Chapter 8. Review and Summary
This book has laid out a seven-step process for personal improvement targeting exercise, dieting, and weight loss, as shown in Table 1.


	Table 1

	Seven Steps in Personal Improvement

	1. Put together a team of process owners

	2. Define your goals

	3. Define your relevant life processes

	4. Implement changes

	5. Gather data

	6. Engage in cycles of improvement

	7. Tell your story


This approach is systematic, evidence based, goal driven, shared, and tested. It uses the scientific method applied to changing the way we live. Similar methods have been used for decades in industry to improve product and service quality. This process uses the power of group support, process understanding, measurement, and sequential experimentation.

One of the most important axioms in industrial quality improvement is that a higher quality often costs less. In industry, doing it right the first time is cheaper than doing it wrong and having to do it all over again. Could weight control follow this example and save you money? Yes, and Table 2 shows how.


	Table 2

	Cost Savings Associated with Weight Control Efforts

	Activity
	Comment
	Estimated Savings (20 Years)

	Keep the thermostat at 53°
	Spot heat, targeting 
some rooms only; set the temperature to a higher setting for 
mornings and evenings if you like; your body will use 
more calories to stay warm)

	$35,000

	Mow lawn with push lawnmower, rake leaves instead of using a leaf blower
	A yard-care company does this for your neighbors—see cost at right
	$50,000

	Split logs and use a Franklin stove for heat
	Additional exercise by gathering firewood—trees and branches on the property
	$2,500

	Walk to work (at least part-way, combining this with public transit if necessary)
	No expenditure on parking place at work
	$25,000

	Shovel snow
	A man with a snowplow does this for your neighbors—see cost at right
	$12,500

	Climb stairs frequently
	Keep your computer in the basement, office on the second floor, and files in the attic
	N/A

	Clean own house
	The alternative is hiring a cleaning service—see cost at right
	$25,000

	Total savings over 20 years
	$120,000

	Invested $6,000 a year, earning 4% for 20 years—accumulated savings
	$178,000


As illustrated by Table 2, David saves money, exercises, and controls his weight. Over 20 years the savings can really add up. For him, it is too expensive not to exercise. Some of his neighbors pay for all of these services and they use the extra time to watch TV, play computer games, go to their fitness center, and worry about being overweight. David saves about $6,000 a year this way, which he invests at 4% interest. This results in savings of $178,000 at the end of that period.
Reviewing the Seven Steps
Let us now review the seven steps of personal improvement whose benefits are summed up above.
1. Tapping into group power
Social support and the encouragement of others can make a big difference. If John comes home from work and plans to eat three stalks of celery (zero calories) rather than his usual big bag of chips (don’t ask), it helps to get the whole family involved. Mary buys the celery and makes sure it is on the table when John comes in. The children come into the kitchen to greet their daddy and watch him eat. The calendar page where a plus is recorded for each celery day is on prominent display in the kitchen. At the dinner table later, there is a family discussion. Has daddy done well enough to be able to switch to carrots instead? Mary tells John he is looking more fit and handsome. In our terminology, the family is both a process owner and a buddy for John, changing his environment and encouraging him.
Note that most medical treatment does not use the power of group support, opting instead for one-on-one treatment and counseling. There are examples of patients with diabetes and hypertension drawing on this power by meeting in groups and creating a process for helping one another out. We think that treatment of chronic conditions would be more effective if patients became active participants in groups of people with similar conditions.

2. Defining your goal

Priorities matter. You may want to lose weight, but if your business has gone bankrupt, your husband wants a divorce, the mortgage is being foreclosed, and your brother is about to be sentenced to jail, this is not the time to focus on losing 10 pounds successfully. If there are more pressing problems in your life, focusing on those makes good sense. If your life is constantly filled with such crises, and more than a few people lead such lives, you may never get around to losing weight (unless stress causes weight loss for you). Losing weight has to be a priority. 

This is a problem for physicians who tell patients that the patients have high blood pressure, for example. The doctor asks the patient to take expensive medicine with side effects to lower it. Blood pressure control may not be on this patient’s priority list and the result is noncompliance—and of course, the doctor is frustrated. A better place to start might be with the patient’s priorities even though they may not be the same as the doctor's. Other problems may have to be resolved first.
3. Understanding the process of your life

The way you now lead your life is perfectly designed to give you exactly the weight you have now. Change that process and your weight will change. More time at the computer and in front of the TV, junk food constantly at hand and no exercise—and you too can gain weight like a lot of other Americans. Compare this to the Norwegian man who grew up in a rural farming family and walked three miles to school and three miles back. Only when the temperature was below 25°F was a ride allowed on the bus. This created habits that keep him thin 60 years later.
If you want to change your weight radically, you need to change radically the process of your life. Move out of your apartment with its elevator and into a fifth-floor apartment with no elevator (the rent will be cheaper as well), get a young dog that must be walked five times a day, change nothing else, and you will lose weight. Your dog could give you all the motivation you need; you would have no choice. Another good example of a fitness environment is the U.S. military. If you are an officer and do not maintain your (age-adjusted) level of weight and fitness, you will lose your job. It is easier to be fit when everyone you work with is exercising daily. The military has a very high, documented success rate in keeping its officers and enlisted men and women fit. Fitness is seen as not just a hobby but central to the mission of the military, so the goal is widely accepted.
4. Implementing change and holding on to the gain
“Stopping smoking is easy. I have done it dozens of times.” Motivation often goes just so far before relapse occurs. In process improvement in industry, “holding the gain” beyond the first burst of enthusiasm is often the hardest part. For this reason, system and environment change can have lasting results. We observe that it takes a real effort to start exercising, but for some people, after a while, exercising becomes a habit and failing to exercise hurts. Skipping exercise becomes uncomfortable. “I can’t stand sitting any longer. I just have to walk four miles to town and back.” When a person is at that point, holding on to the gain is easy.

