Presentation Notes
Introduce the Five Whys visual and click to reveal the problem statement. 
 
Start by writing down the specific problem you have identified. Writing down the issue helps you formalize the problem and describe it completely. It also helps the Team focus on the same problem and highlights potential biases we may have in our perceptions of the problem. 
 
Jorge has identified that the Customer Service lines are overflowing.
 
Next, ask yourself why the problem happens and answer below the problem. 
 
So, why are Customer Service lines overflowing? 
 
Click to reveal the answer to the first Why.
 
Because Passengers are seeking additional assistance. 
 
If the answer you just provided doesn’t identify the root cause of the problem you wrote down in step one, ask “why” again and write that answer down. 
 
Why are Passengers seeking additional assistance? 
 
Click to reveal the answer to the second Why.
 
Because the self-service kiosks are malfunctioning. 
 
Why are the kiosks malfunctioning?
 
 Click to reveal the answer to the third Why.
 
Because there are frequent technical issues and usability problems that make them difficult to operate. 
 
Keep asking “why” until the Team is in agreement that the problem’s root cause is identified. Again, this may take fewer or more times than five whys. 
 
Why are the self-service kiosks difficult to operate? 
 
Click to reveal the answer to the fourth Why.
 
Because the kiosks are not user-friendly, which is causing frequent Customer confusion. 
 
Why are they not user-friendly?
 
Click to reveal the answer to the fifth Why.
 
Because there is insufficient signage, and not enough resources are provided to help People navigate the kiosk effectively. 
 
Click to show all information for the Five Whys exercise.
 
This is a great way to get to the root cause of the issue, but keep in mind that the Five Whys are meant to investigate with curiosity, not to assign blame. When we identify an opportunity for improvement, trust is critical to finding a solution. Placing blame corrodes trust and can lead to tribalism amongst the Team—shifting the focus to finger pointing wastes time and energy that could be spent finding a solution together.    



Learning in Action



Presenter Notes
Presentation Notes
Briefly introduce Learning in Action topic.
 
Now, let’s apply the Five Whys to our own lives.



Think about an issue or inefficiency that you
have observed...

What is your problem statement?
What is the “why”?



Presenter Notes
Presentation Notes
Introduce the question onscreen. 
 
Take a second to think about an issue or inefficiency you’ve observed—it could be an issue at home, at work…something in society. You will be sharing with a partner, so only write down something you’re comfortable discussing. The issue could be as small as the way the drive-through works at Chick-fil-A, or perhaps something greater and with more implications, like managing turn times.
 
Click to reveal the additional questions. Ask Learners to write down their problem statement.
 
We’re going to send you to a breakout room so you and your partners can explore the “why” together. 
 
For vILT: Share a .jpeg of the slide in the chat. Breakouts should be 4 People for 5 minutes.
For ILT: Send Learners to groups of 2 for 5 minutes to discuss the questions with a partner. 
When Learners return from breakout rooms, briefly ask them about their discussions and thank them for reflecting. 
 
Thank you for sharing and reflecting with your partner(s). Identifying issues in our own lives can be challenging—the roots of problems can be difficult to discover and can sometimes bring discomfort, but if we’re truly trying to solve for efficiency, we need to be able to identify the root cause. 
  
Note to Facilitator: There is no built-in break, but if you need one, offer it at this juncture.
 



Clarify & Design



Presenter Notes
Presentation Notes
Briefly introduce the next section.
 
Okay, so you have identified and assessed the opportunity—now it’s time to clarify and design the improvement.
 
Be sure to mention that the first step is taking your idea to others who can help you accomplish it and getting their buy-in. While we don’t have time to go into detail, convey that you are building a business case for your recommendations based on the work you did in the first two parts of the Improve Continuously Wheel.



Competency
Focus:

Applies efficient practices
to achieve measurable
benefits (Proficient)

Evaluate

Implement

Identify

Improve
Continuously

Assess

Clarify
& Design
How can we establish key

metrics and enhance our
improvement idea?



Presenter Notes
Presentation Notes
Provide a brief overview of this step in the cycle.  
 
To be proficient in the Improve Continuously Core Competency, you must be able to apply efficient practices in a way that achieves measurable benefits. That means putting structure to what, at this point, might have just been a vague idea for a process improvement. 



Bringing the
ldea to Life

How can we take this dental
hygiene routine from good
to great?

