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A lot of the improvement that we’ve talked about this month has been proactive, talking about 
procedures and processes as well as improving your company. Today, we’re going to work on  

reactive improvement. 

Reactive = Something Broke and Needs to be Fixed

Eric’s Earl’s Example:

If a customer at Earl’s is a regular, they may be given a special Green card with a discount to use at their next 
meal. If a customer has a bad experience, however, they may be given a Red card with the same discount. 

This is part of the restaurant’s reactive process to ensure that they correct a problem for their client. The next 
time that customer goes to any Earl’s restaurant, the hostess immediately knows to give that customer the 
best server and highest quality service to make them happy.

Eric’s Apple Example:

Eric’s Apple product broke while in a different country and they were unable to react to his dilemma. They 
said they could text him when they had an appointment available...but he didn’t have a phone to text! When 
they did get to him, their processes were so inefficient and illogical that they could not replace his phone at 
all. He became an unhappy customer. They never repaired their processes and lost the respect of a customer 
permanently as a result. 

ERIC’S PHONE 
breaks in Europe

STORE 
could not accommodate 

his schedule

→ Store offers to text him 
when available

ERIC
Tries to get 

appointment to 
fix phone 

STORE 
 inventory system so 
confusing that they 

wanted to ship a phone 
from America instead
 of selling a phone in 

that store

→ Process did not fix 
problem for customer

ERIC 
has no phone 

to text! 

CUSTOMER 
FRUSTRATED

→eventually gets 
appointment 

CUSTOMER 
UNHAPPY

→ Process 
never fixed

 CUSTOMER 
LOST

CUSTOMER
 goes to restaurant 

 RESTAURANT 
fixes problem by 

correcting food order and 
giving them a Red Card 

with discount 

BAD 
EXPERIENCE

CUSTOMER
goes to 

restaurant again

HOSTESS
sees Red Card 

and knows 
special process

CUSTOMER
gets best 

treatment

HAPPY 
CUSTOMER!
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How to REACT: 

1. Create a log for incidents  

a. All incidents should have an incident number 

b. Will be called a “NON-CONFORMANCE” 

2. Get the issue or product fixed/repaired by someone  

3. Next, audit this process to make sure that it was actually fixed

4. Once a month, look at all the non-conformances for the month  

a. Look for trends and problems with the business

5. Fix your processes!

Homework

Look at 3 times in the last year that a process has broken and run it through the steps outlined above. 

Template example:

Title:  of broken process or non-conformance # (incident number)

Document what was broken:

Document who was affected by it:

Document the fix:

Check to confirm that it got fixed:

Look at how you can improve your systems and procedures so it doesn’t happen again.
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Notes:


