Picking a project: How tos. 
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Psychologists have found that behavior and attitude travel together. A change in attitude will normally result in a change of behavior, but attitudes can be difficult to change. Old atitudes are hardest to change. (p 257-8) If you change behavior, attitiude goes along with it. The mind will naturally bring attitude in line with behavior. This is pivotal and not generally known.

Can you say FEAR? 

Just Do It

Better to change behavior, it's far faster than trying to relaize change in understanding.  (Rip-cord and parachuting analogy)

Avoid the Immunization Effect 

Set up for a major success on the first try. Companies that have tried to change in the past and failed have an "immune response" when re-introduced to the concept. (Tried that once and it was a disaster-response). Usually the first attempt was poorly planned and executed but the blame is assigned to the idea rather than how it was implemented. Heigtened resistance is called the immunization effect. Very strong phenomenon. Don't try to win, shoot for unconditional surrender. (vaccination of previous tries)

Stack the Deck

Overpower a problem by selecting a small one and attack it with more resources than necessary to solve it. It's done by creating a small scale pilot project and doing everything to guarantee success. (Don't pick a typical problem to solve, but that's tempting to determine if the methods will work in real life because..) The goal is to achieve a successful first project which will build everyones confidence and give people practice with the concepts. It's to equip people with the skills to take on more difficult projects. Stack the deck for success. The project should not be a scientific real world experiment, but a "classroom" to build new skills in the company. Choose a solvable problem and overpower it.

Select the Right Pilot Project

1) To create success pick a project with a short duration. Not everything will go perfectly the first time, so you need a chance to do it again correctly and quickly.  The shorter the project, the faster the lesson and the value of the education. Immediate and direct application. 

2) Don't pick a project that will require "rescue" or is trivial, but don't pick something you can't win at even with old methods.

3) Pick a program before the specs or architecture is done. It couldn't have been started on any level and certainly not a project already in progress. May have to search a little to find a suitable idea and use a rough concept in the identification of concept stage 


Get the Right Leader

Have a good team leader (you), not perfect, just good. Volunteers are best. Explain it's importance of establishing new attitudes. Young newbies or seasoned vets are both good choices.

Teach the Team New Skills

Economic analysis! Good spec development (define the project) then put the team together.. Testing strategies need to focus on learning rapidly to reinforce the education. You need more than self-esteem building, but practical tools. (analogy of training fighter pilots without a cockpit simulator). Balance the soft skills with the hard technical ones that people need to do their jobs well. Good tools will help a team be self-managed (decision making can occur at a lower level). Leadership is nuturing new behavior.

Let the Team Run the Team

1) Don't control, facilitate (chapter 14). Inverted organization chart (not shown) with management resting on the bottom. Minimal administrative burden (paper work and meetings). Only full time players have the information to make good decisions, give them the responsibility and authority to do it. Resist their attempts to back delegate decisions. 

2) About mistakes. Realize this will generate a lot of mistakes, Perfect!. The goal is develop products quickly, not to avoid mistakes!  In fact, try to make as many mistakes quickly, not a few slowly. Mistakes are signs that point in the right direction. 

3) Team intervention by management (when it's proper)

a) When additional resources are needed or if another segment of the company is not coming through to help the team as required. This is more like going to bat for the team and interfacing with other departments. Important bcause team will feel like their success is being compromised by factors outside their control. 

b) Sometimes the team will find information during the process that suggests that the original goal is not possible or achievable.  Management should intervene to modify the target. This happens because rojects are often started with incomplete technical and market information and discovery can change the game plan in midstream. 

c) Management should not "binge" with their attentions to the team nor should they be hands-off by any means.  Frequent short contact shows management is serious enough that it deserves their time and involvement. This alone screams "importance".  Binge-ing is described a only a few large chunks of time as opposed to many short chunks of time allocated.  This reduces the time of problem identification and resolution. Mostly, it maximizes the symbolic importance of the project to everyone.

Search the Experience Base

Know the secret alliances that keep the company afloat and exploit them! Hidden in all companies are the raw materials and alliances for change. These also validate that business can be done differently because it has in the past. Validating the past examples of informal networking will show reluctant participants that this has happened before with no disastrous consequences which reduces fear.

Cloning the Process

Understand how people learn and retain information. Despite any protests to the contrary, people learn best when shown the task one on one. Studies conclusively show that it doesn’t' matter if the trainer/teacher is a Ph.D expert or an illiterate worker; the trainees learn equally well from any trainer provided the instruction is by direct contact. 

a) When the pilot project is nearly finished, start planning the next 2. When the next 2 are nearly through, plan the next 3 and so on. It's better to grow the new process incrementally than to implement a company wide policy overnight. With gradual growth, other employees are drawn into the new behaviors and learn from the previous project participants.

b) Incremental process growth will increase CONFIDENCE in everyone. Confidence is crucial. If people are diffident, they work more slowly and with more mistakes. Confidence is built by participating in successful projects.