What structure do we need?

Is there an alternative way to
do this?



Presenter Notes
Presentation Notes
Let’s look at something super simple, like our evening dental hygiene, to bring this to life.
 
Ask for a volunteer to walk everyone through their evening dental hygiene routine from start to finish in 30 seconds.
Ask:
How can we take our volunteer’s dental hygiene routine from good to great?
What structure do we need?
Can I get another volunteer to present our first volunteer with an alternative way of doing this?
 
This may be a funnier and comedic moment in the class, but the point is to essentially say that what just happened was a process improvement. A business case was built.
 
Close out by asking Learners: Is there only one way to get to a desired outcome?
The unique nature of all of this is that sometimes it can just be different ways of doing and seeing things, but it can also be a result of not aligning on our intended outcomes and the ways we measure success.
For some, success with dental hygiene means no cavities; for others, it may be improving their gum health or maybe just finding the time to floss.
To align on a process, we must align on how we measure success and be clear on the exact direction, step by step. 



Defining Our Metrics

How do we measure success?

Customer Experience Quality

What are other ways we measure success at Southwest?



Presenter Notes
Presentation Notes
Briefly discuss the need for key metrics and data-informed decision-making. 
 
Before we design our new process, we want to be able to establish key metrics and navigate data-informed decision-making techniques that ensure the improvement will be successful. 
 
Click to display question and ask: How do we measure success?
Walk through metrics, clicking to reveal each. 
 
We can measure success through four separate lenses, or metrics: 
Customer experience, quality, cost, and time. 
These metrics give us different ways that we can think about what success looks like, so we can more easily define our goals and intended impact. 
 
For example, if we are looking to improve Hospitality, we might focus on Customer experience, and if we want to decrease turn time, we will focus on time. For your dental health, it may be reducing expensive visits to the dentist—a cost call. The list of possible improvements goes on and on, but each can almost always be viewed through these four lenses.  
 
Tell Learners that you would love to hear from them and gather all the different ways we measure success depending on our role at Southwest and the Departments we represent. Click to reveal question.
Gather responses in the method most appropriate for your class. The goal is to show versatility. 
 
Think about what the metric looks like not only in your own role, but across the entire Company. 
What ways have you seen that we measure success in Customer experience, quality, cost, and time? 
For example, how do you measure Customer experience in your role at Southwest? Our Employee Experience Survey is one way that we measure this Customer experience internally, but what are other ways that Southwest does this?
 
Thank you for sharing. The metrics we just discussed are one way that we check in on our Key Performance Indicators. 



Key Performance
Indicators (KPlIs)

@ Relevant to the
organization’s goals

@ Measurable and quantifiable

@ Actionable
Timely
@ Easy to understand

and communicate



Presenter Notes
Presentation Notes
Introduce Key Performance Indicators, then click to reveal the list of KPIs. 
 
You can’t improve what you don’t measure. That’s where Key Performance Indicators, or KPIs, come in. Good KPIs should be relevant to the organization’s goals and should be measurable and quantifiable. They should be actionable, timely, and easy to understand and communicate. 
 
Ask Learners to share any experiences they may have with setting KPIs in their roles. What was the process like and what were important considerations made when designing the KPI? 
Depending on the energy of the group and time, you can also ask Learners to build a KPI for dental health together.
Ask Learners to answer in the chat (vILT) or call out (ILT). 
 
When we’re looking to continuously improve processes, KPIs are one way that we can determine whether the improvement we have applied is not only efficient but also brings measurable benefits to those impacted by the change. 
 
Facilitator Note: Emphasize that the Culture we want to maintain and strengthen at SWA is one where you don’t have to be a Leader to act like an owner. While we may not be involved in every decision, we can always ask questions to better understand the KPIs. We can also build KPIs for what is in our realm of control.



Implement Change



Presenter Notes
Presentation Notes
Briefly introduce the next section.
 
Now that you’ve designed the improvement, it’s time to implement the change. 



Competency
Focus:

Leads efficiency efforts

and trains others in
developing efficient
solutions (Advanced)

Promotes a Culture of
efficiency and innovation
(Expert)
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Improve
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improvement? & Design



Presenter Notes
Presentation Notes
Provide a brief overview of this step in the cycle.  
 
