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Lean Enterprise Institute

e Lean Enterprise Institute, Inc. (LEI) is a nonprofit education, publishing,
conference, and research organization founded by James Womack,
Ph.D. in 1997 to promote and advance the principles of lean thinking in
every aspect of business and across a wide range of industries.

e Through its publications, summits, conferences, workshops, webinars,
online forums, and website resources, LE| helps organizations transform
themselves into lean enterprises, based on the principles of the Toyota
Business System.

e As part of our mission to promote lean thinking, we encourage you to
share this content with your colleagues, customers, and supplies.
Specifically, you are permitted to copy the materials and distribute
individual copies, provided you do so free of charge. Please respect
LEI's intellectual property rights; do not alter in any way the text,
graphics, or copyright and trademark notices. Commercial use (for
example, any sharing or distribution for which a fee is charged, directly
or indirectly) or public display (for example, publishing or displaying on a
website) is not permitted, unless you have first obtained LEl's prior
express written permission. Direct questions or permission requests to
Communications Director Chet Marchwinski: cmarchwinski@lean.org
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Samuel (Sammy) Obara
s.obara@honsha.org

Samuel learned the Toyota Production System while working in Toyota Motors in
Japan. For three years he underwent intense practical training at the Honsha
Overseas Engineering Division in Toyota City. For thirteen consecutive years, he
implemented lean in several of the Toyota facilities in Japan, Brazil, the United
States, and Venezuela.

Samuel has gained experience in other industries through helping over 300
companies in their lean journey. These include schools, banks, health care,
construction, retail, military and government agencies. Samuel has articles on
lean culture, problem solving, kaizen, and lean leadership published in magazines
such as Pharmaceutical Insider, Assembly Magazine, and Manila Times.

Today he holds the role of coordinator for North America for Honsha.org, an
alumni association of former and current Toyota professionals. This organization
has an extended vision of helping lean implementation in disadvantaged
countries in Asia, Africa, and South and Central America. Samuel is also a faculty
member with the Lean Institute in Brazil and in Mexico, and has developed lean
curriculum for the California Community Colleges. He holds a Masters Degree in
Technology Management and has lectured in universities such as Stanford and
Harvard as well as at events such as Apics, AME, and Shingo Prize. Besides
English, he can speak Portuguese, Spanish, and Japanese.
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Welcome to this LEl Workshop!

= LEI Resource Center:

A wide variety of lean publications are available at
the Resource Center. Shipment of all materials
purchased at this workshop is free to customers in
the continental U.S. (via UPS Ground)

= Networking with Other Workshop Attendees &
Faculty
If you want to stay in touch with other participants of this
workshop, or any LEIl workshops you have attended, join our
Connection Center on lean.orq. See details in your registration
confirmation letter or in the appendix of your workshop manual.
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Who is LEI?

o5 Education Website lean.org
\’  Public Workshops « Over 250,000
* Online Workshops members
/d ” + On-Site Training + Free webinars

Lean Enterprise Institute | * Co-Leaming Partnership * In-depth case
+ Extensive list of Faculty studies

lean.org and Associates
Mission: Learning Materials Summits,
Make things better through Speaking
Lean Thinking and Practice Engagements
and Community
Gatherings
Founded in 1997 by .
Dr. James Womack. Fostering Lean Throughout the
Non-profit education and World
research institute based * Lean Global Network
in Cambridge, MA. + Healthcare Value Network
* Public Services Value Network
© Copyright 2009 Sammy Obara. All rights reserved. 3
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Kaizen Workshop

Agenda

« Introductions and purpose of workshop

- Kaizen — back to basics

- Kaizen: Toyota’s original concept

- How Kaizen fits in the TPS house

+ Why use Kaizen Teian in your organization
- Examples of Kaizen from around the world
+ How to start a Kaizen culture

« Discussions

© Copyright 2009 Sammy Obara. All rights reserved. 4
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> Introductions

Audience & Instructor
1. Name @_:
%

2. Organization

3. Your current role
4. Type of business

5. Primary learning goal for today
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' Why Do We Need a Tool?
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» Why Do We Need Correct Tools?

T
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Maybe we get poor quality result!!!
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What if we do Find the Correct Tool but Don’t use
it Correctly?
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So using the Correct Tool in the Correct way is
Important!!!
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To Achieve Quality Results!!!
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Missing the Purpose
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Lead Time

Time between the receival of an order to the receival of
the payment for it.

