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Abstract.  

The wide diffusion of the Lean Thinking philosophy has led different industries 

to improvements by analyzing their processes and identifying KPIs to monitor 

their performance, resulting in more notable importance to the KPIs results than 

the generation process. Waste appears in different environments, and the KPI 

monitoring process is no exception. The Lean approach within this area boosts 

the monitoring process, providing real-time analysis, allowing a better response 

time in corrective actions. This paper exhibits a continuous improvement project 

that successfully led to a significant reduction in KPI generation processing time. 

It relies on introducing a KPI dashboard, a digital tool for lean production. 
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1 Introduction 

The levels of globalization established in the modern area have set new rules for the 

business world. Dynamism and competitiveness of the current environment have driven 

customers’ needs for accuracy and quality in the continuously growing service sector 

[1], and not just in the manufacturing sector [2–5] leaving companies with small or no 

space for mistakes [6, 7]. 

 

Awareness of the status, feedbacks, and requirements of the customers represents a 

highly competitive advantage, as opposed to the older and traditionally seen scenario 

where problems are commonly identified in a later stage, resulting in limited and some-

what costly intervention options [8]. For this reason, after the undeniable success of 

Lean methodology in manufacturing and mass production activities [4, 9], the lean 

scope is spreading and reaching different industries and contexts [10–12]. Notwith-

standing the astonishing benefits of lean, many firms struggle to integrate, harmonize 

and sustain lean principles within the different lines of the organization [13], resulting 

in a slow pace of lean growth, and an unexploited range of opportunities and benefits 

that lean at strategic levels can provide. [2, 14]. 

 

The purpose of this article is to illustrate how an Italian company’s journey, through 

the application of a lean problem-solving methodology, could become closer to devel-

oping a just-in-time monitoring process. Through an empirical project, the applicability 
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of lean in the context of KPI monitoring activities through the A3 problem-solving 

methodology is represented, leading the company for just-in-time responses from the 

KPIs using the KPI dashboard and improving the relationship with the customers. 

 

2 The company XYZ 

XYZ is an Italian company with more than 70-years of leadership in the production of 

innovative solutions for the textile industry. As part of a multinational group, the com-

pany focuses on developing the sustainability of its processes and providing products 

with the lowest possible environmental impact, as well as additional services for cus-

tomers. The seeking for innovation and sustainability leads to extensive research tar-

geting a constant improvement on productivity and quality. Together with technologi-

cal excellence, the company highly relies on an extensive network of local agents, and 

sales services to bring the best experience to the customers. The presented paper ad-

dresses a project carried out in the offices of the company; the headquarter is based in 

the north of Italy with more than 300 employees. 

 

3 The case 

Part of the business of the company is related to the sale of services linked to its prod-

ucts. A portion of these services requires a presence on customers’ sites, called Field 

Services (FS). These services encompass not only the activities on the field but some 

back-office activities as well. In the last years, FS has been facing changes introducing 

SAP and CRM Salesforce to support the management. And recently, the company was 

required to move to Salesforce Lightning which is considered to start in the following 

months of the beginning of this project. The objective of the company is to provide 

high-quality products and services. 

 

FS directly affects relationships with customers and consequently their overall ex-

perience with the company. Therefore, it is of primary importance the ability of the 

company to monitor its FS activities. 

3.1 The problem 

XYZ uses a traditional feedback and control cycle in the FS process. The problem 

perceived and under investigation has been a long time that is necessary to obtain the 

KPIs needed to monitor the Field Service Process. This is negatively impacting the 

possibility to maintain an updated overview of the current situation, making them losing 

control. The company is currently monitoring 6 KPIs; by shortening this time and the 

effort that is necessary to have the KPIs, it would be possible to increase the frequency 

of calculation that, currently, is once per quarter. The company, knowing that the 
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process of formulating the KPIs takes more than four days in LT and 16 days in total 

workload continues postponing the creation until few days before the end of the quarter. 

Each week has its urgent tasks, and this eventually leads to the postponement and there-

fore became the new norm. However, this causes delays in understanding the situation 

and therefore the ability to uncover underlined problems and issues as customers started 

complaining and showed their concerns regarding some delays in the service and other 

peculiarities that we opted to omit due to privacy reasons. Surely, even with the current 

situation, it was possible to increase the frequency of KPI process formulation, but the 

concern was to spend the same duration each time. Therefore, the company asked the 

help of the Lean Excellence center at Politecnico di Milano to streamline the process, 

reduce its duration, and therefore allow for the increase of frequency.  Increasing the 

frequency of calculation would allow the company’s management to design timely and, 
therefore, more effective corrective actions, in case of arising problems, resulting in 

better overall performances. 

3.2  Current situation 

For understanding the current situation, two different measures were considered: the 

lead time (LT) and the workload (WL). The LT represents the time necessary to obtain 

the KPIs from the top management's request to the moment when the report is delivered. 

The WL considers the man-hours dedicated to the activities related to KPIs' computa-

tion, during the whole quarter. Even if the LT and the WL are correlated, by monitoring 

both parameters it would be possible to better highlight the improvements to the com-

pany. The computation of the KPIs relates to three macro-activities: data storage, pre-

computation, and actual computation. These activities allowed the calculation of the 

LT and WL. The results for the current situation were LT of 4.1 working days and WL 

value of 15.8 working days (1 working day equal to 8 hours). 

3.3 Target Definition 

The targets emerged from brainstorming sessions with the After-Sales department 

leading to a must-have goal of reducing the LT from 4.1 to 1.6 working days (60% 

reduction), and a reduction of WL from 15.8 to 9.5 working days (40% reduction). 

Additionally, a nice-to-have target is set as a reduction of LT from 4.1 to 0.8 working 

days (80% reduction), and a reduction of WL from 15.8 to 6.3 working days (60% 

reduction).  

