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Learning Objectives

» Tools to make more objective decisions

* Increase communication, accountability, and
transparency

> Create buy-in faster

ice




First Steps

Want to make change

Be humble

Commit

Be Consistent

Get your house in order first

Share results and get feedback




Step 1 — Create Daily Lineups/Huddles

What to do
Choose a team(s)
Choose a time that works everyday and designate no more than 15-minutes

Choose a location

Create a format for the meeting I'EA"
Rules for a
Why do it » Great Daily ®
Huddle

Increases communication flow
Creates accountability

Increases transparency

00 00®ci>

0?{ Keep it art on time Mo phones or Stand up
ﬁ@)@ . short d nd on tin distractions







Step 2 — Create Measures

What to do

« Create measures that can assess the success of a process or objective

What is a key performance indicator (KPI)

* Akey performance indicator is a quantifiable measure of performance over time for a specific
objective

Why use them

» Measures and evaluates tr




Step 2 — Create

What we are doing

» KISS - Keep It Short and Simple

« 3 orless relevant KPIs per department

* Create baseline

« Each department accountable for their KPls
* Visualize results

» Results accessible to everyone

What’s next
» Creating Objective Key Results (OKRs)
Z00
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Could be a result or

Future-focused, Ieading indicator
directional {Looking at past results
or future goais)

AT CTER

Maonitors the "steady-
state™ and provides
benchmarks; Should
prompt action when
numbers are off track

i o W oo

Usually measured on an
on-going basis, may
have many of the same
KIS from quarter to
quarter, year 1o year

Should ba aggraaaivs
and bold, help move the
neadie cn something
important

Has a set time period
(Quarter, Year, etc.),
ehanges from quarter o
guarer or year 1o year
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Step 2 — Create Measures

Tram Tours
 Tram tours sold
« Tram tours offered

* % of trams sold: (sold/offered)
 Total revenue

« Paid participants

» Total participants (paid and free)
% of attendance




Step 2 — Create Measures

P
Transportation
Daily at 10:30a.m. & 1.30 p.m. Daily on the hour 11 a.m. —4 p.m.
Duration: 2 hrs Duration: 45 min
VIP TOURS . .
* Tours sold: 16 of 28
(57.14% capacity)
+ Revenue: $4,375 ¥y ~9
+ Participants: 50 TRAMS
« Tram tours sold: 25 out of 42
BACKSTAGE STOP ADD-ON (59.52% trams sold)

+ Stops sold: 2 of 14

(14.29% capacity)
+ Revenue: $267.50
+ Participants: 9

Revenue: $2,529

Participants: 380

18.10% seats used vs. capacity
% of attendance: 2.06%
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Step 2 — Create

> o

Transportation

TRAMS
« Date: 05/22 - 05/28

* Tram tours sold: 6 out of 6
(100% trams sold)

+ Revenue: $1,222
« Participants: 179
+ 60% seats used vs. capacity

+ % of attendance: 1%

Weekends from 12 p.m. — 2 p.m.
Duration: 45 min




Step 2 — Create Measures

Transportation
Date: 05/22 — 05/28

VIP TOURS

» Tours sold: 7 of 28
(25% capacity)

» Revenue: $2,577

« Participants: 19

ANIMAL ENCOUNTERS
* Encounter session sold: 8 of 21

(38% capacity)
« Revenue: $1,140
« Participants: 30
» 39% of participants attended vs.
participant capacity Courtesy Rides: 10

Daily at 10:30am. & 1.30 p.m.
Duration: 2 hrs



Step 2 — Create Measures

What if the department is not easily quantifiable?
« There’s something to measure, keep trying until you find it

 When in doubt, measure time

Information Technology

+ Live stream TV installed at Bald
Eagle showing eagle nest with 2
hatchlings.

+ 2 out of 5 Amphitheater
speakers repaired. Not yet
installed.

* Meerkat camera temporarily
offline due to condensation
forming on internal camera lens.
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Work @fder for Operations

What Degartmeant Do You Work For? =
Salect or amar valua

Emall Addrass =
Emaliz will ba zantto this addrasc with status updates of work ardar.

Exction o asskan Work Order =

Salact

Location of Wark
If nesassary add mon location detalls ot Dascription of Waork box Balow

Sabact

Dezeription of Work

Upload Frotos [F applicabia)

Crag and drog files hers or browse s

Friorfty Level =

High - within Z4 hours
Mead - wkhin 7 days
Lore - paast 7 datys

Salact =

Eanlor Manager approval needad? (chooss appropriate supervisor I appllcabia)

Wiork oroers that sra arhansemants raguis approval by the Seslor Managar of the
socton. An ankancement I somatting naw that dia not axdet bafora.

