


“If  you don’t know where you’re going, any road  
will get you there. If  you don’t  care where you are,  
then you’re not lost.” – Lewis Carroll

	 It is impossible to accurately estimate the value of  the effor t an organisation 

invests in strategic marketing. Gross margin is the primary driver for recovering 

this investment.

	 Our experience is that the first and second line Supervisors who directly 

influence the cost of  production (and hence gross margin) are seldom given 

adequate tools to ensure that they will be effective and successful in their role.

Role of  the Supervisor

	 No matter how good the business strategy, or how well communicated it is, the 

‘rubber hits the road’ at the business process level. The role of  the Supervisor 

is to ensure that the correct mix of  process inputs is used and that the output 

meets a predefined specification of  cost, quality and service.

The Problem: Supervisors Don’t Supervise

	 It is unusual to find a Supervisor who has been taught how to supervise. 

They are often promoted from the shop floor because they were an excellent 

operator, assuming that because they were a good worker they’ll be a good 

Supervisor. But when the pressure comes on these operators fall back on 

their operational skills and start working in the very business process they are 

supposed to be supervising. The result is often poor service, excessive cost, 

frustrated staff and increased risk.

The ‘Management Process’ 

	 While a business process will differ by company and depar tment, the 

Management Process remains the same for all companies, all processes, and 

the Supervisor is an instrumental par t of  the management team. The process 

of  management has 7 steps as shown below.

‘Scheduling’ links the Business & the Management processes together

	 Scheduling is the formal trigger for the business process and is therefore 

the trigger that will cause costs to be incurred and revenue to be generated. 

Scheduling will happen anyway, whether it is formalised or not, but when it is 

‘informal’ there is no guarantee that the process will achieve any of  its intended 

SLAs, KPIs, goals or objectives.

	 Our experience is that Balanced Scorecard-type projects focus on Forecasting, 

Measuring and Repor ting and skip Scheduling, therefore breaking the link 

between the business process and the ‘Management Process’.

	 The only difference between Managers and Supervisors is the time horizon 

they are managing. For Supervisors the horizon is normally 1 day or less. 

Managing such a shor t period of  time requires adherence to the principle of  

‘Shor t Interval Control’.

Short Interval Control (SIC)

	 ‘Short Interval Control’ is measuring the process at a suitable time interval 

that allows the Supervisor to take action on any operational variance before the 

variance causes customer promises to be broken and/or increased operational 

costs, as shown in the line graph.

Short Interval Control for Effective Supervision

	 We use a supervisory tool called a ‘Daily Process Control’. Here’s how it works.  

There is a Scheduled volume of  800 forms to be processed for 

the day (yellow cell), and the Supervisor needs a clear floor within 

8hrs (pink cell) if  his SLA is to be maintained. The Work Standard 

is about 2 minutes per form (blue cell), plus an allowance for an 

85% Productivity Factor. The Daily Process Control is set up for 

intervals of  1hr, ie. the Supervisor will run the process and check 

hourly if  production is on track.

	 The Daily Process Control recommends (‘Plan’) that 4 workers 

are required to process a volume of  100 forms each and every 

hour for 8hrs (green cells). At 9am the Supervisor ‘Measures’ (Actual) that only 75 forms have been processed, a 

Variance of  -25, because only 3 workers were available (white cells). The Supervisor realises that if  left unchecked, the 

daily SLA will be missed, since his process will be following the red line in the graph. He takes action (Control) at this 

interval point by allocating 2 additional workers for period 2. After taking a second ‘Measure’ at 10am, the Supervisor 

sees he’s processed the required volume for the second interval and caught up the -25 backlog. The ‘Cumulative Totals’ 

columns (lavender cells) show he’s now back on track to meet his end of  day SLA, as per the green line in the graph.

	 He has used the technique of  Shor t Interval Control and the organization is now formally executing its strategic 

marketing plan.

How Synoptic Can Assist You

We will;

1.	Train your Supervisors in the principles of Short Interval Control.

2.	Work with the Supervisors to build and implement a suitable Daily Process Control.

3.	Mentor the Supervisors and their team to assist them through the change journey.

Achieve between 10% and 40% reduction in direct costs.

Measure

Day-to-day transactional (business) processes

321

Supervisor John Smith Period 1 2 Cumulative 
Totals

Date Today’s Shift Time 8am-9am 9am-10am Total 
Vol FTE

Unit of  Meas. Parameters Vol Heads Vol Heads

Application 
Forms

Work Std (min/unit) 2.0 Scheduled Volume 800 Plan 100 4.0 100 4.0 200 8.0

Min Period Reqd. 8.0 Actual 75 3.0 125 5.0 200 8.0

Productivity Fac. 85% Desired Time (hrs) 8 Var -25 -1.0 25 1.0 0 0.0

The role of the Manager can be reduced to The role of the Supervisor can be reduced to

Understand (Forecast) what demand there is for 
the process

Allocate (Schedule) those resources as effectively as 
possible to do the work

Determine (Plan) the resources required to meet 
that demand

Measure the outputs of  the process for a specific area

Aggregate measures from multiple work areas Control the variances to Schedule

Take Action to adjust planning as required Report to senior managementSchedule

Repor t

Examples

Food processing 
companies –  
cost reduction

Financial services – cash 
Inventory Management

Logistics – warehousing 
Service Level 
management

Cellular telco – call 
centre service level and 
efficiency improvement

Manufacturing, mining, 
continuous processing 

companies –  
cost reduction

Marketing research –  
data processing efficiency

Mortgage originator –  
cost reduction

Power utility –  
maintenance management

Volunteer association –  
customer service 

improvement

the process of 
management

Plan

In simple terms...
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