3.4 Root Cause Analysis 

The Root Cause Analysis allowed understanding which was the main reasons that 

were triggering a long time to compute the KPIs of interest. The Ishikawa diagram, 

showed in Fig. 1, was the tool applied that gave structure to the symptoms, and the 5 

Whys method allowed us to go further in defining the root causes. Afterward, a Priority 

Matrix showed in Table 1, was designed and, through a Pareto Analysis with the 
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Marginal Increase method, the list of the A classes was drafted. Specifically, the A class 

root causes which have been tackled by the countermeasures were: 

• Functionalities Dispersed in Many Platforms: the functionalities needed to run the 

F.S. process were dispersed in several softwares; 

• Excel Files and Salesforce Cases Updated Occasionally: the software that was used 

to support the F.S. process was often not up to date; 

• High Complexity of Excel Files: Excel files that were used for KPIs computation 

were born for other purposes, resulting in high underlined complexity. 

 

  

Fig. 1. Ishikawa diagram integrated with 5 WHYs 

Table 1. Prioritization matrix of the root causes 
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3.5 Countermeasures 

Once the root causes have been defined, the next focus was the proposal of counter-

measures to address mainly the Class A root causes and to be implemented. Precisely, 

the countermeasures applied have been:  

• KPI dashboard: The team created a digitally-enabled KPI dashboard. Through ex-

ploiting all the possible functionalities provided by the implementation of the new 

platform, the system can store all data needed for the KPIs calculation; 

• Even if the reporting functionalities offered by Salesforce Lightning are very effec-

tive, usually the last steps still need to be performed in an Excel spreadsheet. There-

fore, for most of the KPIs, simplified Excel files were designed to execute those final 

activities; 

• Salesforce Reports: A new reporting system Salesforce Lightning that can be used 

to pre-aggregate data present in the platform;  

• Good Practice for Constant Case Closure: Office personnel every week should check 

all opened cases on F.S. Lightning and close the ones which are finished; 

• Dashboard to Monitor Open Cases: it is a visual tool to have a complete overview 

of the case interventions that are open at the time of the control.  

To have a better understanding of the countermeasures, an effort-benefit analysis was 

carried out. It’s important to underline that the countermeasures do not require addi-

tional costs for the company, since they are a consequence of complete exploitation of 

the Salesforce Lighting platform, usage of Excel, and good practices. 

Table 2. Evaluation table for countermeasures  

 

Impact/Effort LOW MEDIUM HIGH 

HIGH    

MEDIUM  Good Practice for Case 

Closure 

KPI dashboard 

LOW  SF reports; Open cases 

Dashboard 

 

 

 

For the application of the countermeasures, a simulation was run to assess the results 

that can be obtained after the Go-Live phase. Different people belonging to the After 

Sales department went through all the different phases of the Data Storage and KPIs 

computation, applying the countermeasures. Afterward, the average time for each per-

son (to perform each activity) and the average number of interventions per quarter (ex-

ecuted in 2019) were considered to obtain the final results. The whole simulation was 

executed in a test environment of F.S. Lightning, previously populated with specific 

data by the team. 
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3.6 Results Monitoring 

Based on the numbers obtained after the simulations performed, the achievements 

have been 96% reduction for LT (well beyond the Nice-to-Have target) and 48% re-

duction for WL (overcoming the Must-Have target, but not reaching the Nice-to-Have 

one, yet). These results will lead to a saving of 240 hours per year from monitoring 

activities. To achieve the predetermined Nice-to-Have target for the WL, further train-

ing of the personnel may be necessary. Higher expertise can be reached through the 

daily usage of the new functionalities of F.S Lightning. Additionally, a brief survey was 

submitted to understand the overall personnel’s perception of the new procedures. The 

new methodology has been positively perceived, obtaining 4.5 stars out of 5 on the 

overall satisfaction scale. The positive perception of the methodology will certainly 

play a key role in the implementation of F.S. Lightning and the application of the whole 

procedure to KPIs computation after the Go-Live phase. 

 

In the closing phase, some activities were performed to help to achieve the standard-

ization of the work allowing the improvements to last in the long term. Tutorial videos 

and a PDF guide have been made by the team to support the personnel in performing 

the activities. Tutorial videos will help the people by providing a complete explanation 

about how to insert data in F.S. Lightning and the PDF guide will precisely show the 

new procedure of KPIs calculation, step by step. 

 

4 Conclusion 

The practicality of lean in monitoring activities is still in discussion. In this sense, the 

present article intends to put under focus the applicability of the lean framework within 

this area and to provide a contribution in the field of knowledge through this case study. 

The company has reached an impressive reduction in lead time through the applica-

tion of lean principles in this improvement project. The A3 problem-solving tool is 

proven to be an effective lean methodology that would grasp the problem in its entirety 

to be able to solve it. In addition, applying such methodology and viewing its success 

allowed the company to welcome it and apply it in all of their successive projects. The 

outcomes of this successful story were shared with the top management and the per-

sonnel. Moreover, an environment of satisfaction was perceived by the direct actors on 

the monitoring activities, due to the countermeasures implemented and the guidelines 

for the sustainability of these measures. 

Furthermore, we introduced the KPI dashboard, a lean digital tool inside their oper-

ations. We showed the successful implementation and the usefulness of a simple digital 

tool to make the process even leaner by reducing non-value-added activities. 

Hence, this paper can be of great help to managers and area leaders to visualize how 

Lean approach can be successfully implemented in their organization, and to under-

stand the advantages and synergies that this could bring for the relationship with the 

customers. For the academicians and students, this article will bring an optic of appli-

cations of lean methodology outside the common productive environment. 
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