Operational Excellence: Data Literacy Part 1
Setting: The video opens with two managers walking in the rain up to a detective agency building. Most of the video is inside the office with the two managers and the detective.  
Narrator( in a suspenseful tone):
The Data Red Herring Prevention Association helps clients with their data problems. They break the cases stumped by data disparity and despair. This is what we call the Data Literacy Zone.

Today's case brings in two managers from the local movie theater.  The Problem of the Popcorn Profit.

Manager 1:
I don't understand why we need to do all this data work. Can't we just put up signs and call it a day?

Manager 2: We put up signs. It didn't work. We've tried a bunch of different things and there is no consistent change. We need help.

Detective:
Glad to help you out. All this data work, as you put it, helps you figure out what is really happening versus what you think or feel is happening. Let's take a look at what data you have. Okay. What are the current popcorn sales numbers?

Manager 1: 
Well, we sold about $5,200 worth of popcorn.

Detective: 
$5,200 of popcorn. Good start. This data point on its own doesn't tell us much. We need to start asking some questions. 

We have some quantitative data. That's data that can tell you how many, how much, or how often something happens. We have four questions we can start asking.:
· What is the context of this data?
· What would be sufficient data?
· What would be relevant data?
· And what data will be representative of the bigger picture?

Context
Let's add some context to the data. [Image: Chart that shows a week of popcorn sales data. Friday has the highest amount by a large amont]. 

This is the overall popcorn sales amount for this past week. Now what does this context tell us? There are some nights, like Friday night, where your sales are great! And then some nights where sales are much lower. Context helps us look at the details surrounding the data to better understand what's going on. Immediately, just from a little bit of context, we can see differences in popcorn sales based on the weekday. 

Sufficient data
Next, we need to make sure we have sufficient data. Do we have enough data to draw any conclusions? For example, this Friday’s popcorn sales are really high. One may say, suspiciously high! 

[Image: Chart that shows Friday popcorn sales over a couple of months and the weekend with the summer hit release is the highest sales amount]

When we get more data, we can see that the summer hit Fast and The Futurous released that Friday. By using a little bit of context and pulling in sufficient data, we can see that Fridays, with a new release, outperform other Fridays in popcorn sales.

Relevant Data
It's important to look at relevant data as well. For example, when we look over the last couple of months, relevant data would include release dates, times of the year, holidays and ticket sales.  

We want to make sure that we do not look at irrelevant data that may confuse or skew our understanding of the situation. For example, bathroom cleaning logs is data that exists but is probably not going to help you with popcorn sales. 

Stick to the relevant data.
 
Representative Data
The last question helps us look at data that is representative of the big picture of popcorn sales. For example, we can zoom out and look at popcorn sales over a whole year, or compare popcorn sales to benchmarks of other movie theaters, or dig deeper into the data and compare sales across hours of operation, types of popcorn, butter, or additional purchases with popcorn. All of this data can help paint a picture of what's going on around the sale of popcorn.

Manager 2:
That's a lot of numbers to dig through, but the numbers can't be the only thing that will help us.

Detective:
You're right! There's other data that [detective’s tone changes to an old fashion reporter sound] might just be the kernel to pop this case wide open. [detective clears throat] Excuse me.

Qualitative data or non-numerical data can help fill in gaps and tell a story that the numbers alone cannot. For example, you saw a steady decline in sales over the course of these five months. Your cashiers noted in their end of shift report that customers repeatedly complained that the popcorn butter tasted differently. Your records also indicate that due to supply chain, you had a different butter distributor during a few of those months. 

This non-numerical data can help you identify that brand of butter as having an impact to your sales. 

Manager 1:
Wow, this is a lot to sort through. How do we tackle this?

Detective:
The best way to collect sufficient, relevant, representative and contextual data is to create a data collection plan. This plan 
· identifies the purpose for measuring, in this case, we're measuring popcorn sales to identify how to increase revenue.
· Lists questions that need to be answered, such as what types of activities at the movie theater have impacted sales?
· Identifies tools that can be used to collect data, such as sales reports and customer comments,
·  and identifies processes to collect data accurately and in a useful manner.

Manager 1:
Okay, so this has been helpful to understand the basics around what kind of data we need and that we need to pull together a data collection plan.

Manager 2:
Yeah, it seems like we need to collect data around not just our sales numbers, but also other factors that can impact it, like release dates, timing, customer feedback, and supplies.

Detective:
Now we can start getting a real picture for what will help you be more successful in your popcorn endeavors. Let's start looking at the different ways we can view and analyze the data.

Narrator 
And as they begin to dive into this next phase of their data collection, they found themselves calculating, analyzing trends, identifying themes, and investigating ways to solve their popcorn problem. But that story is for another day. 

This has been, the Data Literacy Zone.

 [Suspensful music fades out, James Instructional Design and Operational Excellence Logos appear and fade out]

