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Endorsements

“Candid, comprehensive and pragmatic, Dave Rizzardo’s book, Lean —
Let’s Get It Right! is a must-have reference for any Lean practitioner, novice,
and expert alike. Dave cleverly transforms his wealth of Lean knowledge,
his passion for lifelong learning, and years of ‘boots-on-the-ground’
expertise into a realistic and practical guide to effective continuous
improvement and cultural transformation. His unique and upbeat
approach to using ‘lessons learned’ to help achieve success will surely
benefit any organization or individual in any aspect of their Lean journey.”
— Rebecca R. Jackson, LBC, Maryland State Government

“Finally, there is a book on Lean that balances theory, application,
and culture. Dave Rizzardo has laid out the keys to successful Lean
implementation and sustainability by simplifying the elements of Lean
for every reader, ranging from those just starting their learning journey
to experienced Lean leaders. Dave’s charismatic approach to presenting
his topics are easy to follow and should be re-read from time to time
to ensure you are remaining focused on the big picture view that Lean
must be adopted as part of the culture and not to be seen as a project
with a beginning and end. This book is a must-read for any individual
and/or team desiring a continuous improvement future to remain
competitive in the ever changing world where we all need to thrive.”

— Doug Cooper, Director of Supply Chain, Tilley Company

“David Rizzardo knows what he is talking about. This book documents
David’s considerable knowledge and experiences in simple terms that
will keep your organization from making the same mistakes so many
other companies have made.”

— Todd K. Davis, President, New Tack Consultants



“Highly recommend this in-depth and informative book explaining the
requirements for implementing a strong and sustained Lean initiative.
Dave not only covers some Lean tools and how to implement them,
but also goes beyond to explain the absolute commitment required
from top leadership, the defining Lean principles that guide Lean
thinking, and the essential attitudes and mindsets that will nurture a
culture of continuous improvement. Although tools and techniques
are important, the most vital contribution to a sustained culture is, and
must always be, the people aspect. Dave covers this in a clear, concise
fashion. A must-read.”

— Sherry Jordan, World Class Project Engineer, Saft America

“This book focuses on the key to enduring Lean success ... people!
You can use all of the Lean tools in the world to solve company
problems, but improvement won’t be sustainable and ongoing without
truly engaging the workforce to build the right culture. This book dives
deep into topics such as how Lean modifies roles and responsibilities,
and covers key issues related to developing a Lean culture which is
based on engaging al/l employees, not only a few Lean experts or
managers. Regardless of your position in your company, and whether
you are a Lean novice beginning your Lean journey or a Lean veteran
of many years, read this book!”

— Jesse Hood, Director of Quality and Continuous Improvement, Hub

Labels, Inc.

“If you've ever met Dave, you know that he is passionate about Lean.
He loves to teach and interact, and freely share what he has learned
to help others improve and succeed. The book is a great extension of
his passion that will now reach a larger audience. You should read this
book!”
— Steve Jozwiak, COO, D. Wheatley Enterprises and Special Projects
Operations

“In true Lean fashion, Dave eliminates waste in the definition,
explanation, and implementation of a Lean culture in your business.
Dave takes his decades of experience and boils it down to the
assignable causes of implementation. A must-read for anyone
implementing Lean.”

— Joseph M. Bero, P.E., LSSMBB
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Introduction

Let’s start by me explaining why T felt the need to write this book. Lean
has proven to significantly enhance the competitiveness and profitability
of companies throughout the world, and some have been transformed into
organizations that are characterized as “world class.” Lean transforms the
workplace into one of participation, challenge, fulfillment, and even fun.
These companies naturally become the employers of choice. However, far
too many companies have fallen short in developing this Lean, continuous
improvement culture that is essential for long-term sustainable excellence.
Results from research studies and anecdotal evidence all generally agree
that a majority of Lean transformations fail to meet expectations and
achieve anticipated results. Since the definition of “failure” varies, the actual
percentage can be debated. However, most would agree that Lean has a
failure rate of 70 percent or more. The question is why? Why is Lean so
difficult that so many companies fail to meet their objectives?

This book will explore the reasons for these failures, and will provide
insight into how to avoid the stumbling blocks that plague many Lean
transformations. Whether you are a leader immersed in your first attempt at
Lean, or an experienced leader or Lean practitioner who has already hit your
share of bumps along the Lean journey, this book will confirm where your
journey is going well, and more importantly will help identify where you
may need to re-evaluate your Lean strategy.

It is not my intent to create a deflated atmosphere of past failure as
we begin our journey together; but we should have an awareness of the
daunting challenge ahead of us. Sure, some aspects of Lean may actually
be simple, but don’t ever assume that simple is necessarily equivalent to
easy. If we do accept the challenge and have the commitment and courage
to move forward towards our goal of developing a Lean culture within our
organizations, the payoffs are transformational in every sense of the word,

—
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for both the company and employees. This is the dual reason for writing this
book, to provide information for both company and employee renewal.