When we continuously look for opportunities and implement changes that drive process improvement, we promote a Culture of efficiency and innovation. 
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Presenter Notes
Presentation Notes
So, you’ve done everything you need to do, and you’ve got your process ready to go—time to launch!
 
Ask Learners to raise their hands if they have been on the receiving end of change. 
Have those who raised their hands drop a description of how they felt in the chat (vILT) or call out (ILT).
Ask Learners if anyone has led change, regardless of how large in scope, and have them drop descriptions.
This is an opportunity for empathy building; leading change can be as hard as navigating it, depending on the person and situation.
 
We all experience change differently, whether we chose the change or not, and our perceptions of it shape our reality. Sometimes when implementing a process, People move through the Change Curve quickly. However, it can be easy to overlook the impact an improvement or new process can have on those it affects. 
 
Understanding how we process change is critical to getting buy-in and for long-term sustainability; it also so deeply connects with another Core Competency of ours, Demonstrate Adaptability. To increase our understanding, let’s look at the Change Curve.  
 
Walk through each stage of the Change Curve, clicking to reveal each stage.
 
Facilitator Note: Use an example to talk through each stage, helping Learners understand the change curve process. Choose a change that feels relatable to most Learners, such as the assigned seating initiative or any other relevant company changes.
 
Stage 1: Anticipation
Knowing or expecting that something is going to happen. This stage includes feelings of denial, anxiety, shock, and fear. 
 
Ask Learners to share any emotions that may surface during the Anticipation stage.
Ask Learners to answer in the chat (vILT) or call out (ILT). 
 
Additional responses for Facilitator if needed:
“Change? What change?”
“Can I cope?”
“What impact will this have?! How will it affect me?”
 
Stage 2: Letting Go
Facing the fact that things are different and letting go of the image of the future you wanted. This stage includes feelings of anger, frustration, and confusion. 
 
Facilitator Note: For next phases, omit asking the Learners to share in the chat if time does not allow.
 
Ask Learners to share emotions that may surface during the Letting Go stage.
Ask Learners to answer in the chat (vILT) or call out (ILT). 
 
Additional responses for Facilitator if needed:
“This is bigger than I thought!”
“This isn’t for me.”
 
Stage 3: Disorientation
Things are no longer what they were and not yet how they are going to be. This stage includes feelings of stress and approach-avoidance. 
 
Ask Learners to share emotions that may surface during the Disorientation stage.
Ask Learners to answer in the chat (vILT) or call out (ILT). 
 
Additional responses for Facilitator if needed:
“What does the future look like?”
“How do I fit into this change? I don’t know if I can do this.”
 
Stage 4: Reappraisal
Taking a new look at the situation and assessing options. This stage includes creativity, skepticism, and acceptance.
 
Ask Learners to share emotions that may surface during the Reappraisal stage.
Ask Learners to answer in the chat (vILT) or call out (ILT). 
 
Additional responses for Facilitator if needed:
“I don’t know if this will work, but it is what it is.”
“I think we can make this work if we...”
 
Stage 5: Recommitment
Reconnecting to a sense of purpose. This stage includes feelings of impatience, hope, energy, and enthusiasm. 
 
Ask Learners to share emotions that may surface during the Recommitment stage.
Ask Learners to answer in the chat (vILT) or call out (ILT). 
 
Additional responses for Facilitator if needed:
“This is gonna be tough, but we’ll make it work!”
“I can really see a change—let’s keep going! 
 
When we can empathize and understand the feelings that others are experiencing in the Change Curve, we can provide those affected with the right support.



Supporting Others Through Change
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Transition to a discussion of supporting others through the Change Curve. 
Be sure to note that you don’t always need to be leading the change to support those experiencing it.
 
As you lead the improvement process, there are key actions you can take to support your Cohearts through the five stages of the Change Curve. When we fall short of providing adequate support during times of change, it can negatively impact personal wellbeing and organizational health.
 
Walk through key actions for each change of the Change Curve. 
 
In the first stage, Anticipation, those impacted may have feelings of denial, anxiety, shock, and fear. 
 
Ask: What actions can we take to help others navigate or cope through this phase? 
Learners can drop answers in the chat (vILT) or call out (ILT). 
Once Learners have responded, reveal key action for Stage 1 in the chart. 
 