When Do We Stop

Keep in mind that this model isn't appropriate for the entire organization in all situations. It's wise to realize the inherent wisdom of old, valuable skills and the new model should not replace this knowledge. Rather, work should be done according to appropriatness of the process and the work requiring completion. The goal is flexibility in an increasingly complicated world. Just as the old ways cannot solve today's complex problems, new methods cannot replace tried and true methods for the most basic problems inherent to any manufacturer.

The Use of Consultants

Using consultants requires careful consideration of motive. Some companies will use consultants to institute change because management is not willing to take a stand personally. In this scenario, the consultant is the change agent and the project may easily fail as management has not committed personally to the process. The Consultant becomes a scapegoat because others can intuitiively sense if management is not supportive and looking for a simplistic quick fix. I strongly believe a consultant is best used as a trainer and teacher, participating directly in the project and providing on-going leadership and guidance. Consultants can help a company reduce the learning curve, but be aware if you are using the consultant as the method of selling change in the company. 

Get Going

The faster you can develop your products and get your products to market, the more successful you'll be. As the skills become ingrained, your company will move faster still. It is inevitable to hit roadblocks, just remember to push the limits and use your creativity and those around you to overcome obstacles. That's the whole point.

Develop a worksheet for each step. Make references to previous issues and do brief re-cap

Costing sheet to determine how many styles need to be sold in order to make the cut. Designing with the end in mind

Production Planning Checklist

Designing with the end in mind is the first step to staying on track, to meet deadlines and control costs. This is a brief overview of the manufacturing process of any product.  These are:

1) Design Development & Planning

2) Pre-production "Tooling" 

3) Production

WORKSHEET OVER-ALL: Design Planning. The goal is to design a product that sells at a profit. 

1) WORKSHEET: Concept development 

a) Who will buy your products?

b) Why will they buy?

c) WHEN will they buy?

2) WORKSHEET: Style Development based on the concept.

a) Determine your actual production goal

i) No More than 10 styles max for start ups to actually produce and deliver.

3) WORKSHEET: Order sample fabrics (before completing sketches!) Design according to fabric

a) For twice as many products as you'll need 

i) If production goal is 10 items, order samples for 20 designs to start

4) WORKSHEET: Develop sketches based on:

a) Twice as many as needed for start-ups

5) WORKSHEET: Style Meeting to discuss the concepts.

a) Feedback on designs from pattern & sample makers (costs of development)

b) Decide which styles should be made into patterns

c) Discuss grading specs. 

6) WORKSHEET: Hire a Sales Rep

7) OVER-ALL WORKSHEET Assigning work 

a) WORKSHEET: Test the textiles!

i) Process a sample according to how the garment will be washed/dry cleaned

ii) WORKSHEET: Document the width and content of the piece goods.

b) Pattern maker organizes the order of style development 

i) Give them all of the sketches at once.

ii) They need the results of the fabric testings and swatches too.

c) Make first patterns, 

d) Sew and fit first prototypes using practice fabrics

e) WORKSHEET Weekly meetings to keep on track, discuss problems and critique work

8) Cut, sew and fit the final prototype from the sample fabric you intend to use. 

9) "Finalize" grading specs.

10) OVER-ALL WORKSHEET Cost the designs

i) Figure allocation

ii) Figure sewing costs

iii) Figure overhead & related costs

iv) Know how many items must sell in order to justify cutting the item.

11) OVER-ALL WORKSHEET “Weed” the line based on inputs from:

a) Production: Can the design be produced cost effectively?

b) Sales & Marketing: Will the item sell to the target market?

c) Management: Will the design be profitable?

i) Of the original 20 designs you planned, you should have only 12 or less remaining.

OVER-ALL WORKSHEET Pre-production “tooling”. This is your practice production run.

1) Order Fabrics & Inputs (if needed) for samples. Then:

a) Re-check the patterns for accuracy.

b) Make the markers for the samples.

2) WORKSHEET (CHECKLIST): Finalize the Market Launch

a) Work closely with the rep to make sure everything is organized and on schedule.

b) Swatch cards.

c) Size and grading specs

3) WORKSHEET  Cut the samples and sew them.

a) Keep detailed notes of sewing/pattern problems!

b) Inspect, tag and press the samples.

c) Ship samples to the reps.

4) CHECKLIST Present and sell the line at market.

a) If you don't attend the market, keep in close contact.

b) Strongly encourage the rep to provide feedback/commentary from potential customers.

c) WORKSHEET Provide forms for the rep to record comments, or write it down yourself. 

5) WORKSHEET (LINE ADOPTION)  Post Market Meeting

a) Meet with the rep for their advice on the styles. 

b) Some styles may need to be re-styled slightly, some will need to be dropped.

c) “Weed” the line, based on sales and responses from buyers.

d) Finalize the line for production.