In Chapter 1 we'll develop a working definition of Lean and provide
clarity of our Lean objective prior to delving any deeper into the details.
Without this initial step of clarifying our challenge, we would risk creating
even more Lean confusion by readers unknowingly traveling in different
directions and paths.

Then in Chapter 2 we’ll make sure that we learn from history and
experience. We'll look at our past missteps, blind spots, or what I refer to
as Lean failure mechanisms, which have derailed many Lean efforts. My top
six are reviewed. Of course, your top six based on your own experience
and observations may be different than what is proposed. However, I am
extremely confident that if you address the failure mechanisms outlined in
Chapter 2, and basically flip them 180 degrees from failure modes into Lean
success factors, you will establish a solid foundation from which your Lean
transformation can be built upon and grow.

Keep in mind that with Lean, as with many things in life, one size does
not fit all. We simply cannot just copy the standard Lean recipe, apply it to
any situation, and watch as the continuous improvement culture begins to
grow and create a competitive advantage for our organizations. We can only
wish it were that simple and straightforward. Though this is obviously not
the case, there are some universal principles of Lean which apply regardless
of type of organization, whether manufacturer, distributor, healthcare,
service, or non-profit. Specific Lean implementation steps, timing, and
methods may vary, but the principles are universal. The principles provide
direction and guide you in developing the most effective roadmap for your
own unique situation.

These principles, which are reviewed in Chapter 3, must form the
backbone of a Lean strategy. Ignore or violate them, or simply don’t believe
in their validity, and enduring Lean success is not possible. These principles
should be treated as the organization’s Lean Constitution, the framework and
foundation that everything else is built upon. In Chapter 3 you'll also see
how some of the failure mechanisms can result from a direct violation of
one or more of these principles. Chapter 4 reviews a few of the key systems,
practices, and tools/techniques of Lean. Key performance indicators (KPIs)
will be a significant topic in this chapter.

Chapter 5 will address the role changes essential for Lean success. Lean
affects everyone’s “job.” Chapter 6 will focus on what can be considered
the psychology of change, where topics such as influence, motivation, and
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resistance to change will be covered. Employee engagement is a key topic
throughout these two chapters and is a common thread throughout this
whole book. Lean not only requires an involved and engaged workforce, but
I believe that the prevailing paradigm of “work” itself must be altered through
redefinition of the roles and responsibilities of every single employee.

This book was written to help you develop a Lean culture to not
only transform your company and gain a competitive advantage, but
simultaneously to help you change the lives of your employees for the
better. In fact, the improvement in company performance can be considered
a result or outcome of the workforce transformation that enables everyone
to contribute, be challenged, fulfilled, and even have some fun during the
workday, where most of us spend at least half of our waking hours.

Chapter 7 provides some application and transformation roadmap
guidelines. A repeated message throughout the book is that each
organization must experiment and develop their own transformation
roadmap, but some guidelines and suggestions will be provided to aid in
this effort. Chapter 8 provides a few summary and concluding thoughts.

My objective is to not only provide information to help you along your
Lean journey, but more generally, my intention is to make you think ... to
make you think and reflect upon where you are now, and what actions and
experiments should be done next. My other goal is for you to want to learn
more, to search many of the references which I provide throughout the
book, to become a Lean scholar. Learning should be continuous, and I hope
this book is a facilitator to that end.

You'll notice that action items are scattered throughout the book. If you
don’t like the action items I proposed, then, better yet, create your own.
This bias for action is critical as we travel along our Lean journeys, so I
suggest we follow this practice during our exploration throughout this book.
I agree wholeheartedly with the words of Winston Churchill, ‘7 never worry
about action, but only about inaction.”™ So, let’s get started on this journey,
which will hopefully provide some insights to help you on your personal
and organizational Lean journey of excellence.

Note

1. Churchill, Winston. “Quote about Action by Winston Churchill on
Quotations Book.” QuotationsBook.com. Accessed January 8, 2019. http://
quotationsbook.com/quote/486/.
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Chapter 1
What is Lean?

Let’s begin our journey by defining the challenge before us. The challenge
can be described as a gap, from where we are now to where we want
to be. Closing this gap is the problem that we are trying to solve, and
understanding where we want to be is essential. All problem-solving
processes start with defining and clarifying the problem, whether the
process being followed is PDCA or PDSA (Plan-Do-Check/Study-Act),
DMAIC (Define-Measure-Analyze-Improve-Control), or any other model
grounded in the scientific method. So to address this initial problem-solving
step, let’s begin by answering the basic question, “What is Lean?” Without
an adequate answer to this question, we may be working with a vague
concept that we desire to achieve, but is not defined sufficiently to enable us
to develop an effective plan for moving forward. Due to lack of clarity, we
won’t even be sure that we're launching our journey in the right direction.
This obviously would not be a good starting point. Or, just as ineffective, we
might begin our journey with different ideas as to our objective. Let’s have a
uniform understanding of where we want to go.

