Standardized Storytelling
A3 Reporting




The A3 Method

The Toyota tool known as A3 refers to the international
paper size that is roughly the size of a 11x17-inch (tabloid)
paper used in the United States. The A3 format is used by
Toyota as the template for different types of reports such
as:

—Problem Solving Report
—Strategy Report
—Status Report
—Proposal Report
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An A3 Report Can:

 clearly tell a story, especially when you wish to simplify or
clarify a complicated issue

* be used as a jumping off point for Kaizen or other
continuous improvement activities

* provide a clear and concise method of reporting information
* be used to teach problem-solving
* create efficient working environments

Most importantly, the A3 achieves
operational learning!
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The A3 Method

A3’s are deceptively simple consisting of a sequence of seven boxes

that are utilized in the following method:

1.

Background - establish the business context and importance of
a specific problem

Current Condition - describe the current conditions of the
problem

Goals/Targets - identify the desired outcome
Analysis - analyze the situation to establish causality

Propose Countermeasures — describe how to improve the
problem

Plan - prescribe the actions for getting it done

Follow-up - map out the follow-up process
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A3 Template

Project Title Project Leader Business Area

Background Propose Counter Measures

Current Condition

Implementation Plan

Deliverables Timeline Responsible Support Review

Goals/Targets

Analysis

Follow-up




A3 Document Translation Example

Project Title Project Leader Business Area
Background Propose Counter Measures
\\ Acme plant to double capacity. Much document translation required
Current Condition
* Poor English translations of Japanese documents caused many problems
at original plant startup.
* Expansion plans call for aggressive launch timeline and cost reduction.
Production Support Review
capacity tsunami!

5 .
Document b)) {’B:i;::t%

translation | _ by10%
= \7 v
Docs.
Goals/Targets 6,000 pages % eriliord
6 months
= | = ——
Now Begin translation Launch

= Document translation problems could impede launch!

Analysis

Follow-up




A3 Document Translation Example

A3s tell a story, a story that | == e
includes a standard layout, ~_
a beginning, a middle, and e e et

an end. This method is

used to communicate both 1kt G
facts and meaning in a e
commonly understood '

format. 0

There is no one fixed,
absolute, correct template.
Regardless of setting, it is
always the underlying
thinking that matters.
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Project Title Project Leader Business Area
Background Propose Counter Measures
Acme plant to double capacity. Much document translation required
. alish ons of Jap d
at original plant startup.
« Expansion plans ag timeline and duction.
g @
&

B H - > Peet

= 7 WRY
Coret Erpaion 6000m gers

12monthe. G months.
! 1 =
P —— Lo
—> Document translation problems could impede launch!
Current Condition
Documents by Documents Current-state map Q i
; department by type A
R :
» g
Acme
Goals/Targets Admin,
it : *'::
bProblems: AR
Cost = 10% over budget RA's
Delivery = Over 507% late; long, variable lead times »*
Quality = Much rework > 50%; many errors reach customer Lead time = 51060 days
Overall =
(A
Analysis
Follow-up




A3 Document Translation Example

Current conditions are
always derived from the
gemba. Real facts about the
real work are derived from
careful investigation by the
ownetr.

Defining the problem simply
represents the most
important part of any A3.

A3s employ visual methods
to share the information and
thinking. This helps
condense the key facts into

meaningful visual shorthand.
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A3 Document Translation Example

Project Title Project Leader Business Area

Background Propose Counter Measures

Acme plant to double capacity. Much document translation require
of,

problems

quaL'Ltg — 0 defects at Launch
- Rework Less than 10%
Delivery - 1007 on-time |
- Level weeIreLg volume 1
- Consistent short Lead time with |
~ predictable delivery I
Cost ! - 10% decrease — rework doww: oveptime
Goals/Targets £ (/{ DWVT
/
Analysis
Follow-up
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A3 Document Translation Example

Once you have the problem | =™ e
stated, the development of

Li -od L h
goals reflect the sty et e o
Delivery - 100% on-time

- Level weekzl,lj volume
- Consistent short lead time with

RRRRRR

performance of the change
from the current state to
the future state.

