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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
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Purpose

Vision/Values

True North

(Employee) Line of Sight

Strategy Formulation & deployment)

ProcessPeople

Core
Putting people before                       

products

Engaging, Involving

Challenging & Coaching

Teamwork

The Lean Enterprise

Horizontal flow of value                                                

at the pull of the customer

Workplace Management through        

standardization &  Visualization

Relentless elimination of waste,    

overburden and unevenness

Lean Tools

Capability to ID & Solve
Problems

PDCA Thinking 
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ProcessPeople

Core

Capability to ID & Solve
Problems

PDCA Thinking 
Putting people before                       

products

Engaging, Involving

Challenging & Coaching

Teamwork

The Lean Leadership System

Horizontal flow of value                                                

at the pull of the customer

Workplace Management through        

standardization &  Visualization

Relentless elimination of waste,    

overburden and unevenness

Lean Tools

PURPOSE

Vision/Values

True North

(Employee) Line of Sight

Strategy Formulation & deployment)



True North (Hoshin)

Purpose

Vision Values

Current
Performance

The process of reflective 
learning lead by 
management keeps the 
organization on track to 
its True North despite the 
short-term influences

Philosophies and Beliefs

• Layoffs and dismissal 

not readily made

• Role of employees

• Role of Leaders
6



CURRENT 
CONDITION

P

DC

A

P

DC

A

P

DC

A

GtS

Tools

True 
North

TARGETED 
CONDITION

Tools

Tools

GtS

GtS

In the lean organization, the work of 
managers involves teaching this pattern 

of thinking and acting in order to 
continuously improve work.

Managing for Improvement
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Profit

Long Term 

Success

Contribute to 

Economy

Contribute to 

Society

Good Quality

Long Term 

Mutual 

Prosperity

A Paycheck

Growth

Good Benefits

A Safe 

Workplace

Meaningful 

Work

Company Goals Employee Goals

Mutual Trust

Purpose



Respect

Partnership   

A Partnership between an Organization & its 
Employees

Mutual Trust

Continuous

Improvement   

Organization provides Stable Employment & 

Sustains or Improves Working Conditions

Employees Contribute Efforts to Realize 

Company Objectives

Organizational 

Prosperity is 

achieved 

through 

Continuous 

Improvement

Employees

Satisfaction is 

experienced 

through the 

Continuous 

Improvement 

Process



Benchmark-Toyota Way
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.
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It Starts with 

Values
Values

Beliefs

Thoughts

Actions

Habits

Character

Culture

Toyota 

Way

TBP

8 Steps

Goals for 

the 

company



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 

Asst/General Manager 

Vice President 

President 



Ideal State Current State

Why (Purpose) Mutual Long Term 

Prosperity for all 

Stakeholders

How (Values, 

Production System)

Toyota Way Values

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

Toyota True North Example



“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

Ideal State
(or Current 
Standard)
(What we 

“talk”)

Current 
State

(What we 
“walk”)

Why 
(Purpose)

How 
(Values, 

Operating
System)

What 
(Vision,
Goals)

Philosophy 
and Beliefs

WHAT IS YOUR TRUE 

NORTH?



15

People

Core

Capability to ID & Solve
Problems

PDCA Thinking 
Putting people before                       

products

Engaging, Involving

Challenging & Coaching

Teamwork

The Lean Work System

PURPOSE

Vision/Values

True North

(Employee) Line of Sight

Strategy Formulation & deployment)

Process

• Horizontal flow of value at the pull 
of the customer

• Workplace Management through   
standardization &  Visualization

• Relentless elimination of waste,    
• overburden and unevenness
• Lean Tools



Value & Work Flows Across Functions

Sales Marketing 

R&D

Supply 

Chain

Human 

Resources

Finance IT

Growing the Business

Fulfilling Customer Orders

Growing and Developing People, LeadersB
ig

 h
o

ri
zo

n
ta

l b
u

si
n

es
s 

p
ro

ce
ss

es

Most important problems are cross-functional

Suppliers Customers



Safety Quality Productivity Cost HR

Make problems & 

opportunities for kaizen visible.

Standardized Work, 5-S

Visual Control (Andon, Line-stop, Visual Management)

Problem Solving 

P
D

C
A

Standardized Work, 5-SStandardized Work, 5-S

Visual Control & Management 

Set up 

Standard

Check 

Abnormality

Kaizen



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



Process

• Horizontal flow of value at the pull of the 
customer

• Workplace Management through   
standardization &  Visualization

• Relentless elimination of waste,    
• overburden and unevenness
• Lean Tools
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Core

Capability to ID & Solve
Problems

PDCA Thinking 

The Lean Development System

PURPOSE

Vision/Values

True North

(Employee) Line of Sight

Strategy Formulation & deployment)People

Putting people before                       
products

Engaging, Involving

Challenging & Coaching

Teamwork



Principal Roles – For ALL
“The Lean Management System”

1. Go and See:  
Understand the real situation, the real process, from the real people who 

work it, at the real place of action.