Communication is key in this stage. When People know or expect that something is going to happen but aren’t sure what the change looks like, emotions can run high. Communicating the information that you do have—and that there may be more to come if you don’t have all the details yet—can help ease the anxiety and fear that comes with change. 
 
During the next stage, Letting Go, People may have feelings of anger, frustration, and confusion.  
 
Ask: What actions can we take to help others navigate or cope through this phase?
Learners can drop answers in the chat (vILT) or call out (ILT). 
Once Learners have responded, reveal key action for Stage 2 in the chart. 
 
When your Cohearts are facing the fact that things will be different and letting go of the past, it is important to really listen to how they are feeling. Empathize with their frustration and answer questions they might have to alleviate confusion. 
 
Change can be disorienting! During the third phase of the Change Curve, People may feel stressed or have feelings of approach-avoidance. 
 
Ask: What actions can we take to help others navigate or cope through this phase? 
Learners can drop answers in the chat (vILT) or call out (ILT). 
Once Learners have responded, reveal key action for Stage 3 in the chart. 
 
When things aren’t like they used to be but aren’t quite how they are going to be, your Cohearts will be looking for direction. Offer clarity and guidance for those who are hesitant to help reduce the stress of the situation. 
 
Stage 4 of the Change Curve is Reappraisal, which may come with skepticism but also includes feelings of creativity and acceptance. 
 
Ask: What actions can we take to help others navigate or cope through this phase? 
Learners can drop answers in the chat (vILT) or call out (ILT). 
Once Learners have responded, reveal key action for Stage 4 in the chart. 
 
At this stage in the Change Curve, it’s important to engage with your Cohearts. Connect with them. Gather their input and ask for their perspective as they look at the situation with fresh eyes and start to assess the change. 
 
The final stage is Recommitment. During this stage it’s common to have feelings of impatience, hope, energy, and enthusiasm. 
 
Ask: What actions can we take to help others navigate or cope through this phase? 
Learners can drop answers in the chat (vILT) or call out (ILT). 
Once Learners have responded, reveal key action for Stage 5 in the chart. 
 
When People have an open line of communication, feel heard, and have direction, they can reconnect to a sense of purpose. Coach your Cohearts and foster a sense of hope and enthusiasm as they work through the change. When People are impatient, remind them that change takes time and positive results aren’t always immediate.  



Learning in Action



Presenter Notes
Presentation Notes
Briefly introduce Learning in Action topic.
 
Alright, time to put it all into action! Let’s revisit our WN Air example and practice how to handle change resistance. 



Change Management Practice

Jorge is leading a process improvement initiative on his Team to
improve kiosk signage by clarifying instructions, adding
multilingual support, and conducting regular maintenance checks.
Natasha, a Team Member, is struggling with the changes of this
new process. She feels overwhelmed by the additional
responsibilities and how they will affect her. Natasha sees
potential benefits from the changes but is hesitant to fully engage
due to her concerns about the feasibility of the new process. As
the changes are rolled out, Natasha’s uncertainty is growing, and
she is finding it difficult to navigate the shift in her responsibilities.

« What stage is Natasha experiencing in the Change Curve? How can Jorge support her?

* When reflecting on your own experiences, how can you apply what you learned as you
process or support others through change?



Presenter Notes
Presentation Notes
Start by explaining the logistics of the activity to the Learners, clicking to reveal each item onscreen. 
 
In a moment, we will go into breakout rooms of four. In the breakout room, you will read the scenario of how Jorge and his Team are processing the new changes. Your group will discuss the following questions:
What stage is Natasha experiencing in the Change Curve? How can Jorge support her?
When reflecting on your own experiences, how can you apply what you learned as you process or support others through change?
 
Allow the Learners 7 minutes to complete the practice activity.
For vILT: Share a .jpeg of the slide in the chat. 
For ILT: Send Learners to their groups for 7 minutes to complete the practice activity. 
When time is up, bring the class back together to debrief.
 



Breakout Debrief

* What stage is Natasha
experiencing in the Change
Curve”? How can Jorge
support her?

* When reflecting on your own
experiences, how can you
apply what you learned as
you process or support others
through change?
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Presentation Notes
Read each question and discuss with the Learners. 
Questions:
What stage is Natasha experiencing in the Change Curve?
Natasha is mostly in the Disorientation stage.
How can Jorge support Natasha through the changes?
Provide clear direction, communicate, validate, and normalize!
When reflecting on your own experiences, how can you apply what you learned as you process or support others through change?