Salact

Information Technoloc

Added network connections to the new A&B
office.

Assisted with three office moves this week.

Installed the truss for the Canine show.

WO Completed: 15




Step 2 — Create Measures

Measure impact on guests

 How many times do your team members engage with guests?

Exhibits

08/22 — 05/28

Attendance and Engagement:
¥ Conservation Action Center weekly attendance: 4,633

¥ Weekly guest engagement: 2,043

Exhibit Updates:
¥ Turf project completed at the Amphitheater

¥ Dogs will arrive 06/02 and begin practicing for the opening of Canine
Champions for Conservation on Thursday, 06/08.

¥ 08/09 - Media day for the show.

¥ Exhibits Team took over opening/closing procedures from IT for Amazon
and Beyond.

¥ Exhibits Team continues with interpretation, programming, and
wayfinding throughout the park.




Step 3 — Effective Meetings

What to do

Why do them

Establish the purpose of the meeting

Frequency and length
Agenda
Stakeholders that should participate

Evaluate and adjust meeting content based on feedback

e communication”



Step 3 — Effective Meetings

What we are doing
« Weekly 30-minute Operations Meetings open to all departments
» Provides updates, projected attendance, KPls, upcoming events for the next year, shout-outs

* Purpose is to increase communication
« Simple and visually appealing slides that communicate information

» Presentation is easily accessible

What’s next
« Add OKRs to weekly meetings
* Replace one meeting with a monthly Business Review Meeting

ZOO - Rotate front line staff in meetings to expose them to the business side

MIAMI
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Step 4 — Feedback

« What do you want to know

« Who needs to provide feedback

« Who needs to know the feedback

« How will the feedback be provided

« What are you willing to change once you receive it

» Are there resources and authorization to make the change(s)

Ing solutions




Step 4 — Feedback

What we are doing
 Ask team members for feedback

« Guest Feedback Survey for guests that purchased tickets online

 Provide an email for guests to contact us at end of survey

* Visualize data and include targets and benchmarks

ko po l
..

« Conduct individual customer focus interviews after signature events

What’s next



Step 4 - Fe

Zoo Miami Guest Feedback Survey:

e https://online2.snapsurveys.com/interview/963d3dc3-944e-4562-b36e-c

""‘ P"l\P"JDﬂJ)EII’
MIAMIEJ COUNTY Logic included for answers scoring below 3

How safisfied are you with the level of professionalism, courteousness, and helpfulness of the staffg ﬁ m
O 5-Extremely satisfied

(O 4-satisfied ZOO"‘
@ 3Neutral MIAMI ‘

(O 2-Dissatisfied

O 1-Exiremely dissafisfied Flease provide the reason that most affected your rating

[ —] O staff shortage

O Not enough staff interaction
[ Back ][ Reset ][ Next ]
O unfriendly staff

zoo O other
MIAMI
o (oace [ reset [ Nt |

N"ﬂﬂﬂbDﬂﬂ)EI"
COUNTY

Snap Surveys


about:blank

Step 4 — Feedback

# of Surveys . . :
1734 Zoo Miami Survey Data PROS Key Metrics
A
. Time to complete survey verage Score
;D Search MPS & Ei Zoo Miami ticket purchase Cleanliness of Zoo Animal viewing experience Professionalism score Safety and security
Detractar 5* a‘ U
bbb 451 413 443 | 450
-0.06 +0.01 -0.37 -0.07 +0.00
Fromater . Goal: 4.5 Goal: 4.5 Goal: 4.5 Goal: 4.5 Goal: 4.5
2 Search Montl & i Tﬂ'p - Two Score
January February - 8 U 5 3 . Zoo Miami ticket purchase Cleanliness of Zoo Animal viewing experience Professionalism score Safety and security
March April P—
= = AreyouaZooMiamimember? | 877 97% | 92.73% | T79.76% | 88.64% @ 91.93%
May June i -7.97% +1.91% +2.76% ~3.36% -1.15%
Ity August Goal: 80.00% Goal: 81.00% Goal: 77.00% Goal: 82.00% Goal: 93.00%
Iz b_ Octob i i
= == Overall Experience Rating
Mowvember Decamber Mo S0.50%
Awverage Score Top - Two How satisfied are you with your overall Zoo Miami experience
Number of surveys
)D Search Year & IE
- 433 | 8674% | o I -
o= " -0.17 +9.74%
2023 Fetuary Goal: 4.5 Goal: 0.77 = E
Are you a member March Meutral 119
Psearcnaey ¢ H| 2 Current survey started July 1, 2022. Dissatified . "
e May 164 | X X Extremsly dissatisfied I 5
Yes hitps:/fonlines snapsurveys.comy/Gwopfl
200 400 o 200 400 600 (]




# of Surveys

1734

O Search NPS Se < i
Detractor
Metural

Promoter

O sazrch Month < S

January February
March April
May June
Juby August
September October
Movermnbar December

Step 4 — Feedback

Level of professionalism, courteousness, and helpfulness of 1...

S _ -
ml;ﬁnd - El:lu

Mewtral 142
Dissatisfied I Pi]
Extremely diss... I 7

o 500 1.000

Safety and security of the zoo

e _ o
irllsﬁnd - 535

MNewtral 104
Disstizfied I n
Extremely dis... | 12

o

Newtral 13%

D msatisfied I =1

Extremely diss... I 25

500 1,000 o

Overall Zoo Miami experience

e _
irllsﬁnd _ SE‘

}3‘ Search Year & 3Hh

ez

2023

Reasons for neutral/negative response

Stafi shartage
16 MB25%)

Hot enough staff i..
Cther B (44.33%)

43122 146%)

Unfriendly stafi
L9 25 24%|

Reasons for neutral/negative response

Unresolved safety issue iplea_.
TIETI%I

Staff unavailable
47 (34,3 1%}

Other 81 (50.58%)

Are you 3 member

,D Search Are you & 'ﬁ‘

No

=

Average Score: Professionalism | Top - Two: Professionalism

4.43

-0.07
Goal: 4.5

88.64%

-3.36%
Goal: 92.00%

Average Score: Safety and

seCurty

4.50

+0.00
Goal: 4.5

Top - Two: Safety and security Average Score: Owerall

91.93% 433
-1.15% -0.17
Goal: 93.00% Goal: 4.5

Top - Two: Overall experience

86.74%

+9. 74%
Goak 0.77
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# of Surveys

76

) B=arch MPS Sc <

Detractor

Petural

=

* |t msapsy Mlone mapsf batter directions/Signagein...

O Search Morth <

blanch April
by Jumne
Juby Ausgust
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Chsrall Pocaitiig
Ardnals rof vembs' more animals

Suggestion

EER ey doaced iy mooia rtines” bt athons
Animal Fealth concems
Anivak Poama
Wemnbershi p issuey sugoestion
et gt ot eica rcesd. | ::
Oezningss ragane [ =
statt Negativey bore sttt [ 24
Mancesit o ram ot cpsancet [ 3:
ssa pices [N =
Too Meeds i b upcatcd [N 0
ranats rycaties oo manynot iz [
st shout o [ 2

Safeny Fuey concem n

B
&
E
&

O SearchAreyou £

=1
=

Dy st P any othar commants you'd liks 1o Share about
w

Whar s thie once mreg ity wall knce 2007 So disappointied. Moct stalf unhappy. Mo guen encacemand. Mo ardmal shoavs. 06 monansl system decommisionad 2 years aga_and the ony remircar 15 the Blocked off sathons
el nusing Stisel. TERRIBLE. M thasfe: i N0 FRGec B0 ke K rermois 1. Much bottor skrage i nedde Dobop an Infre e man,a pp shoaing shat your osmont cation i o if nar3d iowhat yie wan 1o visk. HEVE SOME
SHOWE. HIRE FRIENDLY PECPLE. FIRE THE REST.