T3 WY predictable delivery

PN A o gl g
o T Toreet FEWOTR-GrOv i .
dowi,

How do we know when we
are done? We've either
met our targets or we’ve
gotten as close as we can
without a large capital
expenditure (for example).

lllllll
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A3 Document Translation Example

Project Title Project Leader Business Area
Background Propose Counter Measures
Acme plant to double capacity. Much document translation required
of. problems
at original plant startup.
+ Expansion plans imeline and
Tt unamil ()
E e > Tt
L L:;‘% ‘7 2%
i O BT 6000 o,
Wow Begi trnaition R
—> Document translation problems could impede launch!
Current Condition
P pocmerte Bivebaitato siig J
Cause . Er—
100% oot e5ntosy | A | Largevatches
= or stuck Random tayoes:
S —+ No ability<o track
50% late; long, variable I i wirect = i
vch rework 5 SO% many errors reach customer Cendvime - 51060 dmn mp— ] —> Unclear expdctations
[}
Technical g Poor document crestion skills
e & B | Many document formats
2 Poor Random use of technical vmb}léq\
Goals/Targets E originals Unclear expectations
Office ':; Written descriptions of complex
Ascunuts o operations
- m ¥ | Translation
oume r
Delbvery lems
‘;w“;"m":'" Somoration Poor or wrongly skilled translat
[ No or poor editing
‘:“:"o'i'ﬁ‘:"w Unclear expectations
Large batches and ureven and
unpredictable workloads

Analysis

Follow-up




Example

A3 Document Translation Example

A problem is something
that presents itself as a
barrier to the organizations
ability to achieve it’s goal.

Articulating the problem
requires the owner to
identify the gap between
the current condition and
the desired performance at
any given time.

The root cause of the gap is
identified by examining how
the work is currently being
performed and asking why
the problem occurs.

wwwww

Clear definition provides effective

countermeasures.
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A3 Document Translation Example

Project Title Project Leader Business Area

Background Propose Counter Measures

‘Acme plant to double capacity. Much document translation required
of problems

at original plant. startup.
+ Expansion plans imeline and

Cause | Countermeasure 3 Description | DBenefit Responsible/support]
A Central document- | Overal process owne_rsfaip established Delivery Porter
flow tracking Document fiow and timing management Quality - Each department
| process - Timing control chart; weekly check Cost -Vendors
{ - Segmentation by document type
Standard terms for processes, equipment
Standard tools, work flow across job sites | Administration
B vocabulary Create standard templates and include | Quality T
" database photos and videos 3, Each department Tmpl fon Plan
and templates Gathered from each department, inputinto | Timeline Responsible Support Roview
| database for use by internal document { :
| creators and translators | |
c Standardvendor | Step (1) Translation by topic specialist | Quality | Administration
three-step Step (2) Rewrite by native English speaker | Delivery |  -Eachvendor
process Step (3) Check by highly skilled bilingual i - Procurement
Adine Timing and workload schedule
Adminiszrazion C — ﬁ
,,,,,,, W ——
ABC | | Weeky v Original startup
sert | | process actual
o ! i -
Target- eche ) HH 'é; f VT
state ﬁ :g: ;‘;:: 39 weeks
map J L 181 gt out _§
: v, i v, ¥ 5 3
v, i H =
Yi® e 00 Expansion H
Vendors Translators proposal s J
1-2 days 1-5 daye 1 =
Lead time 1-2 warks B2 works out Follow-up
= T 1]
E B Poor document creation skills
& Many document formats
: I ey
8 Written descriptions of complex
K] operations

Poor or wrongly okilled translator

No or poor editing

Unclear expectations

Large batches and useves and
inpredictable workloads




A3 Document Translation Example

Project Title Project Leader Business Area

A problem is something that
presents itself as a barrier to the |
organizations ability to achieve T i || B

- Segmentation by docu type

Propose Counter Measures

Benefit ‘ Responsible/support]

e ) | Standardserms prmc.essef,eq ipment | :