It seems like a simple question — “What is Lean?” — but there really
isn’t a short, Webster-like, definition of Lean that effectively captures the
magnitude of what it really means to be Lean or to have a Lean culture. Our
objective at this point is to create a clear enough vision and direction for
us to move towards as we delve deeper throughout this book. Research on
the internet will produce at least a dozen different variants of the definition
of Lean — some of which will point you in the right direction, others which
might sidetrack you for a while. Most of the inadequate definitions aren’t
necessarily wrong or totally misaligned with Lean, but rather they are
insufficient, incomplete. They don't tell enough of the story to be effective.

%)
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Eliminating Waste

One of the most popular definitions of Lean is eliminating waste. As for a
short, compact, powerful definition, this is pretty good. I've used it often
myself. We'll definitely revisit this topic of waste in subsequent chapters.
Eliminating waste is one of the principles we'll review which form the
framework that our Lean culture is built upon. Adding a few more words

to this short definition gives us more insight as to the target of our waste-
busting activities, eliminating waste from company processes. However, it’s
difficult to gain a vision of our objective even with this expanded definition,
and at the start of our journey, we need more clarity.

Lean Tools

Another common definition of Lean is that it is a set of analysis and
improvement tools. We definitely need tools to identify and eliminate waste,
but a tool-based definition of Lean is not only incomplete, but it can actually
lead us down an ill-advised path. Too many companies have passionately
used as many of the tools in the Lean toolbox as they could find, but

then have been disappointed when progress has been made only in a few
isolated areas, or has plateaued or regressed over time.

Let’s think about the tools approach for a moment and compare it with
an example from outside the factory: the building of a house. Does the
house builder start the day by saying, “Let’s see how many of my tools I can
use today!” or “Today is bammer day! Let’s use the hammer everywhere! Let’s
do it team; it’'s hammer time!” Of course, this is absolutely ridiculous. The
objective is not to use the hammer, a tool, but rather it is to build the house
by utilizing the appropriate tools.

However, isn’t this absurd scenario exactly what many organizations
have done with Lean, by laser focusing on the use of the tools, when
Lean success has been defined by how many Lean tools were utilized?
Assessments based primarily on tool usage have been used to measure
Lean status and progress. “Weve employed more Lean tools this year, so
we'’re doing better!” Well actually, that may be true, but maybe not. Back
to the house analogy, it depends on how you've used that hammer and
circular saw. Posting value stream maps, implementing 5S, and putting up
communication boards everywhere, all gain us points. These are, in fact, a
few of the tools or techniques which you will notice in most robust Lean
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cultures. But, in some organizations, for some reason, after a few months,
maybe it will take a year or two, Lean seems to be something we used
to do back when, not now, and we are left wondering what could have
possibly happened to our Lean “program.” (1t's okay to nod your head in
agreement. Believe me; you're not alone in traveling down the Lean tools
path.)

Sure, we need the right tools to identify problems and eliminate waste.
We don’t want to try to build our house with a sharp stick and a rock as
our tools. Lean tools are powerful, are critical components of our Lean
strategy, and deserve mention in our definition of Lean. But as a stand-
alone description, they’re insufficient and can actually drive us down an
ineffective pathway. Our Lean vision is still too cloudy for moving forward
with only the understanding that we want to eliminate waste from company
processes, and we need effective analysis and improvement tools to
accomplish this.

Culture Change

There’s one word which has already been used in previous text, and will
be one of the most repeated words throughout this book, which we must
include in our Lean definition ... culture. We are striving to develop a

Lean culture. The word culture implies that we want to embed something
into our organization’s DNA. Lean is not a specific improvement project,
initiative, or program, but an integral part of what we do around here. This
phrase, “the way we do things around here,” can serve as a definition of
what we mean when using the word culture. Lean must become woven into
the very fabric of our organizations, part of our culture. We go beyond just
doing Lean to being Lean.

Continuous Improvement

So at this point in building our baseline Lean definition, we know we want
to create a culture, and we know something about the activities which

will occur within this culture — waste reduction efforts which utilize the
appropriate Lean tools. However, there is a key descriptor of the desired
culture which is still missing ... continuous improvement. We are trying to
embed a culture of continuous improvement. These two words, continuous
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improvement, change everything. Much of the remainder of this book is
devoted to what must change to develop this culture and for it to take hold
within an organization. The adage, “If it’s not broke, don'’t fix it,” is no longer
an acceptable mantra. Rather, “Ifit’s not broke, let’s take it apart and put it
back together even better,” is a more appropriate Lean mindset.

Institutional Obsession with Improvement

To expand our understanding of the desired Lean culture, consider the
following statement in reference to Toyota’s competitiveness from an

article titled, No Satisfaction at Toyota:* “It is rooted in an institutional
obsession with improvement that Toyota manages to instill in each one of its
workers, a pervasive lack of complacency with whatever was accomplished
yesterday.”

I believe the four-word phrase “institutional obsession with improvement”
does a great job of capturing the essence of a Lean culture. An obsession
with improvement is quite different than the culture of status quo which
exists in many organizations. Remember, “Ifit’s not broke, don't fix it.” If
you're holding on to this obsolete mindset, watch your competition pass
you by due to their obsession with experimenting and moving forward by
engaging everyone, every single day.