Rollout Communication Checklist

@ Communicate: Communicate the change to involved parties

@ Educate: Familiarize People with the new process
@ Test: Test informal and formal processes accordingly

@ Implement: Establish a launch date and continuously communicate

@ Retire & Sustain: Retire irrelevant processes and sustain what you've built
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Presentation Notes
Discuss the importance of communication to effective implementation. 
 
When we are communicating changes, it’s easy to focus only on the cost and time savings. But an effective rollout requires a focus on the People affected by the improvement. Clear communication, feedback, and training are key to smooth implementation. 
 
Walk through the checklist, clicking to reveal each item. 
 
Here is a checklist to make sure you can hold yourself accountable. 
Communicate: Communicate the change to all involved parties. 
Educate: Educate and familiarize People with the new process. Establish a training plan for formal processes. 
Test: Test formal processes using a pilot program. Test informal processes with the Teams that are impacted. 
Implement: Establish a launch date and communicate throughout the implementation.
Sustain & Retire: Retire old processes that are no longer relevant or used. Remove out-of-date terms, equipment, forms, signage, etc. Shift attention to sustaining what you have built.
 
Ask Learners to share any potential ‘watchouts’ for the different phases listed in the checklist. 
For vILT: Have Learners drop responses in the chat. 
For ILT: Have Learners turn to one another and discuss.  



Evaluate Value of Change
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Presentation Notes
Briefly introduce the next section.
 
Now that you’ve implemented your improvement, it’s time to see whether it was successful and how you can sustain your efforts!



Competency
Focus:

Recognizes when a current way
of work can be more efficient
while delivering consistent or
improved results (Foundational)

Applies efficient practices to
achieve measurable benefits
(Proficient)

Leads efficiency efforts and trains
others in developing efficient
solutions (Advanced)

Promotes a Culture of efficiency
and innovation (Expert)

Identify

Evaluate

Is the process
improvement meeting its
intended purpose?

Assess

Improve
Continuously

Clarify

Implement :
& Design
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Presentation Notes
Provide a brief overview of this step in the cycle.  
 
In order to improve continuously, we must ensure that the process improvement is working as intended. You can see here that this step brings together all of the Core Competency focus areas that we mentioned at the beginning of the day:
Recognizing when a current way of work can be more efficient while delivering consistent or improved results (Foundational)
Applying efficient practices to achieve measurable benefits (Proficient)
Leading efficiency efforts and training others in developing efficient solutions (Advanced)
Promoting a Culture of efficiency and innovation (Expert)



Evaluating Change

@ o

Compare data to Take action Track and
see if root cause and address evaluate for
IS addressed any gaps new metrics



Presenter Notes
Presentation Notes
Discuss the steps necessary to evaluate the change, clicking to reveal each item below.  
 
Once we’ve implemented and clearly communicated the changes, we need to gather data to evaluate the newly implemented process.
Measure new data and compare it to the old data. Ask yourself, “Is the new data addressing the root cause that we identified during the Assess phase?”
Take the action needed to address any gaps you find. 
Continue to track the process and evaluate whether it uncovers any new metrics. 



Building a Culture of Continuous Improvement

Me

How | Show Up
Pride

Have a strong work ethic
Take initiative
Be accountable

Integrity
Act like an owner
Choose to do right

Be courageous

Humility
Don't take yourself too seriously
Keep perspective
Don't be a jerk

Values
We

How We Treat Each Other

Teamwork
Practice civility
Embrace Team over self
Be inclusive

Honesty
Speak up
Be transparent
Tell the truth

Service with LUV
Practice Hospitality
Live by The Golden Rule
Don't be rude

Southwest

How Southwest Succeeds

Efficiency
Don't make the easy hard

Keep costs low

Stay agile

e
Discipline
Be safe
Be focused
Be reliable

Excellence
Get results

Win the right way
Kick tail
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Presentation Notes
Discuss a Culture of continuous improvement, clicking to display Values.   
 
Building a Culture of continuous improvement requires psychological safety; the shared belief that the Team is safe to take risks to voice their ideas and concerns, to speak up with questions, and to admit mistakes—all without the fear of negative consequences.
 
Click to highlight the Southwest Values.   
 