I t S O a Standard tools, work flow across job sites | Administration
. B vocabulary | Create standard templates and include Quality | IT

A" database || photos and videos Each department

4 andtemplates | Gathered fromeachdepartment,inputinte | | [Tivene

database for use by internal document

creators and translators | |

d Step (1) ion by topic specialist | Quality A i

5upf’2) Rerite by native English speaker | Delivery | ~Each vendor

Step (8) Check by highly kllledbdyua\ | - Procurement i

Responsile Suppot

Articulating the problem requires

the owner to identify the gap =
between the current condition =
and the desired performance at
any given time.

The root cause of the gap is
identified by examining how the
work is currently being
performed and asking why the
problem occurs.
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A3 Document Translation Example

Project Title Project Leader Business Area
Background Propose Counter Measures
‘Acme plant to double capacity. Much document translation required T T
+ Poor Engli of lems Cause | Countermeasure Description Benefit, |  Responsibie/support |
at original plant startup. T T 1 T
+ Expansion plans imeline and " " Ce P : hip established Deivery | Porter
Production ~ | 9 and Quality |  -Eachdspartment Timing and workioad schedule T
y o ~ | process  Timing control chart; weekly check Cost | -Vendors :
i P 51) !F:L% | | ~Segmentation by docuent type | Ongratsarap T%
s Ry ‘Standard terms for processes, equipment | r‘—7
e e Standard tools, work flow across ob sites | Administration Mo !
enase e Toslirs B | vocabulary Create standard templates and include Quality g T 3
W egrmtin T A database photos andvideos ‘ Eachdspartment s/ i\ T
=3 Document translation problems could impede launch! 7| andtemplates | Gathered from each department, input into e Tt
database for use by intemal document B2wesksout
! |_reators and translators |
Current Condition dvendor | Step 1) i pic special | Quality Administration
C | treostep | Step(D Rowntebyathe Englhspeater | Dalvery | -Eachverd
o by o c map process | Step (3) Check by highly skilled bilingual | ~Procurement.
department. by type
2 L |
Deliverables | Timeline Responsible - Support Review Impl ion Plan
Plant pe Timeline Responsible Support Review
%wsll :aunch | ¢ | Committes
* u JapanH@
Plannin, — N | Administration/ | Each departmest
3 [ maehi A3 aicnsed & | Porter
Yendors raamzA - Dhree-step process. > Procurement Admimstration/
| faina Frances Eachdepartment
Document. creation Each department | Administration/Porser | Each department
« Database and . "W_"‘A_ _Ovgoingupdates = + Administration IT (Rick and Tervy) Administration/
templates e | Carter ndersor <
®ua| - Training Each departmest. | - HR
- Creating doguments oA - Each department. | - Administration
Beliy Document translation
management systam
- Flow segmentation Administration/ h department Administration/
Cost| - Traffic contirol chart Porter Ara Sarderson
Midproject review |
Cause *.
Largeatches
85% lost
£ Random zayses:
% i — No-b};\m track Foll
5 —> Unclear expectations ollow-up
]
5 Poor document crestion skills
& Many document formats
B Foor Rardom useoftechnical vocabulny |
= s Undlear expectations i
8 Written descriptions of complex
Q operations
-
Poor or wrongly okilled translator
No or poor editing
e ot
Large batches and useves and
unpredictable workloads




A3 Document Translation Example

Project Title Project Leader Business Area
Background Propose Counter Measures
‘Acme plant to double capacity. Much document translation required -
* Poor English ‘problems Cause | Countermeasure Description Benefit \ Responsible/support]
at original plant startup. T . = T = P T 1
g t reduction. T P o Delivery | Porter
— wtracking Document low and iring maragement Quality ‘ Eachdepartiment Po—————I
o _ process - Timing control chart; weekly check Cost -Vendors . H
. ‘actual =
S %Mﬂ M} | | ~Segmentationby document type | | i n) T
\7 {”{':'J Standard terms for processes, equipment. ‘\ . y‘—_"
v - .3 Standard to0ls, work flow across job sites | Admiistration i 5
2nentre [ . B | vocabulary | Create standard templates and include Quality | 1T - H
& P > " database | photosandvidsos ‘ | Eachdepartment i/ N 7
= Document translation problems could impede launch! ~" | andtemplates | Gathered from each department, input into | e L
database for use by internal document. B2mssons
| creators and translators | |
Current Condition dardvendor | Step () i pic specialist Quality | Administration
C | tweestp | Step(R " | Delivery | -Eachverd