5. Measuring progress
Measure your progress toward your goal. Measure it daily. Rapid feedback is much better if you want rapid change. Measuring means you are paying attention. Many people find measurement by itself changes behavior. For example, buy a pedometer (basic ones are not very expensive) and keep track of the number of miles you walk every day. Learn about your causes of variation. Plot the number of miles walked on a graph and create a run chart. Put this chart in a place where your roommates, family, or co-workers can see it—and talk to them about it.  Measurement brings accuracy and better understanding. This is why measurement is at the heart of the scientific method.  Pedometers are better than your guess but their accuracy is not perfect. One of the things you learn is that your measuring tools have their own built-in error. For example, blood pressure monitors have measurement error.
Change your diet and exercise and it takes a while to see a change in your weight. Because you want rapid feedback, you may wish to measure your diet and exercise every day as your primary measures. These are the things you are trying to change. You can see your success quickly with these process measures. This is just a broad statement—you should eventually know what the specific link is between these processes and your weight.
6. Following the scientific method: Cycles of improvement
Cycles of change are called Plan-Do-Study-Act (PDSA) cycles. Plan the change, do it, study the results, and if successful, act to hold the gains. Keep repeating this approach. Many small changes can add up to a large gain. You need to know what works and what is not helping. Does putting a water bottle in your knapsack reduce the number of soft drinks you buy from the vending machine? Design a study that would show whether this is true. Try it and inspect the results. Perhaps you will find that it does work when you remember to take the water bottle. Perhaps it makes no difference on Thursday because you work at another location that day. In short, you will gain systematic insight into your environment and how it influences your life and weight.
7. Telling your story

This is your way of keeping your process owners and buddies informed of your progress and your lapses. One way this is done is by using storyboards, which are described in Chapter 1. For a lot of people, the requirement to tell the story of their progress puts additional pressure on them to carry out their promises. Ideally, you should update your storyboard daily so others can follow your progress.

The Evidence: Does the Seven-Step Process Work?
In Chapter 2, the results of almost 200 personal improvement projects are summarized. Most of these projects relate to exercise and diet changes. These people are health-professions students taking a class. They did their projects as part of their class work. Their grade did not depend on whether they made an improvement. They just had to use the methods and try to improve their behavior. Most of them were successful. This way they learned that it is possible, but not easy, to change behavior. This knowledge will help them as they help their patients and clients to manage their hypertension, asthma, diabetes, weight, smoking, and stress.
When you are at the bookstore shopping for a new diet or exercise plan, ask yourself this question: Do they tell me, of the last 200 people who implemented this, how many succeeded? How many made a real lasting improvement? Be scientific. Demand proof—ask to see the evidence in support of claims.

Many diet and exercise programs tell you they have the answer. They tell you to drop other programs and buy their answer and product because theirs is the only right one. Not us. We think our approach can be used in conjunction with other popular diet or exercise programs. People have used our approach while participating in Weight Watchers® or following their fitness center’s program and found the benefits of group support, measurement, experimenting, and understanding the process of daily life useful. People have used our method to make sure they get to the fitness center regularly so they can follow their prescribed fitness routine. We ask you to be scientific. Measure your results and test your changes. If the “XYZ” diet works for you, keep it up. If not, try something else. Measure, experiment, measure again. Daily measurement helps you pay attention to and understand your situation, and accelerates the cycle of experiments. Table 3 lists the steps of our methodology, key concepts behind these steps, useful tools, and the chapters that covered these topics.
Each of the steps has some underlying concepts. Understand what you plan to do (2), understand and control your environment (1 and 3), take frequent measurements for rapid feedback (5), experiment many times (4 and 6), and keep your friends and process owners informed of your progress (7). Useful tools have been developed to help you tackle these stages. They are not all required but in industry they have been found to be helpful for quality improvement. 
	Table 3

	The Seven Steps of Process Improvement

	Steps
	Concepts
	Useful Tools
	Example

	1. Put together a team of process owners
	Others help control your experiment
	Understanding how groups work
	The person who buys and cooks your food impacts your diet. See Chapter 1 and 4

	2. Define goals
	How will you measure this every day?
	Writing a goal statement and making it public
	“To lose 10 pounds.” See chapter 1

	3. Define life processes
	Changes in your environment have long-run effects
	Process diagnosis
	See Chapter 5

	4. Implement changes
	Small experiments
	PDSA cycles
	See Chapter 3

	5. Gather data
	Did your change make a difference?
	Run and control charts
	“Minutes or distance run every day.” See Chapter 6

	6. Engage in improvement cycles
	Many small changes can add up to a big difference
	Rapid feedback, evidence-based experiments 
	See Chapters 1 and 3

	7. Tell your story
	Your buddies and process team can encourage you
	Storyboards
	Post your daily exercise list on the fridge door where the family will see it—see Chapter 1


By understanding the process of your life, measuring your progress, drawing on support of people who share your environment, using the scientific method, carrying out a series of small experiments and evaluating the results, relying on rapid feedback, and paying attention to the results, you too can lose weight.
