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Lean Transformation

“*Not Lean Implementation with tool focus

*System focused journey across the
enterprise

“*Develops all employees as problem
solvers

“*Competitive advantage
*Bottom line profits

*Mutual long term prosperity
for all stakeholders




Addressing the “TOP TEN”

Using lean in order to cut costs
Leaders “delegating lean” to others

Not identifying the proper roles for “everyone” in
the organization

Too much focus on “lean tools”

Not involving HR properly

Processes and improvements not connected

Using the wrong measures for success

Not being proactive in preparing for a financial crisis
Not linking lean to the “daily work”

Not objectively assessing their current progress



The Lean Enterprise

Purpos

Vision/Values
True North
(Employee) Line of Sight
Strategy Formulation & deployment)

Capability to ID & Solve
Problems

Horizontal flow of value

PDCA Thinking at the pull of the customer

Workplace Management through
standardization & Visualization

Putting people before
products

Engaging, Involving
Challenging & Coaching
Teamwork

Relentless elimination of waste,
overburden and unevenness
Lean Tools




The Lean Leadership System

ngaging, 1nvoiving standardization & Visualization
Challenging & Coaching Relentless elimination of waste,

overburden and unevenness

Teamwork
Lean Tools




True North (Hoshin)

The process of reflective
learning lead by
management keeps the /

organization on track to Visio == Values
its True North despite the
short-term influences

hilosophies and Beliefs

Purpose

e Layoffs and dismissal
not readily made

e Role of employees
6 Performance e Role of Leaders



Managing for Improvement
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continuously improve work.



Purpose

Employee Goals

A Paycheck
Growth

Company Goals

Profit

Long Term
Success

Long Term Good Benefits
Contribute to
Economy Prl\c/)“sjgé)?ilty A Safe
Workplace
Contribute to .
Society Meaningful
Work

Good Quality



A Partnership between an Organization & Its
Employees

Organization provides Stable Employment &

Sustains or Improves Working Conditions

Organizational Respect Employees
Prosperity Is Partnership Satisfaction is
achieved Mutual Trust experienced
through _ through the
Continuous Continuous Continuous
Improvement mprovemen Improvement
Process

Employees Contribute Efforts to Realize

Company Objectives




Benchmark-Toyota Way
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Toyota Way 2001
l

ect

- -

Improvement

l

Continuous, Kesp

The Toyota
Way 2001 is an
ideal, a
standard and a
guiding beacon
for the people
of the global
Toyota
organization.

It expresses
the beliefs and
values shared
by all of us.



It Starts with
Values

Values

Beliefs

Thoughts Goals for

Actions the

Habits company

Character

Culture
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Servant Leadership

Leadership develops the capacity that allows team members
to improve what needs to be done

\Suppliers — Team Members - Customers/
Team Leaders /
Group Leaders

Asst. Manager/Manager

sst/General Manager,

Vice President




Toyota True North Example

Ideal State Current State

Why (Purpose) Mutual Long Term
Prosperity for all

Stakeholders

How (Values, Toyota Way Values

Production System) Toyota Production System
Processes and Tools

What (Vision) Build the Highest Quality
Car at the Lowest Possible

Cost while respecting those
who do the work

Philosophy and Beliefs |Layoff Philosophy,
Role of Employees and

Leaders, Org Structure




“What’s Your True North?”

- Exercise

Complete the table titled “What is Your
True North?”

Determine both the ideal state and
current state of the following:

— Why (Purpose)
— How (Values, Production System)
— What (Vision and Goals)

— Philosophy and Beliefs (Layoff
policy and Roles for members,
leaders)

Identify Gaps where you have no
Current Standard or where your Current
state doesn’t match your Standard

WHAT IS YOUR TRUE
NORTH? Ideal State Current
(or Current State
Standard) (What we
(What we “walk”)
utalkn)
Why
(Purpose)
How
(Values,
Operating
System)
What
(Vision,
Goals)
Philosophy
and Beliefs

57



The Lean Work System

PURPOSE

Strategy For

products
Engaging, I
Challenging 4

Teamwork
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Value & Work Flows Across Functions

Sales || Marketing Supply | Human || Finance IT
R&D | Chain ||Resources

Growing the Business

Fulfilling Customer, Orders 7

Big horizontal business processes

Growing and Developing People, Leaders

Suppliers

Customers

Most important problems are cross-functional




> Make problems &
5/ opportunities for kaizen visible.
TP Safety [Quality | Productivity | Cost | HR

Set up Standardized Work,
Standard

Check Visual Control & Management
Abnormality

Kaizen Problem Solvingo




A Lean Operating System - How

Value-Stream - Horizontal flow of value to the customer

Elimintation of Waste (Muda), Overburden (Muri), and
Variation (Mura)

Stability

Standardization

Jidoka - stop the process to fix problems

Continuous Flow

Pull rather than Push when you can't flow

Heijunka - smoothing or leveling

Just In Time to customer requirement

Visual Management - make out-of-standard conditions visible

Kaizen — continuous improvement 18



The Lean Development System

PURPOSE
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1.