Where can you help eliminate waste to shorten the lead time?

T T 1 1 T

Order Processing shipping delivery receive $

L]
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> 'Employee Engagement

1 Kaizen/day

@

TOYOTA
1 Kaizen/week

1 Kaizen/7 Years
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' Kaizen Teian

Kaizen Event

Kaizen Blitz

Kaizen Breakthrough Kaizen in Batches
Kaizen Week

Kaizen ...
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- Where is your Base Line?
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Don’t start it if you
don’t know the

purpose
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The Most Studied Company in the World

e

e WIOM0L FHL

VIR g

Wk Wy e
w

© Copyright 2009 Sammy Obara. All rights reserved.
Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc.

Lead Time

Time between the receival of an order to the receival of
the payment for it.

T 1 1 1 T

Order Processing shipping delivery receive $

L] 1
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The Three Purposes
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rise Institute, Inc.

Kaizen Has Three Purposes

° o 1. Improve Safety
s
.V( 2. Improve Quality

3. Eliminate Waste
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1) Reduce waste?
Improve quality?
Increase safety?

" O
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The Seven Wastes

OVERPRODUCTION

INVENTORY

MOTION
CORRECTION
WAITING
CONVEYANCE PROCESSING

© Copyright 2009 Sammy Obara. All rights reserved.
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hansha

It is not consistent.

The True
Kaizen Spiri

Kaizen = Improvement + Standardization
Naboko is available at www.honsha.org

Finding the best way to do
something is not enough.
Improving is not enough. It is not
sustainable.

It is not predictable.

How can you ensure the best
process is always followed?

© Copyright 2009 Sammy Obara. All rights reserved. 25
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1) Reduce waste?
Improve quality?
Increase safety?

2) Does it address
the root-cause?

© Copyright 2009 Sammy Obara. All rights reserved.
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Root- Cause

. Repair versus Kaizen
I ipped my pants!
i Just throw them Fs .
e out; Tl buy you

' Improved repair
+ Maybe | should use stronger thread...
L,:’.ﬁ‘!'f'.,;.?,‘:;d“.“’ ‘ « How about ¥ | use double stiches. ..
+ Maybi using a sewing maching wil .

=

They got caught
mhms nail, I e nail
|s removed, i won't
happen again.

27
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Root Cause

Which stage is your company?
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> Root Cause

WHY is the computer not working?
Because it is not plugged in.
SOLUTION: Plug it in!!

The quick and easy solution.

(so easy and quick that we don’t mind repeating
it all the time...)

© Copyright 2009 Sammy Obara. All rights reserved. 29
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Root Cause- the 5 Whys Technique

WHY is the computer not working?

Because it is not plugged in.

WHY is it not plugged in?

Because the cable has been pulled out of the outlet

WHY was the cable pulled out of the outlet?

Because something got hooked on to the cable and pulled it out.
WHY things get hooked on to the cable?

Because the cable lies on the floor and gets in the way.

WHY does the cable lies on the floor and gets in the way?
Because it is too long.

WHY is the cable too long?

Uh?... Idon't know...

SOLUTION a: Shorten the length of the cable
SOLUTION b: Tape the cable on the wall
SOLUTION c: Bring the computer next to the outlet

© Copyright 2009 Sammy Obara. All rights reserved. 30
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1) Reduce waste?
Improve quality?
Increase safety?

2) Does it address
the root-cause?

J)Isit
standardized?

© Copyright 2009 Sammy Obara. All rights reserved.
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»» Without Standardization:

BIG
Improvements

Effectiveness of
improvement

(decreases with time)

Improvements are inconsistent
* Results are unpredictable
» Gains are not sustained

* Improvements become repetitive

M
(R
\
R
\
1 \
1 \
'\ 1 \ -
N 1 \ BIG improvements
N \\\ become small with
\\V N \ AN time
N ~ \ N N
\ N \ \\ N
N N N \
N AN N \\ N
\ \
~ N
~ N N \
A N N
N \Y
R
Time

© Copyright 2009 Sammy Obara. All rights reserved.

Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc.

Standardization:

» Will make improvements consistent

» Will make results predictable

» Will ensure improvements stay in place

repetitive one

‘ Standardization ‘

N

_

%

» Will allow a continuous improvement instead of a

—]

Small

Improvements
become BIG

AN

Small
Improvements

gains over time
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° Small but Incremental Gains

Mon Tue Wed Thu Fri Sat Sun
1 2 3 4 5 6 7
$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00
8 9 10 1 12 13 14
$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00
15 16 17 18 19 20 21
$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00
22 23 24 25 26 27 28
$1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00
29 30 31
$1,000.00 $1,000.00 $1,000.00
Oleor]
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md md

Is This a Kaizen?