Adding Customer Value

Value and customer are implicit in the definition of waste, but I believe that
no definition of Lean would be adequate without their inclusion. Having
them hidden behind some of the other words just isn’t enough exposure.
Another word which should be added to our definition is strategy to
emphasize the fact that developing a Lean culture requires a plan of action
specific to your organization. It’'s not going to happen by simply wishing it
to be; we need an effective plan and strategy of continuous improvement to
embed Lean into “the way we do things around here.” One note of warning
is to make sure that the Lean strategy and the overall business strategy are
integrated together.

Let’s try to put our Lean definition pieces together to see if we've created
a working definition that is satisfactory in describing our Lean objective. Our
Lean baseline definition would look something like this:
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Lean is a strategy designed to embed a culture of continuous
improvement where everyone strives to eliminate waste in
company processes by utilizing the appropriate tools to add ever-
increasing value for the customer.

Of course, even our proposed definition is incomplete, and we can

continue to add key words and phrases such as philosophy, mindset, or
experimentation in an attempt to complete it further and expand an already
long-winded statement; however, I do believe that it provides an adequate
vision and direction for us to move forward. The remainder of this book,
especially Chapter 3 — which focuses on the Lean principles — can be
considered a continuation of the clarification and expansion of the answer to
the basic question which we began with: “What is Lean?”

Transformation

We've focused on establishing a baseline definition of Lean. Admittedly,
we've defined a daunting objective. It’s hard to imagine that any sort of
cultural transformation will be easy to accomplish. No one promised that
our journey was going to be an easy one. It will be challenging, fulfilling,
and transformational for your company and employees, but easy ...
unfortunately not.

In the next chapter we'll take a look at some of the areas where we
have stumbled in the past so as to learn from our past mistakes and blind
spots that have knocked us off our Lean course of excellence. If we address
these, our likelihood of success increases exponentially; we can flip or
transform these failure mechanisms into success factors. If we fail to address
them, our Lean progress will likely be described as “spotty” at best, where
isolated islands of excellence may exist, but Lean never becomes part of
our company’s DNA where everyone is engaged in improving processes ...
everywhere, every single day.

Action Item - Lean Definition Review

At your next Lean steering committee meeting reflect upon your Lean efforts
to date and discuss if a faulty definition of Lean may have led you towards
an objective that is misaligned with the baseline definition proposed in

this chapter. Or, possibly your team members have not had a uniform
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understanding of the objective or direction. Maybe some had envisioned
Lean to be a program or initiative for the next so many years which they
somehow have to “fit in” around their regular jobs rather than a cultural
transformation which never ends, and which redefines their regular jobs.
Chapter 5 is devoted to this redefinition of roles and responsibilities. If your
team is striving towards different objectives due to bypassing the critical first
step of the problem-solving process, long-term success is impossible.

Note: If you are not familiar with a “Lean steering committee” and its
purpose and responsibilities, refer to Chapter 5.

Note

1. Fishman, Charles. “No Satisfaction at Toyota.” Fast Company. December
2006/January 2007. Accessed January 3, 2019. www.fastcompany.com/58345/
no-satisfaction-toyota.
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Chapter 2

Learning from the Past

Where We Have NOT Gone Wrong

Why are we still at the point where the development of a Lean culture is
the exception rather than the rule? Shouldn’t we be much better than that
by now? I will start this discussion of past history by stating what we have
not done wrong. This goes back to a point in Chapter 1 regarding our
infatuation with the tools of Lean. With rare exception, a failure in meeting
our Lean potential has nothing to do with a failure to implement the tools
properly or using the wrong tools, or using the right tools incorrectly.
These may be reasons for wobbling or minor stumbling along the Lean
journey causing some short-term delays, but these setbacks should be
expected as we experiment and figure out the details of applying Lean

to our particular organization and circumstances. This is a natural and
vital part of the learning process. In any endeavor, we definitely need the
right tools to get the job done. We'll review a few Lean tools in Chapter

4 and their place within the continuous improvement strategy. However,
this is not where we should focus when searching for the root causes of
significant roadblocks which are stifling us from moving forward on our
Lean journey.

Lean Failure Mechanisms

Six key stumbling blocks, or what I refer to as failure mechanisms, of
Lean will be reviewed. They are referred to as failure mechanisms since
any one of them can destroy attempts at developing a robust continuous
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improvement culture. Following are the six failure mechanisms which are
the subject of this chapter:

Wrong or Incomplete Definition of Lean
Leaders Aren’t Leading

Front-Line Leadership is Unprepared
Everyone’s “Job” Doesn’t Change

Lean “Training” Isn’t Effective
Demotivation is Tolerated

These are my top six, but others can be added to the list. For example,
violating any one of the principles of Lean which are reviewed in the

next chapter will also destroy, or at least significantly derail, Lean plans.
You'll notice how some of the six failure mechanisms can be traced back

to a violation of one or more of the principles. The failure mechanism
discussions in this chapter are brief overviews, since supporting information
and detail is provided throughout the subsequent chapters.