4.

Principal Roles — For ALL
“The Lean Management System”

Go and See:

Understand the real situation, the real process, from the real people who
work it, at the real place of action.

Define Normal Conditions
Is the Current Condition (ab)Normal? Prove it.
Can you define (ab)Normal? Write it.
Can you SEE (ab)Normal? Visual Management
When is it (ab)Normal? Tracking Metrics

Solve a Problem
Teach the METHOD for Problem Solving — get involvement.
Implement Solutions / Permanent counter measures.

Sustain and Nurture the Processes/People



LEAN CULTURE OVERVIEW MODEL

US \MPR
ANUO oy,

Human RGANIZATIONA Quality
STRUCTURE &

Resources SYSTEMS People

Assessment ORGANIZATIONAL Quality

LEADERSHIP &

Organization
ENVIRONMENT



Role of HR
- “The keeper of the values”

¥ Determine organizational competencies

¥ Use demonstration of competencies to link
niring, training, evaluation, promotion,
recognition and compensation

¥ Ensure fair and consistent policies

¥ System of “checks and balances”
¥ System of “PDCA” culture



The Objectives of Standardization

« Reduce variabllity, increase predictability

« Enhance repeatability, confidence, consistency
« Clarify procedures

 Enhance communication

* Improve Problem Solving

» Set good discipline

* Develop awareness

« Establish “Problem Consciousness”
 Establish a basis for education and training
« Establish a baseline for performance

* Improve Quality, Safety, Delivery, Cost

* Provide the basis for Improvement




The Four Steps of JI

Step 4: FOLLOW UP Step 1: PREPARE
WORKER

Plan

Action

Major Steps

\

Key Points

\

Reasons

Step 3: TRY OUT Step 2: PRESENT
PERFORMANCE OPERATION



Typical Flexibility Chart
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The Lean Management System
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The Work of Leaders-

Developing Systems & People to set Standards
& Identify and Correct Out-of-Standard Conditions

STANDARD =%  ACTUAL

I % Andon

Apply tools Employee -

Signal the

necessary Problem
PROBLEM JL

Together — GtS, q:?:)‘ ’

Manager -
ID root causes, Immediate
!" t‘: 5 decide on Response
‘ ? What is the Gap? fg countermeasures
; Z 2z L] i
current condition target

In the lean organization, the work of managers
involves putting in place the system for signaling
27 problems and responding to them.




Problem Solving at all Levels

.. Top Management
Policies < . =
| *Annual ﬂ """""""""""""" '
Objectives .Obiectives Plant Manager
«Improvement J & Manager
| &Budget |
Plans
Management -Enterprise
*Management | | proplem
Supervisors & Directed Solving
Team Leaders Kaizen -Standardized
""""""""""""" | Work
Operators *Kaizen

g *5S



Three Stages of Problem Solving

Maintenance Kaizen

TN

S 4 “Maintaininle””

“Reaching” —_

\M/\)/ Oo

Kaizen ——»—

—< YT TN\
/( “Ra]Sl_ng” New Goall

Q

*Problem Solving

that focuses on

_ -Problem Solving that increasing capability
*Problem Solving that focuses on maintaining beyond the goal -
results in getting to the the goal. “Kaizen”.

goal.




3 Levels of Problem Solving




Suggestion System

To encourage all
team members to
look more creatively
at what they do and
to take an active part
In the development
of an outstanding
company.




Employee Involvement Teams

HIG
HA

LOW

Team Development Model

Stage 1

Stage 2

Orientation Dissatisfaction

Productivity

Stage 3
Resolution

——

Stage 4
Production

Stage 5
Termination

X

/

TIME

v

Adapted from R. B. Lacoursiere, The Life Cycle of Groups




Linking the 8 Steps with
PDCA and Drive & Dedication

Concrete Actions and Processes Drive and Dedication
1. Clarify the Problem = ErenE e S
2. Break Down the @ Always Confirm the Purpose
Problem of Your Work

P||3. Target Setting @ Ownership and Responsibility

4. Root Cause Analysis Q@ Visualization (MIERUKA)

5. Develop @ Judgment Based on Facts
\/ Countermeasures @ Think and Act Persistently
D||6. See Countermeasur 9 Speedy Action in a Timely
/] Through Manner
C/|7. Monitor Both Results @ Follow Each Process with
M| and Process Sincerity and Commitment
A 8. Standardize @ Thorough Communication
v Successful Processes @ Involve All Stakeholders