Check if it addressed AT LEAST one of these areas:

g

g

g

Problem Type [] SAFETY WASTE:
[[] overproduction
Check all that apply [] QuALITY [] mventory
Kaizen = improvement + standardization

] waiting
D Motion

[C] overprocessing
Kaizen deals with root causes

[[] correction
D Ideas not used
[[] conveyance

A Kaizen must address Safety, Quality or Waste. If you can quantify the benefits, chances are you improved the issue.

Check if it addressed the ROOT-CAUSE:

P EpS
17 {mets
S N
o Ee

N B
fozn 4 S

A Kaizen MUST go after the real causes of the problem.
Superficial remedies result in unpredictable results.

Check if it is STANDARDIZED:

=~

s

A Kaizen will not roll-back with time. It will
be sustained through standardization
techniques.

Lean Enterprise Institute and the Teaper image are registered trademarks of Lean Enterprise Institute, Inc.




*» 3K Principle

1. Kangae = Think

2. Kodo = Action

3. Kaizen = Improvement + standardization

© Copyright 2009 Sammy Obara. All rights reserved.
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»» Kaizen Teian Structure

The form
The board

Evaluation metrics

Structure drives behavior

© Copyright 2009 Sammy Obara. All rights reserved. 38
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SAMPLE | — =

- e i

Eaizen Froposal Form

| (]

: 1
- o
- - .

FORM o

© Copyright 2009 Sammy Obara. All rights reserved.
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Source: Kaizen Teian 2 by Japan Human Relations Association

© Copyright 2009 Sammy Obara. All rights reserved.
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Kaizen Type [] SAFETY WASTE: ] Waiting [[] Correction

[C] overproduction ] Motion [[] conveyance
Check all that apply [J QuALITY [ inventory [C] overprocessing O

I After

Brainstorm Kaizens to Gift Wrapping
Process

Before

Discuss the Kaizen criteria and 3K
requirements

Select the Kaizen
—
Standardization

© Copyright 2009 Sammy Obara. All rights reserved. 4
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Kaizen Type [] SAFETY WASTE: ] Waiting [[] Correction
[C] overproduction ] motion [] conveyance
Check all that apply ] QuALITY [C] inventory [C] overprocessing [l

Before After

Standardization

© Copyright 2009 Sammy Obara. All rights reserved. 4
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Never doubt that a small group of
thoughtful, committed citizens can
change the world. Indeed, it is the

only thing that ever has.

Margaret Mead

© Copyright 2009 Sammy Obara. All rights reserved. 43
Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc.

Nl x,

Fabrica
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The Kaizen board: To be used for display and sharing of the Kaizens in progress and completed

This is a learning tool and team promotion opportunity.
create an environment of sharing and participation.

KAIZEN BOARD

It is the responsibility of management to

EREEE 2E EEEE l
B E = EEEE ll I
ag| 2 =E2fEEE
E gg | EE 'DD
MIEE = E ElE
i =1
0L v B EF .4

Fill out the Kaizen form
Put it on the board - IDEA

2 [SUPERVISOR/MANAGER
Kaizen approval - same day
Moves approved Kaizen to the

IMPLEMENTATION side

1
4 [ SUPERVISOR/MANAGER
Comment on the improvement
Motivate further Kaizens
Recognize achievement

EMPLOYEE
Implements the Kaizen
Moves it to the COMPLETED side

"The task of the leader is to get his people from where they are to where they have

not been.

Henry Kissinger

© Copyright 2009 Sammy Obara. All rights reserved.
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Kaizen
forms

Kaizen Board

IDEA

IMPLEMENTATION

COMPLETED

REWARDED
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Toyota Motor Corporation — Japan 2004