I focus on these failure mechanisms due to their destructive power, and
their prevalence even in companies many would consider Lean-mature.
The failure mechanisms may be hidden and not recognized, so a better
descriptor might be blind spot. In other cases they are recognized, but we
don’t have the courage to do anything about it. It does take courage to be
an effective Lean leader to confront the numerous challenges that a cultural
transformation entails, especially since it usually requires leaders to take a
long, serious look in the mirror, which is related to the topic of our second
failure mechanism. However, to get started with number one of my top six,
we need to return to the topic of Chapter 1.

Failure Mechanism #1 — Wrong or Incomplete Definition of Lean

Chapter 1 was devoted to developing a working definition and basic
understanding of Lean, so I suggest that you go back and read this chapter
if you decided to jump ahead and begin your journey at Chapter 2. The
following is a short story that depicts one misguided definition of Lean
which can cause damage.
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A Short Story of Misguided Thinking

The internal Lean coordinator, we'll call him L.G. for Lean Guy, at Company
X just took his seat at the leadership team staff meeting, and he’s feeling
pretty good about how things have been going. Though they’'ve only been
on their Lean journey for about six months, he felt that they were finally
starting to gain momentum. Admittedly, there has been a fair amount of
resistance that he and some of the managers have run up against, and

he can foresee some challenges down the road, but things are starting to
happen. The kaizen events have accelerated a number of improvements,
and the floor supervisors, now called team leaders, have begun working
with their teams in making changes in their own areas. They've even started
doing some of the Lean training that only L.G. used to do.

These changes are especially impressive considering the fact that
Company X has a history of not changing anything until the customer
repeatedly screams about an issue. The company president has lived by the
motto, if it’s not broke, don't fix it, and even if it is broke, delay fixing it for
as long as possible; maybe it will still work well enough without spending any
money on it. L.G. knew that this was definitely not a winning mindset for
today’s competitive business climate. In fact, Company X has recently lost
some significant business to the new competitor down the street. This does
have the president very concerned. Regardless of the president’s past actions,
or more accurately, inactions, L.G. viewed his apparent support of Lean as a
step in the right direction. Maybe he was starting to see the light, and now
that some positive Lean progress was obvious, the light should be shining
even brighter.

So the leadership meeting begins, and the company president calls
the meeting to order. L.G. and a few of the managers who have been
leading the early Lean activities just can’t wait for their chance to report
on the progress. When the president started speaking, they sensed
their opportunity was about to happen. The president said, “Zadies and
gentlemen, the first thing that I would like to address is the status of our
Lean program.” L.G. straightens up and is about to speak up, but then the
president continues to say,

. unfortunately, this program has not provided the return on
investment which we bhad anticipated. We began this program to
dig us out of the financial mess we are in mainly due to that pesky
new competitor down the street, and the results after six months
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have not met expectations. We can't wait forever to see the returns
from Lean. Sure, our inventory levels have dropped, which bhas
Sfreed up some cash, and we’ve gotten some positive feedback from
our customers for improved quality and better on-time deliveries,
but the documented cost savings are unimpressive, especially

when considering all the time and money invested in training the
employees. And those kaizen events always take key people off of
the production floor and disrupt the schedule. How in the world our
on-time delivery bas gone up during the past couple months when
we’re messing with production like that, I'll never know. Dumb luck
1 guess. But all I do know is that our CFO, Jim BeanCounter, doesn’t
see an acceptable ROIL, and neither do I ... and we thought this was
going to provide the quick financial windfall we needed. I think it’s
time to pull the plug on this failed program! Now, does anyone have
any questions?

Well, where can L.G. start? He couldn’t speak. After he got over the shock, it
was clear to him that he needs to spruce up his résumé since the president
sure has a different definition of Lean than he does. There’s obviously no
future for a Lean guy at this place.

The Financial Impact

Sad story, isn’t it? Why do we sometimes treat cultural change the same as
if we are purchasing a new piece of equipment? In our story, the president
gave a hint to how he defined Lean by his use of the term “program.”
Programs have a finite timeframe, an end point, but Lean doesn’t. His
definition was laser-focused on return on investment and based on Lean
providing some quick, and significant, short-term financial results. Are
there ever impressive short-term financial results with Lean? Absolutely, it
all depends on the situation and your definition of short-term. Reduced
inventory levels of 60 percent or more can be very impressive from a cash
flow perspective, and reduced scrap and rework levels will also get attention
at places with high material costs. The freed labor, space, and equipment
capacity can be equally impressive in the short term — although there’s
a chance that this may not be acknowledged until the freed capacity is
actually converted into new sales.

The eventual financial benefits which result from a Lean transformation
are astronomical. What’s the price tag of company existence? However,
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defining Lean as a short-term cost savings program which must meet a
particular ROI similar to the purchase of a new widget bending machine

is obviously too narrow and not aligned with our broader definition and
baseline understanding proposed in Chapter 1, and thus will not lead to the
cultural change that we are striving for.