Implementation Plan

oG alehpea
ocumentels ¢ map : process Step (5) Check by highy skiled bingual | ~Procurement

Deliverables Timeline Responsible I Support | Review
Overall Launch . TG | ‘ Mv:;;ruwmem
+Problems: Timeline \ i 1T dc‘:p:r’.a«
D ?tﬂo"o‘:ms%’,?&| iable lead ti Planning Newra N | Administration/ Each departmert : R
eliver rer 3 3 imes | * c
Quality = Much rework > SO%, many errors reach customer [ AR ————— W | Porter |
Overall= (", | |
Vendors \ (Olmhate A Thrme-step process o PF curement :a-nknamzim‘
| b Gelect rances |
| |
Goals/Targets Document creation | Each department | Admimistration/Porter | Eachdepartment
- Database and | ) P 0 L L TR - Administrationd | - IT (Rick and Tervy) Administration/
Quality - o defects at lawnch templates | 2 Carter I Sanderson
aRawork lecs than 20% - Training [ O-A - Each departmest. | - HR |

Midterm Review | Ensure ongoing collaboration
Prelaunch Review | Monitor system weekly, all metrics, especially quality and delivery
e WY | | LN | | | |

or stuck

— No abilitygo track

—> Unclear expectations Follow-up

Pogr document creation skills \
Many document formats

Random use of technical vocabul

Unclear expectations. N

Written descriptions of complex

operations \
Poor or wrongly skilled translator

No or poor editing

Unclear expectations

Large batches and uneves and
unpredictable workloads

Job)
instractions|

Technical

Lost in translation

Delvery Ervor
i bead-time gemoration
provems




A3 Document Translation Example

Project Title Project Leader Business Area
Background Propose Counter Measures
Acme plant to double capamcy Much document translation required T
+ Poor Engli d many Cause | Countermeasure Description Benefit | Responsible/support
at original plant mm.p T T 1 T
* Expansion plans timeling and cost % G P " hip established Delivery Porter
'ZZ‘ZZT:,’" = | ) and Quality - Each department Timing and workload schedule. T
N | process - Timing control chart; weekly check Cost ~Vendors 1
:> Dscument ) ‘wm | -Seqmentation by docuren type | | oty %
= Standard terms for processes, equipment | Target- . '-—.T
rremnery - Standard tools, work flow across job sites | | Admiistration bt b 4
‘Zmﬁms Gt "‘“’“T” B | vocabslary Createstandardtemplates andinclude | Quality | 1T 3 : g
e P T - databsse phtos andideos i Eachdepartment i/ N 7
= Document translation problems could impede launch! andtemplates | Gathered from each department, input into ‘ e
database for use by intemnal document B2weeks out
| |creators and ranslators | |
Current Condition dvendor | Step 1) | Quality | Administration
C | theostep >5up@m»ymwsn9hsuspuk« | Doy | -Eschuenor
Documents by Current-state map % process | Step (8) Check by highly skiled biingual | ~Procurement
department ?
i‘t\“' Implementation Plan
Deliverables Timeline Responsible ~1___ Support { Review
Overall Launch | Plant management
Timeline ‘ ; H mgg
] ?
't = 10% over budget N N | Administrat Each departmest koo
Deli 507% late; long, variable lead ti Plannin | Nema A N par
Quaky = Much rework 5 SO%, warty orrors reach Gustomer ’ [enia A% amtepisd W | Porter
Overall = |
G Vend [ (fmhate A hree-stap pricess . A /
| Ba Gelect Frances Eachdspartmest
Goals/Targets Document creation Each department | Administration/Porser | Eachdepartment
- Database and O- SO I i - Administration/ IT (Rick and Tervy) Administration/
Quality - 0 defects at lawnch 5 templates - :"’:" . S
- Rework Less than 10% v IT— i | “Eschdepartmest: | -
beLvav4 - 100% on-time - Creating doguments A - Each department | - Administration
- Level weekly volume Document transistion
- Consistent short Lead time with predictable chL'L\/crg management system O-A A8 Csors | ez " "
cost - 10% decrease — rework down: overtime dowin =Flow segmentation i R R —r | Aduleiaimiioy - e
- Traffic control chart - B Porter Ana Sanderson
Midproject review |
Analysis ‘
Cause ~.
Largevatches
85% lost y
H il Lyl -
5 —+ Unclear expectations ollow-up
= . . . .
£ Poor document creation kils Midterm Review Ensure ongoing collaboration
5 Many document formats
Random use of technical vocabul 1 H : H H H
E Undlear evpactations N Prelaunch Review Monitor system weekly, all metrics, especially quality and deliver
L Written descriptions of complex
° operations
-
Poor or wrongly skilled translator
Noor poor cditing
Unclear expectations
Large batches and uneven and
unpredictable workloads