Kaizen Evaluation Metrics originany

developed Sept. 2000; 5t modification May 2001

CRITERIA X 1 2 3 4 5 5
SAVINGS 2 < $50 $50-499 $500-1,499 $1,500-2,500 > $2,500 > $2,500
Savings per month; can be
labor or material savings
EFFECTIVENESS Elfe;:nv:e a:grany Al rQo! causes Error-pfooﬂ‘ng, Error-proofing,
pe - ‘ documentation,
Sustainability; deals with root Effective to Effective to trained ) standardization techniaud <42 ar dization techniques
causes 2] lementer on [ mb Nontrained operators | - ensure sustainabilty |~ ensyre sustainability
u implementer only team members No training can perform
necessary task easily
PAYBACK . ‘ . . o
Paybackin 2 years | Payback in 1-2 years Payback in 6-12 Payback in less than | Use of_ e?astlng resourcey Use of existing resources;
Use of internal resources; low 1 months 6 months falls within monthly budgd falls within monthly budget
implementation cost
Duplicated in more than| Duplicated all over the [ Duplicated in other . . ) .
EFFORT 1 | Single implementation, one area lant dani(): Duplicated in all plants.| Duplicated in all plants.
not duplicated
. . in other areas Minimum (1) one plant 100% of US plants 100% of US plants
Thorough implementation reached. reached reached
Suggested by Copied from Original solution, not Original solution, Teamwork, original Teamwork, original
INITIATIVE 1 ggestec by KP iand " gd ith Kaizeniand | sh edg ith Kaizeniang | SOUton shared with | solution shared with
supervisor aizen| shared with Kaizenland | shared with Kaizenlan Kaizenland Kaizenland
No rewards for: LEVEL POINT RANGE $ VALUE $ VALUE
* Partial implementation A 35 300 300
* Ideas not implemented; intentions are not rewarded B 26-34 100 100
* Changes that do not improve safety, quality, or waste reduction [ 15-25 15 15
D 814 10 10
Notes: E Upto7 5 5
1. Kaizen bonus replaced with evaluation metrics procedure. X
ion.

2. Kaizen board looks at kaizens assigned an A or B before they are counted and rewarded. All levels of kaizens are board-reviewed for export selection.
3. Two reward systems. First, immediate dollar reward based on kaizen level; reward is divided between contributors of each kaizen.

4. Second, each contributor of a single kaizen will be awarded the total kaizen points received during evaluation (points will not be divided). Points will accumulate to  ints will accumulate to
50 points. Those who have accumulated 50 points will be awarded $0.50 for each kaizen point; that is, $25 (50 points x $0.50). Awards wil be gift certificates. * * I be gift certificates.

P:\PPS\Kaizen\Kaizen Evaluation Metrics_th modification.xls

© C yrign[ £UUY Sammy vbara. All rignts reservea.

Revised 5-16-2001

Revised 5-16-20L .
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More and Better Kaizens

BETTER RECOGNITION POINT RANGE | $ VALUE
X 35 300
HIGHER REWARDS 26 ~ 34 100
15 ~ 25 15
8~ 14 10
Upto7

© Copyright 2009 Sammy Obara. All rights reserved.
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Kaizen Results Evaluation Procedure

' Kaizen '
/M coordinator Supervisors Plant Committee

———————————————————————————————————————————————————————————————————————————————————————————————————————————————————————

3 i
1 ] ! Supervisors, GM,
: i A i Kaizen coord.

: ; / —

Submit Kaizen| | . Evaluation , n P — Evaluation >

Board
*After implemented i i *Sort by levels i *Report by department
*Post on the board E i <Investigate implementation i *Board evaluation on level A’s
: Count, File : ! «Coordinator records general
and Sharing ' | reports
! \ Provide Reward y
1 +File and display ' and Recognition | '
i *Top 5 to be shared

1
H

+ <Kaizen metrics *Ensure timely recognition
H

Receive

recognition " | Prompt feedback and fast recognition is
key to sustain the Kaizen culture

© Copyright 2009 Sammy Obara. All rights reserved.
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How Good is Your Kaizen?

How you coach will determine the
future of the Kaizen System

© Copyright 2009 Sammy Obara. All rights reserved.
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How Good is Your Kaizen?

© Copyright 2009 Sammy Obara. All rights reserved.
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*» How Good is your Coaching?

Team member will explain the future plan and

Supervisors will coach Kaizen contributors.

Others will coach supervisors on how to better

coach.

Good Coaching, Good Kaizens

© Copyright 2009 Sammy Obara. All rights reserved.
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*» How Good is your Coaching?

Replaced burned light
bulb by brand new one!

g

Made scratch paper
out of misprints

53

Improved the quality of
1280 mold cavities

4 =>¥
) B

U gl
2 RETE oF

pasrgat, !

Shut off valve firmly

© Copyright 2009 Sammy Obara. All rights reserved.