When we cultivate continuous improvement, we get results by achieving Excellence, we stay agile to improve Efficiency, and we demonstrate Discipline by maintaining Safety as our number one priority. 
 
We hope that today was a reminder that regardless of the position you hold at Southwest, we want you to feel empowered to help us make Southwest even better.



Improve Consistently reviews processes or operations to find cost-saving
Core Competency P - opportunities; applies an efficiency-oriented approach to evaluate
Contlnuously the status quo and optimize, develop, or recommend enhancements.
Target Level : Target Behaviors

» Understands importance of improving efficiency related to Southwest's goals.

. Recognizes when a current way of work can be more

Foundational : efficient while delivering consistent or improved results.

+ Reviews area of own work for cost-saving opportunities.

Proficient Applies efficient practices to achieve measurable benefits._

Enhances existing methods to become more efficient.
Leads efficiency efforts and trains others in developing efficient solutions.
Collaborates with others to find cost-savings across departments or processes.

Advanced

Promotes a Culture of efficiency and innovation.-
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Presentation Notes
Briefly introduce the next section.
 
With an Ownership Mindset I want you to take a look at where we started today—with our Improve Continuously Core Competency behaviors. 
 
Drop competency .jpeg in chat.
Ask Learners to pick one behavior they want to focus on as they Improve Continuously and if there’s a specific Value that will help them get there. They can jot down their thoughts on the Resource Guide received at the beginning of class. 
Ask for a few Learners to share by dropping in chat (vILT) or using a sticky note (ILT).
Allow the conversation to progress naturally, but guide Learners toward the key takeaways on next slide to close out. 



Key Takeaways

Recognizing the signs is key to identifying
process improvement opportunities

Drive efficiency by maintaining a cost-effective mindset to support
continuous improvement and achieve our Company Mission

Using a process improvement framework
helps us make data-informed decisions

Maintain a People-focus during the change management
phase of implementation



Presenter Notes
Presentation Notes
Walk through key takeaways.
Recognizing the signs is key to identifying process improvement opportunities.
Drive efficiency by maintaining a cost-effective mindset to support continuous improvement and achieve our Company Mission.
Using a process improvement framework helps us make data-informed decisions.
Maintain a People-focus during the change management phase of implementation.



THANK YOU!

=

Scan for survey
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Presentation Notes
Begin to wrap up course.

At the beginning of the day, we talked about our journey as a Company. We have a rich history of disruption, Discipline, innovation, and purpose. And while the opportunities we have to improve may have changed, it’s important to remember that leaning into this history and our Southwest Values will help us to cultivate a Culture of continuous improvement that remains centered in our Vision to be the world’s most loved, most efficient, and most profitable airline. 
 
Click to reveal QR code and thank the Learners for their time and participation.
Link to TM SharePoint and share QR code for survey.
Be sure to highlight next steps for RLD. 
 
Again, thank you all so much for your engagement and participation today. We hope the skills and behaviors of the Improve Continuously Core Competency can help you identify opportunities in your own roles, so that together we can commit to driving meaningful change throughout Southwest that improves the lives of all our Cohearts and Customers. 
 
I encourage you to take this last piece and put it in your phone or hang it somewhere to remind you of your commitment. Have a wonderful day!
 
Before they leave, there is one task for Learners to complete: the post-class survey. Also mention that for Leaders who are taking part in Recurrent Leadership Development, there is information coming after the survey about how they will receive credit for taking this course. 
Ask Learners to scan the code on the slide and take the post-class survey.
For vILT, drop the survey link in chat:
[PLACEHOLDER FOR LINK]
Once they complete the survey, Learners are free to leave unless they need the RLD credit information.
 
RLD Credit
Before wrapping up the class, explain that this course counts towards a Sprint credit in the Recurrent Leadership Development Program. The credit will only work for those that are assigned the RLD program. For ICs and non-RLD Leaders, no action is needed. They can leave, and they will get credit for the course.
[vILT]: Drop the sign-off link in the Microsoft Teams chat: 
RLD Credit [PLACEHOLDER]
[ILT]: Let Leaders know that the sign-off link and detailed instructions will be emailed to them after class.
The link will direct Leaders to the LMS log in page. After that, they will follow a few steps to sign off their Sprint completion.
Once completed, they will see the course credit along with the RLD Sprint credit reflected on their LMS Training Transcript.
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