Hoshin Kanri
= Direction Management

Company
Hoshin

FU/étlon %hm
/D|V|S|on Hos N

L
! Horizontal Alignment

/ /)epartment Hoshxv \

Individual Priority Themes
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Daily Management and Hoshin

Daliy Management
measures and

ensures that people
and processes are
on track to achieve
the target condition

Hoshin Kanri = Compass +
Control

vision of the business to real
objectives

Way of setting direction. Links the

35



Daily Management and Hoshin

Innovation
-
- -
-
-

g - - T
c -
|
£
2 Continue with current daily ops
[
[al

Time
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o —
e \
cs .
e Kaizen
P —
o
=
() .
o Kaizen

Problem Actual
Performance

i}

Time

HOSHIN
= KANRI

—) DAILY
MANAGEMENT

Policy
Reduce Downtime by 30%

Annual Strategy
KPI
Activity CEO
Division Hoshin w
KPI GENERAL

.. m MGRS
Activity
Dept. Hoshin ‘DEPT
KPI _ MGRS
Activity [ Ag I
Group Target GROUP
KPI LEADERS
Activity M
Team Target TEAM
KPI’s LEADER
Activity | A}4 I/ \WNY/

TEAM

CATCH BALL PROCESS

Standard Work, Respond,

Continuous Improvement




Team Board-Floor Management
Development System

i _» L__UEE A&qk}_—_t | ﬁ




Enterprise-wide Business Management Development System

Product Supply Chain | Execution Execution
Development Operations Support

Revenue Quality Order Safety
Fulfillment Turnover

Growth Time to Forecast/ Quality Safety EBITDA
Market Actual% Medical Cost

Customer Cost to Material Service/ QA Direct

Satisfaction Budget Shortage Delivery Margin

Sales Pipeline  Productivity/ Supplier Cost COGS
Delivery to Report card Margin
Target Quality

Sales Problems ID’d Order to People Debt

Forecast to timely Cash Lead

Actual Time

Business Problems Inventory Environment Accts Rec

Acquisition solved timely turns

Process

Sales, Leads, Master Master Plan

Calls Plan



KPI Development
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Standard work for all levels

| WORK BREAKDOWN SHEET

Process Name: Updating Team Activity & Team Leader Boards

Reference No:

[ Last Revised 28/3/2010

‘ Tools Blank template graphs, Data collection sheets, coloured pens, calculalor
5::' | Operation Elements Key Points Reasons Why Safety Points
[Team Activity Board (Callaciing Data]
1 |Print out blank data callection shests from |Find fle undar - L\Teams\Process o make t sasier to callsct the right data.

your Team file on L Dive

FlooriTeam 1_TexeNDaily Actiity Board
(Peapie, Safety, Qualty, Praductivi
1ainability)

Place the blank data collection sheels in
the plastic pockats on your Team Activty
Board

Soard on nghl hand side

Tokeep the sheets clean and dry.

Collect data daily or as ofen a5 fequired
per Shit/per Run and mark on the data
collection sheels.

Eg unplanned absences, safety incigents
quality concems, team audits

o Use 1o popuiate the graph templates and|
visually show the data

|Team Leader Board (Graph Data]

4 |Use data collected on Team Actiity Board |Use coloured pens according ta the graph |To show difference between runs, quality
to calour in the blank graph templates on  |legands to show data in the graph formats |concems, universaligiabal shifs, etc
the Team Leader Board

& [Althe end of sach week. update the Uss biue pan for Univeral and red pan for | To distinguish betwaan Unnersal and
Weekly/Monthly Trend Graphs with the | Global Global data
weeky totals.
|Group Leader Board

6 |Complete Daily Data Collection Shest for To ensure Group Leader is able to update

Group Le:
candboard fo

and leave in yellow

the Group Leader Board daly

1have been lrainad according to the Breakdown above

Team Member.

sined by Team Leadsr

d fully understand haw to da this job. | also agree tat

my respansiviily 1o fallo
Approy

Date

Date:

Date:

Standard work for gathering
data, analysing data and
status and reporting for all
levels

Daily Management Boards - Audit Checklist

Date

Team Loader Boards

Pokuarth

Group Leader Board

Manager Board

Ovorall Auidit Commnentsf Actions who?

Standard audits or
boards at all levels.
Explains what to
check with simple
‘ves’ or ‘no’ answers.
This also creates audit
of leader standard
work

Productio

1

I b
Standard path for
conducting audit

within a value
stream. l.e. Start
here, then here, etc.




Fujio Cho, Chairman, Toyota Motor

Former President, Toyota Motor Manufacturmg,
Kentucky:

3 Keys to Lean Leadership:

1. Go See.

e “Sr. Mgmt. must spend
plant floor.”

2. Ask Why.
e “Use the ‘Why?’ technique daily.”

3. Show Respect.
e “Respect your people.”
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