Problem Solving

The Problem Solving Template (A3)

e The A3 Problem Solving template lays out an entire plan, large or
small, on one sheet of paper

e It should be visual and extremely concise

e It should tell a story, laid out from upper left-hand side to lower
right, which anyone can understand

e What is important is not the format, but the process and thinking
behind it

e |t fosters dialogue

e It develops problem solvers
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Plan-Do-Check-Act

Plan

Select Focus Problem
Gather Data & Investigate
Identify Root Causes

Brainstorm Possible Solutions
Develop Solution Plan

AhON=

Act Do

. Capture
Improvements
& Standardize
10. Evaluate Team
& Next Steps

Continuous

6. Implement
Improvement

Solution Plan

Check

7. Verify Results (Compare with
number 2. above)
8. Confirm Acceptance
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Problem-Solving Story

Problem: Date:
Goal: Team Members:

Problem-Solving Story

£ Step 1: Define the problem Step 2: |dentify the causes of the problem
Quantify! | 7, 5 © Y s
What is the problem? + What potential causes were identified? & Why Analysis
Sketch «  Why should the problem be addressed? «  How were the causes verified?

* Pict +  How does the problem affect customers? Fishbone Diagram Why
pi!&t «  What are the consequenses?

How will progress be measured? Man  Method

'h hics d h ill h Hhy
What graphics do you have to illustrate the -
Why

problem? Place data on storyboard
Where does the problem occur, when does it Why
occur, and who does it involve?

How will the focus (scope) of the project be
narrowed?

Material Machine Environment

4 |

Step 4: Monitor the results e T Step 3: Problem-solving costs
«  What are you monitoring? = «  What solutions were considered and evaluated?
« Compare actual results to the identified goal +  How did the solutions address the causes of the problem?
« How are you using the data? — ’ «  What is the plan for
«  Have we met our initial goal? e — «  Testing or piloting the solution?
+ s there a need for additional improvements? — « Introducing it on a large schare? Time
« Make any necessary adjustments «  Monitoring the progress and success?
«  How are you communicating the results? Are you... +  How easy to follow is the plan for implementation?
» Documenting the new process? «  Use Form G to define an Action Plan
« Training current and new employees? +  What needs to be done?
* How are you monitering the Form G Action Plan? « Who is responsible?
« What revisions have you needed to make? « Whenis it due?
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Problem Solving

Problem Solving Story - Manufacturing
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Summary

e A3s are deceptively simple

* A3 reports, and more importantly the underlying thinking,
embody a critical core strength of a lean company

* A3s serve as mechanisms for managers to mentor others
in root-cause analysis and scientific thinking, while also
aligning the interests of individuals and departments
throughout the organization by encouraging productive
dialogue and helping people learn from one another

'GA P

IMPROVEMENTS




