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Overview

A daily operations huddle and root-cause method that replaces anecdote-driven firefighting

with a repeatable data loop — detect, diagnose, decide, do — built for shift supervisors and

plant leaders.

How is this different from a standard shift-change or status huddle?

A status huddle reports what happened; the 4D loop requires ending with a named decision,
an owner, and a deadline logged in writing. The difference is small in format but large in
outcome — status huddles rarely change what the next shift actually does.

What if our data isn't real-time — we only get reports the next day?

Start with whatever cadence you have; a huddle built around yesterday's numbers is still far
better than one built on anecdote. As the habit takes hold, use the decision log's gaps to

make the business case for faster data access.

How do we stop the huddle from creeping past ten minutes?

Enforce the three-metric cap without exception and move any deeper discussion to the
weekly root-cause session instead of the daily huddle — most creep happens because a
legitimate but bigger issue gets debated live instead of parked for later.

Who should own the decision log?
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Rotate ownership with the shift lead role rather than assigning it permanently to one person
— this keeps the log from becoming "someone else's paperwork" and ensures every
supervisor develops the habit of writing down decisions, not just making them.

How do we know if the pilot is actually working before the four weeks are up?

Watch the decision log's follow-through rate, not the headline metric — if logged decisions
are consistently being closed out by their deadline within the first two weeks, the habit is

taking hold even before the underlying performance metric fully moves.

{ "@context": "https://schema.org", "@type": "FAQPage", "mainEntity": [ { "@type":
"Question", "name": "How is this different from a standard shift-change or status huddle?",
"acceptedAnswer": { "@type": "Answer", "text": "A status huddle reports what happened;
the 4D loop requires ending with a named decision, an owner, and a deadline logged in
writing. The difference is small in format but large in outcome — status huddles rarely
change what the next shift actually does." } }, { "@type": "Question", "name": "What if our
data isn't real-time — we only get reports the next day?", "acceptedAnswer": { "@type":
"Answer", "text": "Start with whatever cadence you have; a huddle built around yesterday's
numbers is still far better than one built on anecdote. As the habit takes hold, use the
decision log's gaps to make the business case for faster data access." } }, { "@type":
"Question", "name": "How do we stop the huddle from creeping past ten minutes?",
"acceptedAnswer": { "@type": "Answer", "text": "Enforce the three-metric cap without
exception and move any deeper discussion to the weekly root-cause session instead of the
daily huddle — most creep happens because a legitimate but bigger issue gets debated live
instead of parked for later." } }, { "@type": "Question", "name": "Who should own the
decision log?", "acceptedAnswer": { "@type": "Answer", "text": "Rotate ownership with the
shift lead role rather than assigning it permanently to one person — this keeps the log from
becoming \"someone else's paperwork\" and ensures every supervisor develops the habit
of writing down decisions, not just making them." } }, { "@type": "Question", "name": "How
do we know if the pilot is actually working before the four weeks are up?",
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"acceptedAnswer": { "@type": "Answer", "text": "Watch the decision log's follow-through
rate, not the headline metric — if logged decisions are consistently being closed out by their
deadline within the first two weeks, the habit is taking hold even before the underlying
performance metric fully moves." } } 1}
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Mithun A. Sridharan
I'm Mithun A. Sridharan, Founder of this website - Think Insights - on Strategy, Management

Consulting, Leadership, Digital Transformation, and Data Literacy. Follow me on social
media or connect with me on LinkedIn for updates.
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