If you don’t know where you are going, you might wind up
someplace else.!
— Yogi Berra

The above short story depicts only one example of Failure Mechanism #1
and the damage that can occur when Lean is not properly defined and
understood. Make sure there is agreement on the direction and vision prior
to attempting to move towards it ... otherwise, you might wind up someplace
else. The Lean principles reviewed in the next chapter will add more clarity
to the proper definition of Lean. The principles should be considered the
founding constitution that all else is built upon. But now let’'s move on to
our remaining five failure mechanisms and see what else we can learn from
our past missteps.

Note: The financial, ROI discussion in this section is much deeper and
broader than what we will cover in this book. T strongly recommend the
reader refer to Jerry Solomon’s book, Who's Counting? A Lean Accounting
Business Novel,? and Accounting for World Class Operations® written with
Rosemary Fullerton. Both are winners of the Shingo Prize for Manufacturing
Excellence.

Failure Mechanism #2 — Leaders Aren’t Leading

The next place to look for a root cause of our Lean struggles is at leadership.
Even though I don’t present a hierarchy of importance regarding the six
failure mechanisms, a strong case can be made that this is the overriding
failure mechanism and all others are a result of leaders aren’t leading.

This failure mechanism is not focused on any specific leadership mistake or
faulty decision, but rather it has to do with who is actually leading the Lean
strategy.
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Leaders and the Lean Team

Lean requires leadership capability to effectively traverse through the
difficulties of a transformation. Lean leadership cannot be considered
someone else’s responsibility. As long as company leaders try to

delegate Lean leadership responsibility to a functional department or

a specific person, Lean will be viewed as “their job,” the role of the

Lean Department, and Lean will never take hold throughout the whole
organization. What if someone walked into your facility and asked a
random employee, “Who is responsible for leading Lean in your company?”
Would the employee’s answer be, “That would be the manager of our Lean
department; be is really a Lean zealot. Lean is his baby! You'll love him!”

If so, you will have uncovered some opportunities in the area of Lean
leadership.

Sure, in the early stages of Lean, the Lean coordinator or manager may
be the only internal person who is knowledgeable about Lean and has the
responsibility of teaching and facilitating the initial Lean activities. Eventually
the Lean coordinator must transform their role into one of support,
coaching, and mentoring. The Lean coordinator may be the Lean subject
matter expert, but no one should view them as the person responsible
for leading Lean. The role of the Lean department is covered in detail in
Chapter 5. Company leaders must lead the Lean charge.

Didn’t we learn a related lesson many decades ago during the quality
revolution of the 1980s? A similar scenario as described above applies. Who
is responsible for quality around here? Once again, if you are directed to
a quality function or a staff position, I guarantee you that a quality culture
does not exist. “It’s the quality department’s responsibility to assure quality!”
... wrong answer. Everyone has a role and responsibilities in creating a
quality product, and company leaders must lead the way for this culture to
develop. This can’t be relegated to a single functional support department,
and neither can leadership of a Lean transformation.

Leaders Must Lead!

Lean affects everything in your organization. Lean is too all-encompassing
to be a functional responsibility. Leaders occasionally try to justify delegating
this role in the name of empowerment, or a desire to not micromanage the
change, but both of these reasons are usually cop-outs and an abdication of
their own critical responsibility. Anti-Lean micromanaging behavior should
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never be confused with essential Lean-aligned behaviors. Once again, with
Lean, leaders must lead. More details forthcoming in Chapter 5.

Failure Mechanism #3 — Front-Line Leadership is Unprepared

The third Lean failure mechanism is really an extension of Failure Mechanism
#2 since it deals with a particular leadership level, the front-line leader.
However, it definitely deserves its own designation as a failure mechanism.
This is the leadership level that the vast majority of the workforce typically
reports to, but often is the least prepared for their role in a Lean organization.
But it is not their fault! Lean changes the leader role, and we’ve often failed to
even inform them of their new role and responsibilities, let alone involve them
in the redefinition of their job. And if we did provide some form of training, it
has typically been of minimal value in setting them up for success.

The TWI Lesson

The importance of this leadership level was realized in the early stages of
World War II. Because the ability to produce goods was key to the war
effort, the U.S. government created a program to identify how to produce
better and faster despite the problems presented by the war. Training within
industry (TWD was formed in 1940 to support the war effort and had such
great results that it is considered by some to be the foundation on which
Lean is based.” The originators of TWTI considered several options as to
where to focus their training. Their decision? ... the front-line supervisors.
Their reasoning was that supervisors had the most influence on production
and productivity since they were in direct contact with the people making
the product. That logic is as applicable today as it was in 1940.

“Supervisor” — What’s in a Name?

Personnel in the front-line leader role often hold this title of supervisor.