2. 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

3. Solve a Problem
Teach the METHOD for Problem Solving – get involvement.

Implement Solutions / Permanent counter measures.

4. Sustain and Nurture the Processes/People



Human 

Resources

INPUTS

Assessment

Quality 

People

OUTPUTS

Quality

Organization

LEAN CULTURE OVERVIEW MODEL

ENGAGEDEVELOPATTRACT ENROLL

ORGANIZATIONAL

STRUCTURE & 

SYSTEMS

ORGANIZATIONAL 

LEADERSHIP &

ENVIRONMENT



♥ Determine organizational competencies

♥ Use demonstration of competencies to link 
hiring, training, evaluation, promotion, 
recognition and compensation

♥ Ensure fair and consistent policies

♥ System of “checks and balances”

♥ System of “PDCA” culture

Role of HR
- “The keeper of the values”



• Reduce variability, 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 Objectives of Standardization



Step 1: PREPARE 

WORKER

Step 4: FOLLOW UP

Step 3: TRY OUT 

PERFORMANCE

Step 2: PRESENT

OPERATION

Plan

DoCheck

Action

Major Steps

Key Points

Reasons

The Four Steps of JI
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Typical Flexibility Chart
Author:

J. Smith

Proces

s

Nr.

1 2 3 4 5 6 7 8 9 10 11 12
Number 

of 

processe
Target (M an/Job)

Sectionnr. 10 A

                          

Teamnr.: 1

Date: 6/98

J

O

B
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M
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S
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E
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D
V
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1M2J %1M2J

Name & Position PlanAct

John Jones 3 2 50%

Joe Bates 3 2

Wendy Smith 2 2

Geoff Smith 2 1

Tom King 3 2

George Whiteside 1 1

Danny Nelson 1 1

Tony Abila 1 0

Ken Anderson 1 1

John Smith (TL) 9 6
Number of people 

per process Plan 4 3 3 3 2 1 2 2 2

Act 3 3 3 4 2 1 0 0 2

Target (Job/Man)  1J2M

Target % 1J2M 66%

EVALUATION Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Group leader

Section manager

Department manager

GMIO Standard Form (flexchar.xls)

A.   In this section write your name, section number, team number and the date the chart was  produced. 

This serves to clarify who drew up the flexibility chart, identify your workplace       and the appropriate time period.

B.   In this section write the name of the job as performed in your team.

C.Planned Number of Jobs per Person vs. Actual

D.Current Target (this is a plant-set target)  In this example 1M2J is required for full rotational capability. 

E.   Enter the names of the team members of your team.

F. The percentage of members of the team who have achieved the target

=  Knows steps (in training)

=  Can perform job to quality and 

    safety but not in takt

= Can perform job to quality, safety  in  

takt without supervision

= Can Train Job to job inst std

= Is authorised to do repairs

A
B

C

D

E

F

G

H

# %

Jobs
O

p
e

ra
to

r 
N

a
m

e
s

Plan vs. 

Actual
Monthly 

Evaluation
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Purpose

Vision/Values

True North

(Employee) Line of Sight

Strategy Formulation & deployment)

ProcessPeople
Putting people before                       

products

Engaging, Involving

Challenging & Coaching

Teamwork

The Lean Management System

Horizontal flow of value                                                

at the pull of the customer

Workplace Management through        

standardization &  Visualization

Relentless elimination of waste,    

overburden and unevenness

Lean Tools

Capability to ID & Solve
Problems

PDCA Thinking 

Core
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Actual

Employee -
Signal the 
Problem

Manager -
Immediate 
Response

Together – GtS,                
ID root causes,               

decide on 
countermeasures

Apply tools 
as 

necessary

Standard

Andon

STANDARD ACTUAL

In the lean organization, the work of managers 

involves putting in place the system for signaling 

problems and responding to them.

The Work of Leaders-
Developing Systems & People to set Standards                                               

& Identify and Correct Out-of-Standard Conditions



Problem Solving at all Levels

•Policies

•Annual 

Objectives

•Improvement 

Plans

•Cross 

Organizational 

Problem 

Solving 

•Process 

Improvement

•Objectives 

& Budget 

Management

•Management 

Directed 

Kaizen

•Enterprise  

Problem 

Solving

•Standardized 

Work

•Kaizen

•5S

Supervisors & 

Team Leaders

Operators

Top Management

Plant Manager 

& Manager



Goal

•Problem Solving that 

results in getting to the 

goal.

Three Stages of Problem Solving

New Goal

“Reaching”

“Maintaining”
“Raising”

•Problem Solving that 

focuses on maintaining 

the goal.

•Problem Solving  

that focuses on 

increasing capability 

beyond the goal -

“Kaizen”. 