6) WORKSHEET Prepare for production based on the orders taken at market (plus an allowance).

a) Calculate the quantity of fabrics needed to produce each style.

b) Organize a basic sewing time schedule for each design.

c) Compare the delivery date according to the schedule to order as late as possible.

d) Set a deadline by which date inputs must be ordered and on hand.

e) Order fabrics and inputs according to the sewing schedule.

i) Be prepared with a back up plan, some fabrics may arrive late or not at all.

ii) If a style must be changed (fabric dropped by the mill) tell your customers ASAP.

7) OVER-ALL WORKSHEET: Production

8) Patterns. Correct any problems from the sample run. 

a) Please do not grade these patterns yet!

9) WORKSHEET: As each fabrics arrives:

a) Test each fabric again. Compare content and width to what was ordered.

b) WORKSHEET: Do the final costing.

i) Based on the sewing costs (sewing schedule)

ii) Based on actual fabric and inputs costs as it may change from sampling.

(1) Make sure the costs and price are as projected 

(2) Last chance to drop a style if a previous costing error was made.

(3) Last chance to issue a price correction to buyers.

10) Now you can grade the patterns.

11) WORKSHEET: Make the markers 

a) The fabrics can be spread waiting for the final marker.

b) Cut fabrics and separate into bundles (according to sewing order)

12) Fuse (interface) all pieces that need it now.

13) Mark design detail placements (appliques etc)

14) Send readied bundles into the sewing lines.

15) Sew, finish, trim, inspect, package.

16) Enter units into inventory. 

17) Ship orders. 

Pt 2 Market. 

Until you go to market, you do not have a business. That’s right. I don’t care how many licenses and tax papers you have to prove the contrary. Market will determine whether you actually get to do what you want...at that time.

Why? Maybe nothing sells, this happens sometimes. This means you need to go back to the drawing board and re-do the product line because the ultimate goal is to produce a product at a profit. And it does no good to rant that buyers have such lousy taste that your goods weren’t selected. Taste has nothing to do with it. Buyers will buy what they think will sell. In other words, they buy products they think people like me will buy and we know I have lousy taste.

Conclusion: It hurts, it’s tough, don’t take it personally. Brush yourself off, and hop back on. Point is, because you didn’t do any of the things listed underneath Market, you’re still alive, spent some money, but not so much you got buried. I’ve known so many people who were sewing their lines in production before market. The line bombs and these people are out. Where do you think Family Bargain Center gets their stuff anyway? Now that is insult added to injury!

By the time you get to market, your line will have been costed (CM&T) using the form from Oct 96. So you know what it costs to produce each style. Secondly, having done salesmen’s samples has given you an accurate idea as to multi-unti production and fabric costs and the kind of set up you will need. Before you go to market you need to know:

· How many units of a given design needs to be sold in order to justify purchasing fabrics and allocating money to spend on grading, sewing, packaging and shipping. You Must have a target number! If the design doesn’t sell, don’t cut it.

· You need to be smart. Don’t take orders you can’t fill. This will RUIN your reputation before it starts. Again, you need a number, figure out how many you can reasonably produce and make on time delivery.

· Remember 2 more things. Dropping a style makes you look good, not bad! (July 96) This shows professionalism. Buyers hate it, but 

Decide first market entry This sets project deadline. 

Tasks are then prioritized according to schematic.

 Plan R and D phase.

Assign tasks, set deadlines for each.

Project Goal

Present a line at market

Options

  Hire project manager.

  Hire subcontractors to complete the project ( first market entry)

  Retain counsel to facilitate transition.

Drop project altogether

  Even though Noti has shown a line, Noti can “drop” it easily.  This may be an option it response is limited (timing is everything,) or if management decides they need more preparation.

It is extremely important to realize that in order to be “successful,” one must realize that they are NOT a designer nor an inventor; one is a SELLER.  You have designed a garment, but no matter how clever or ingenious it’s desigh it is doomed to fail unless you have a MARKET.  A  market will only sustain certain conditions, most importantly:

Who is your end customer?  The more description the better,  down to physical appearance, neighborhood, hobbies, habits...( not user, but final retail consumer.) Worksheet questions.

What do they want to buy?  Please note I said “want” not need.  It is difficult to sell something someone “needs.”  Customers but what they WANT.  That concept is clearly illustrated by this proposal as I stubbornly attempt to sell “needs” and not “wants.”

Does your product fit into their price range, lifestyle, age, and basic demography?

Why should they buy your product?  Why is it better then the competitors?

WHAT ARE YOU SELLING?  Look for the least obvious; is it image, prestige?

Design Development Worksheet:   Use this form to assist you in focusing your plan

Fill out a form for each design (make copies as needed for personal use only) 

Check the nouns that apply to your concept: (be honest, these are not value judgements)

Product Characteristics

A
B

Functional
Fun

Classic

Fad

Basic
Fashion

Year-round
Seasonal

Price:

Low
Mid
High

Sizing & Fit

Gender

Age Range

Body Type