The title itself indicates our lack of understanding regarding the Lean
leadership needs of our organizations. The Merriam-Webster Dictionary
defines supervise as “to be in charge of (someone or something): to watch
and direct (someone or something).” By definition, a supervisor’s role is to
watch and direct. Does this capture the essence of what we want our Lean
leaders to be doing? Though watching or observation is a critical component
of a Lean culture, and there are times when directing is appropriate,
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this definition of supervisor doesn’'t quite exude the idea of employee
engagement or the supervisor as teacher, coach, team builder, and developer
of people. To me at least, watch and direct doesn’t produce this image. If
the very definition of the role is out of phase with the results we are looking
to achieve, should we be surprised when the actual results are not what

we intended? Furthermore, should we be shocked when the person in this
position is ill prepared for a new role as teacher and coach?

Note: The reason for continued use of the title supervisor in this book is

due to reader familiarity to assure understanding; however, feel free to take
your pen and strike through this word and replace with a more appropriate
title such as “team leader” or “group leader” every time you run across it ...
unless, of course, this is a library book! Then, please keep your pen down.

Leader Alignment — Front Line to CEO

It is critical, but not sufficient, that the CEO passionately presents the Lean
strategy and direction of the organization and paints a compelling picture
of how everyone will be intimately involved in the transformation; however,
if Lean leadership does not exist at the front line, in the trenches, a Lean
transformation will suddenly come to a grinding halt. And if decisions and
actions at the floor level are actually in contradiction to the CEO’s Lean
message, the deadly cultural poison which 1 refer to as organizational
hypocrisy will begin to spread, which leads to workforce distrust and will
destroy any hope of developing the desired workplace environment. I
believe that the role of the front-line leader is the most significant position
redefinition within a Lean environment. Trying to obtain “buy-in” or passive
“support” from your supervisors isn't enough; leadership is required and it
is imperative that we make sure that this level is the most prepared for Lean
leadership, not the least.

Within a Lean organizational structure, the front-line worker may
officially report to a management position titled “group leader”; however,
a more localized, work area or cell, non-management “team leader” also
often has an employee support and people development role. Though these
two positions have some different responsibilities, for the purposes of our
discussions throughout this book, we’ll blur these two positions together.
If any distinction is made, it will be to contrast this “closer to the front
line” leader with executive or C-Suite leadership positions. (However, in a
Lean organization, all leader levels can often be spotted at the front line.)



Learning from the Past ® 19

Jeffrey Liker and David Meier’s The Toyota Way Fieldbook: A Practical Guide
Jfor Implementing Toyota’s 4Ps provides specific details of the team leader
versus group leader roles at Toyota.®

Failure Mechanism #4 — Everyone’s “Job” Doesn’t Change
Improvement is Part of the Job

It’s time that we accept a fact of Lean life, that which deals with what we
call “the job.” The job has changed. It must change — we cannot, and will
not, come close to creating the desired culture without the understanding
that the “job” now includes an improvement component. By stating that I
don’t have time for Lean since I have to do my job, makes absolutely no
sense in a Lean environment. It would be like stating that T don’t have time
to make a quality product today; we’ll do it when we can find the time to
“fit it in.” Too often, that is what we are trying to do with Lean, “fit it in”
whenever we can find the time. “Right now, I have to get back to my job!”
You may as well be saying that you don’t have time to breathe.

From a structural level, dedicated improvement time, time to review
performance, time to discuss issues, time to analyze and perform
improvement experiments, must be built into the workday — once again,
built into the design of the workday, not the “when we can fit it in”
approach, which never works. (T can see you nodding your bead at this last
statement. That's okay; we've all tried the ‘fit it in” approach.)

Everyone — No Opting Out

A key word which must be taken literally in “everyone’s job must change”
is everyone. Though this point is implied from some of the previous text,
it is too critical to be left to implications. The job change isn’t only for

the before-mentioned leaders of Failure Mechanisms 2 and 3, or only for
those manufacturing types who do the value-adding work. I've heard
some company leaders loudly chant the Lean mantra of “everybody doing
Lean every day” but then have no problem allowing certain, seemingly
untouchable, personnel or whole functions to opt out of the challenge. 1
guarantee you that this type of organizational hypocrisy will squash any
chance of positively changing your culture. It will create an even more
distrusting, demotivated, and disengaged workforce. Whether intentional or
not, this is being hypocritical, and this will be obvious to everyone.
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From the CEO to the janitor to production to sales to the finance group
to field support ... everyone’s job must include improvement. A theme of
this book is that Lean is primarily about people improving processes, and
engaging the workforce to transform the company and often their own
lives for the better. However, this does not mean that everything is up for
debate. Lean does have directive components to go along with the many
empowering aspects. We don't take a poll as to whether our companies
should develop a Lean/continuous improvement strategy, and we don’t allow
individuals or functions to state:

That makes sense for you guys, but we've been doing all right doing
what we do and bave been doing for the last 30 years, so thanks but
no thanks. We're doing just fine!