Put a tray to collect ol
under the machine

Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc.

i 'ﬂ

Replaced leaking
valve and gasket

54



*>How Good is your Coaching?

Replacing the light bulb in the stock room:
Making scratch paper from misprinted sheets:

Submitting multiple Kaizens for the multi-cavity

improvement:
Shutting off faucet to eliminate waste of water:

Installing trays under the machines to collect

leaking oil:

Replacing gasket to eliminate water leak:

55
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Is This a Kaizen?

L I A

Problem Type [] SAFETY WASTE: ] waiting (] correction
|:| Overproduction D Motion D Ideas not used
Check all that apply [] QuALITY [] mventory [C] overprocessing [[] conveyance
Kaizen = improvement + standardization Kaizen deals with root causes

A Kaizen must address Safety, Quality or Waste. If you can quantify the benefits, chances are you improved the issue.

Check if it addressed the ROOT-CAUSE: Check if it is STANDARDIZED:

|. 5 ; .
s er g -
o o B ) .
L1 P e
et ¥l
: o

=~
s

A Kaizen will not roll-back with time. It will be
A Kaizen MUST go after the real causes of the problem. Superficial sustained through standardization techniques.
remedies result in unpredictable results.

opyrig ammy Obara. All rights reserved. 56
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> What is Culture?

© Copyright 2009 Sammy Obara. All rights reserved.
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% What Culture is NOT

- Knowing which tool to use
- Using the right tool
+ Using the tool correctly

- Knowing where to use the tool

- '
© Copyright 2009 Sammy Obara. All rights reserved.
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What is Culture?

-

@%

Beliefs, expectations and shared values

© Copyright 2009 Sammy Obara. All rights reserved.

J. Gordon

Author of A Diagnostic Approach to Organizational Behavior
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Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc.

Lean Culture

We all know
what to do

We all know
who does it

We all know
why to do it

We all know
how to do it

L

We all know
where to do it

N,

... and we
all do it!

We all know
when to do it

Y

© Copyright 2009 Sammy Obara. All rights reserved. 60
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Kaizen Type [] SAFETY WASTE: (] waiting [] Correction
[C] overproduction ] Motion [C] conveyance
Check all that apply ] QUALITY [] inventory [[] Overprocessing O

Before After

Standardization

© Copyright 2009 Sammy Obara. All rights reserved.
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Workshop Feedback

Please fill out
the workshop
reflection and
hand to your
instructor. We
value your
feedback.

k:"-_ Workshop ReflecSon

L o o it i g et B i

i el s e

F#JH_ |:—1—|q—.1—-|n—-: am
& a ] af

i e et = gy Wit ey e i . Sy 8 e
R e o
THANK. YOI
e, T e s pewamn e
e
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Continue Your Learning

The Lean Enterprise Institute (LEIl) has a wide range of learning resources, all with the
practical knowledge you need to sustain a lean transformation. Start making things better

today.

Faculty members with extensive implementation experience =~ Upcoming Workshops:

help you learn methodologies for making a critical leap from 2017

the conventional business focus on optimizing individual e June 5-6

processes to the value-stream focus of optimizing the flow of e June 13-14

value. Select courses that address topics ranging from lean e June 13-15
e June 20-22

fundamentals & tools to lean leadership, culture change,
management systems and practices and many more.

The Lean Post was designed to deliver lean learning’s in shorter, more easily
digestible pieces. The best part is that you are invited to participate by writing
posts, commenting, or simply voting on what you appreciated about each
post.

Every March the Lean Transformation Summit explores the latest concepts
and implementation case studies from manufacturing to service companies.
Other conferences focus on an issue or industry, such as starting a lean
transformation or implementing lean in healthcare. Check lean.org for details

and to get first notice of these limited-attendance events.
IoT

SUMMIT 2017

Palm Springs, CA
Ontario, Canada
Rochester, NH
Memphis, TN

Our plain-language books, workbooks, leadership guides, and training materials reflect the essence of
lean thinking -- doing. They draw on years of research and real-world experiences from lean
transformations in manufacturing and service organizations to give you tools that you can put to work

immediately.

Join now, its easy and free!

e John Shook’s thought-leading e-letters delivered monthly to your inbox.

e Network or benchmark with fellow Lean Thinkers in the Connection Center.
e Visit our Forums where you can ask questions or help others.

e First notice about LEI events, webinars, and new learning materials.
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Learn more at lean.org
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