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Moving mountains in small steps

For two years, TUl Mordic has been imple-
menting Blue Lean. With this form of process
optimisation, employees take problem-solving
into their own hands. Tour operator Fritids-
resor was impressod with the success of

Blue Lean after a pilot project in the Quality
Development and Claims Department. Pro-
cess time for customer enquiries was reduced
by 50 per cent. Review of another 7 process-
es followed with more learnings for the
organisation. After a management workshop
with the top 100 managers in Mordic in May,
there are already another 20 further projects
in the pipeline. TUltimes International inves-
tigated what lies behind this success.

“It was clear to us
that if we wanted to
reach our goals and
still be successful in
2010, we would have
o work differently,”
says Henrilk Maorlin,
Director of Financas
and in charge of the
strategsy Cosls and
Efficiency, describing
how the project be-
gan, In the search for
naw elliciency mea-
sures, TUI Mordic discovered, in 2005, the campany Lean Concept
which had specialised in adapting the Lean concept, developed by
car-maker Toyola, for the services industry. The principle was con-
vincing — instead of an external consultant or boss determining the
measures, it is the employees thamsahes who analyse workflow and
disturbance factors and then develop oplimised processes. The goal
being lo reduce the number of wark steps and people invalved in
warkflow, minimise waiting time and make sure that the right infor-
mation gets to the intended person as seon as possible

The test took place in the Quality Development and Claims Depart-
ment at Fritidsresor. Here the prablem was that response and process
times For custemer enguiries and claims were far loo long, Therese
Siderlund, meanwhile a Blue Lean coach, experienced the introduc-
tion of Blue Lean right from the start, "First we focused on the needs
of our customers, then we identified disturbance factors and elimi-
nated therm — all in very small steps. We stopped, for example, print-
ing oul and filing e-mail claims. Instead, these were made digitally
available to all colleagues invalved. This saved time in filing and we

no longer needed to look for information in fles,” explains Therese,
describing a small change which had a great effect. The change pro-
cess also gained momentum with the decision to break free from rigid
work distribution. “We used to distribute work according to destina-
Licns. This aften made waiting times for customers longer if there
were many camplaints in their destination. Mow, all enguiries are
strictly processed according to the 'first in first out’ principle so that
waiting time is the same for all custemers.”

What these and other measures achioved was, even for TUI Nordic,
guite overwhelming, Process time for claims was reduced by 50 per
cent and response time Lo customer enguiries reduced from seven

Hard work: For the Blue Lean analysis
all work flows hove to be seperoted into

Blue Lean experts from TU Mordic:
Therese Sdderfund, Quality Development
ond Claims Department, and Henrik
Naorlin, Director of Finances,

' | TUI Nordic implements Blue Lean for process optimisation

Sty IespReL R Sipgle s leps weeks to an average of 15 days,

Henrik Morlin believes in the princple
of personal responsibility: "IF external
consultants or managers consider
new strategies, they often go beyond
the employees and are mel with resis-
tance. With Bluue Lean, on the other
hand, it is the employees themselves who develop a solution in a
taam and this within three days and without superiors,

Blue Lesn coaches help, as advisors, in implementation. &ler three
manths, they select, together with the team members, a colleague
wiho will ensure that the group continues to fallow the Blue Lean
stratepy, After the pilot project in the Quality Development and
Claims Department, other departments such as accounts and booking
system project managers, also noted success, Therese Saderiund:
"Chyr secret? Achieve a big goal insmall, measurable steps. Avaid
questions such as, 'How can we be more efficient in Guality Develop-
rent and Claims' and, instead, ask, How can we reduce pracess time
by 50 per cent and still keep & high customer qualily’”

Do you want to find out more about Blue Lean? Then contact

therese.soderlund@fritidsresorse
www. Leanconcepts.cu

= Ta start with, emplovees should work with external trainers who
pass on their expartise to employees who then become internal
Blue Lean coaches.

« TUI Merdic staff rmust first work on 8t least two projects before
they can become a Blue Lean coach.

= In principle, the search for selutions is mare task than depart-
ment arientated. Co-operations which cross structural bounda-
fies 2ase sUCCess,

* Support of top management is essential for Blue Lean to work
and for staff decisions to be respected.



" " https://intuition.tui.com