W weare wiaming Troms Teeas. Wour enfrance is stunning’ The saoer park anas for tha ko k= great! Bvary 200 shodld Bave that The animal enclosunes [eiophant, tigers, bons, amaope, giketies atc ) were great. The bind endiocuns
W M This monbey anclocunas wene wary nic. The paved ik wen plondy wic, with ks of shade, which was dar graat. The snabe cxhitiits Could ba erisch baitar with e varasies. Tre alligator anckesns pond, for baing
In Acdica {gabor counny], wees vy underahalming. The boat ide s okd and redds oo b apopraded IF's very boning. We wees told the Tiee wien'® waeking and anly works on the weskands. Itwould have boon nice 5 get on
e e, Wabar 1 expaansive. 55 pear otte! Many of the hood kcsks weea dosed. Wa also thouwghs The sianagie around the pak, direcing us to e edibis and thie axits, oould have Daen Be S (o accurate). Than was 2
Lange anea maar this el that was chossd also. Wh Jicin'® see any Too keopars, oF interactive dhows with thie audionce. We lhad in San Deego Sor many yoars and ave Bean 30 the 50 Zoo maey Times. Yowr 200 haes maoch mom
nanal beauty ard R many achvantides with tha b utitul netural Wegetasion and lange erdicsunes, bt you can sl that (e 50 Zoo Spends & ot man: oy o Thier 2o, Nothing leoks chaap o wein oot They have & "y
ride” amoes dhee 200, which ks very pica. Alse, sinoe Bhat noo b very hilly, they have many alevatod walrazys and Eeidoas that ane top- nofch. Thesy akuo have 2 b dhat you can nda thnoughout tha 200, with 2 Tt on 2 speakar
Kanfitying th anirals and describing the ditharont 200 Seatures and anchouns. O ot good thing abaut thie Mz oo i that you teel riach dose te thi animaks hoe and they'e visiie. A2 107 ot 2008 thi animas ae
I thair shettiors and not visibla. Ona mons vany good thing b5 that your prices e rezsonabile, at $23, which makes it wery socessibla tor Samilies. Thia 5D Zoo ticket, | beliawe, 15 now §T0 §75 per day. Thar makes: It ditficult ta go
by thhat 20 e AR On: M o yaa Buen with tha fow disappointmients, e had 3 geeat imi at the M Zoo. Well be badk.

Ve wsina Spset Impresed by tha 200! B was 2 etke contusing Snding averything even with the app b overel] the sshibks wang recd, we w3 ton of animals and we sppeaciatied e mister stations. Tre food was what Daould
SR AE 3 300 - Nt 3 ok of vikaty but B tasted good.

W Py nadinded moee phypsical signe. Easily 105, | 'was using @ whathchair and tound it haed S0 navigate without power handicapped door openars. 1 easn's with my husband, | wobd bz not b atde io oo i Tram quite and
others wene cxtnanely helphul and imowledgeable




Step 5 — Results Based Decision-Making

What we are doing

* Analyze under performing measures

» ldentify desired outcome(s)

* Review process and speak to stakeholders
* Propose changes and collect feedback

* Implement changes

~+ Evaluate results



Step 5 — Results Based Decision-Making

What’s next
» Visualize process for stakeholders to better understand changes

« Visualize data to review at future Monthly Business Review Meeting

Z00 MIAMI PROCESS REVIEW

Safari Cycle Returns

Zoo Guests

Guest Services Rep

Security

Operation
Sup/Mgr

Cycle




Step 5 — Results Based Decision-Making




Step 5 — Results Based Decision-Making

Animal Encounters

Date: 05/28 — 06/04

Tortoise

v Sessions sold: 3 of 5 (60%
capacity)

4+ Participants: 11

v Revenue: $275

(57% capacity)
¥ Participants: 15
¥ Revenue: $375

Black Bear

v Sessions sold: 2 of &
(40% capacity)

v Participants: 11

v Revenue: $275

GOH Rhine
v Sessions sold: 3 of 4
(75% capacity)
v Participants: 11
v Revenue: $385

Animal Encounters can be purchased online at shop zoomiami.org and onsite at the Tours and Encounters Booth.



Step 5 — Results Based Decision-Making

Old vs. new map based on guest feedback o
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Step 6 — Professional Development

What we do

« Onboard new hires

* Trainings

« Cross-training, FAQs, job shadow program

« Working supervisors that coach and mentor RV
«  Progressive discipline process focused on changing behavior 5 VRN
* Team building

* Recognition

Why do it

Retention

Z00
MIAMI ° Knowledgeable staff

[wed! « Continuous improvement culture



Step 6 — Professional Development

ZOO GUEST EXPERIENCE SEMINAR:
MIAMI GUEST SERVICE

FUNDAMENTALS OF GUEST SERVICE

@ L] @ @

™ ® ® @
If it's not SAFE, Be NICE Create POSITIVE Ee mindful of TIME
we don't do it memaories and RESOURCES

* YOUR GUEST(S) WITHIN 5 FEET

* ZOO RULES

5 FEET
T IKEYSTO _ MUST GREET
sace * YOUR ROLE -_ ACKNOWLEDGE
H « YOU . « THE GUEST GUESTS
» YOUR AREA EXPERIENCE « SMILE & GREET

FIONIIdIX3




Step 6 — Professional Development

A

== TR

'L’-'ﬂ!

i

el

e e

-

Working supervisors with their teams s \“&\ | |



Step 6 — Professional Development
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