Maintenance Kaizen Kaizen



3 Levels of Problem Solving

P

DC

A
GtS

Business Planning

Project Management

Problem Solving/Kaizen
Enterprise  Work

Basic PDCA

A-3 System Level Problem Solving 

Hoshin Kanri



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.

Suggestion System



Employee Involvement Teams

Stage 1

Orientation

Stage 2

Dissatisfaction

Stage 3

Resolution

Stage 4

Production

Stage 5

Termination

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

Team Development Model

HIG

H

LOW TIME

Productivity

Morale



Linking the 8 Steps with 
PDCA and Drive & Dedication

1. Clarify the Problem

2. Break Down the 
Problem

3. Target Setting

4. Root Cause Analysis

5. Develop 
Countermeasures

6. See Countermeasures 
Through

7. Monitor Both Results 
and Process

8. Standardize 
Successful Processes

A

C

D

P

Concrete Actions and Processes

Customer First

Always Confirm the Purpose 

of Your Work

Ownership and Responsibility

Visualization (MIERUKA)

Judgment Based on Facts

Think and Act Persistently

Speedy Action in a Timely

Manner

Follow Each Process with 

Sincerity and Commitment

Thorough Communication

Involve All Stakeholders

Drive and Dedication

7/3/2019



Function Hoshin

Division Hoshin

Department Hoshin

Individual Priority Themes
OJD

P/S

Horizontal Alignment

V
ertical A

lig
n

m
en

t

Company 

Hoshin

Hoshin Kanri
= Direction Management
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CURRENT 
CONDITION

VISION

NEXT Hoshin
Objective

NEXT Hoshin
Objective

Hoshin
Objective

Hoshin Kanri = Compass + 

Control

Way of setting direction. Links the 

vision of the business to real 

objectives 

Daliy Management 

measures and 

ensures that people 

and processes are 

on track to achieve 

the target condition

Daily Management and Hoshin



Annual Strategy
KPI
Activity

Division Hoshin
KPI
Activity

Dept. Hoshin
KPI 
Activity

Team Target
KPI’s
Activity

Group Target
KPI
Activity

Daily Management and Hoshin
P

e
rf

o
rm

a
n

c
e

Time

Continue with current daily ops

Time

Actual 

Performance

Kaizen

Kaizen

P
e

rf
o

rm
a

n
c

e

Problem

Problem

Policy
Reduce Downtime by 30%

Activity
Standard Work, Respond, 
Continuous Improvement

GENERAL
MGRS

DEPT
MGRS

GROUP 
LEADERS

TEAM 
LEADER

TEAM

C
A

TC
H

 B
A

LL
 P

R
O

C
ES

S

Innovation

CEO



Team Board-Floor Management 
Development System



Sales Product
Development

Supply Chain Execution
Operations

Execution
Support

Finance

Revenue Quality Order
Fulfillment

Safety HR
Turnover

ROI

Growth Time to 
Market

Forecast/
Actual%

Quality Safety
Medical Cost

EBITDA

Customer
Satisfaction

Cost to 
Budget

Material
Shortage

Service/ 
Delivery

QA Direct 
Margin

Sales Pipeline Productivity/
Delivery to 
Target

Supplier
Report card 
Quality

Cost COGS 
Margin

Sales 
Forecast to 
Actual

Problems ID’d 
timely

Order to 
Cash Lead 
Time

People Debt

Business 
Acquisition
Process

Problems 
solved timely

Inventory 
turns

Environment Accts Rec

Sales, Leads, 
Calls

Master
Plan

Master Plan

Enterprise-wide Business Management Development  System



KPI Development
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Hoshin Objective

M
A

IN
 K

P
I

SU
B

 
K

P
I

PRODUCTIVITY

P
R

O
C

ES
S 

K
P

I’
S

X

X

Main KPI - KPI’s selected through catch-ball 
process that will be primary indicator  to 
align with Hoshin.

Sub-KPI’s  - KPI’s that link to main KPI and 
are important to measure for 
dept/area/group/team.

Process KPI’s – Measuring critical processes 
and metrics that align with sub-KPI’s 
through to Hoshin.
(dependent on maturity of area for these 
KPI’s)



Standard work for all levels

©2010, ILS.  All rights reserved. 40

Standard work for gathering 
data, analysing data and 

status and reporting  for all 
levels

Standard audits or 
boards at all levels.  

Explains what to 
check with simple 

‘yes’ or ‘no’ answers.  
This also creates audit 

of leader standard 
work

Standard path for 
conducting audit 

within a value 
stream.  I.e. Start 

here, then here, etc.
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Fujio Cho, Chairman, Toyota Motor
Former President, Toyota Motor Manufacturing, 

Kentucky:

3 Keys to Lean Leadership:

1. Go See.

• “Sr. Mgmt. must spend                            time on the 
plant floor.”

2. Ask Why.

• “Use the ‘Why?’ technique daily.”

3. Show Respect.

• “Respect your people.”