There’s no debate. The bus is traveling in the Lean direction. The
empowering component of this message is that everyone will have input in
determining the route which the bus travels, and even have the opportunity
to drive the bus at times. That turns out to be pretty exciting to most folks.
Initially, this may be a little scary, but when provided with the necessary
support and tools, it is exciting and fulfilling.

Since the job is changing for everyone, it becomes critical that our
training and learning methods effectively prepare everyone to be successful
in their new Lean roles. This leads us to Failure Mechanism #5, which
addresses the effectiveness of our typical training approach ... I contend not
too effective, and definitely not near enough to develop a true Lean culture
of continuous improvement.

Failure Mechanism #5 — Lean “Training” Isn’t Effective

With all of the great Lean training programs, certifications, and Lean, Six
Sigma, or LeanSigma, or Lean Six Sigma yellow, green, black belt, master
black belt, super-duper master black belt (sorry, I got carried away)
programs, how can Lean training possibly make a top ten, let alone a top six
list of Lean failure mechanisms? The standard approach to training provides
some extremely valuable information and skill development; however, it is
simply not sufficient. It is not effective in changing behaviors and developing
new habits. And that is the current need, not only skills, but behavioral
modification due to the new Lean roles and responsibilities that an effective
Lean strategy demands.
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Changing Behaviors

The first four failure mechanisms all involve some drastic behavioral
changes. But our usual Lean training approach is along the same lines as our
approach to training on the new ERP system, or a new machine, or a new
company health plan. Throw everyone into a room for a while, inundate
them with information, and send them on their way. Then we brag about
the percentage of the workforce trained on Lean as if that automatically
guarantees our success. This batch type of training not only sounds un-
Lean, but it doesn’'t have the habit-forming staying power needed to enable
people to learn and grow into their new roles.

Developing the “Want To”

Rather than isn't effective, maybe it would be more accurate to state that
the current training approach is just too simplistic. With behavioral change,
there is not only the challenge of developing new habits that stick, but
there’s an additional motivational component which must be considered
that complicates the training challenge even further. Simply presenting

the new roles and skills in a training program usually doesn’t result in the
active engagement of the workforce. We not only must provide the “what
to do” which our training typically provides quite well, but we also need to
somehow instill the “want to do it” for everyone to thrive in their new Lean
roles. Developing the want to in people is a primary topic of Chapter 6.

Teaching for Improvement

Another complicating factor of Lean training is that we are not just training
on the standard work, the current best method of doing something. We

are also teaching and coaching on how to improve the standard work. This
goes beyond simply learning a series of process steps. We are teaching
improvement processes. We're growing problem-solving capability. This is not
developed during a one-hour or even a one-day session.

So how can we modify our training approach to be more effective? As
on the factory floor, we need to transition from a batch approach towards
more of a continuous flow approach. The Lean principle of continuous
Sflow applies not only to material flows, but to other aspects of our Lean
journey, such as our Lean training and learning approach. Our training must
be ongoing. Developing problem-solving capability requires experience,
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repeated PDCA cycles, and ongoing coaching. This is why Lean leaders must
take on the role of teachers and coaches rather than traditional supervisors
and managers. This leadership issue flips back to Failure Mechanisms 2 and
3 and the Lean responsibilities of company leaders. Training is no longer the
sole property of the training department or human resources.

Holistic Learning Approach

Besides continuous teaching and learning, it is critical that everyone is
influenced and motivated to be actively engaged in their redefined jobs.
Typical training sessions and workshops are needed, but they’re not nearly
enough. A more expansive, or holistic, approach is required which combines
these traditional training methods with motivational considerations and
ongoing coaching. This will develop new Lean habits and continually grow
employees into better problem-solvers and idea-generators, plus they’ll
love their jobs! Without this broader learning and development perspective
to what we normally refer to as “Lean training,” employees will never be
successful in their new Lean roles.

Once we accept the point of Failure Mechanism #4, that everybody’s
job must change, we then obviously must develop an effective approach
to training and learning for everyone to be successful. However, if we
allow demotivation to exist in the workplace, all of the above is irrelevant
and a waste of time, since no one is really listening. And there are
usually definable reasons why this is so ... which brings us to Failure
Mechanism #06.

Failure Mechanism #6 — Demotivation is Tolerated

Why people just don’t seem to be motivated to change is a common angst
of many leaders, regardless of the change. This is not a concern solely with
Lean transformational change, the topic of our journey. I contend that the
issue is not necessarily motivation, but rather the culprit is demotivation.
With Lean, we need to break down problems, and this issue is no
different. We should break it down into the components of motivation and
demotivation. Frederick Herzberg taught us this many years ago with his
Motivation—Hygiene Theory studies.
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Motivation versus Demotivation

One key finding of Herzberg’s work was that factors involved in producing
job satisfaction (and motivation) are separate and distinct from the factors
that lead to job dissatisfaction. “The opposite of job satisfaction is not job
dissatisfaction but, rather, 70 job satisfaction; and, similarly, the opposite of
job dissatisfaction is not job satisfaction, but 7o job dissatisfaction.”” Basically
what I interpret this tongue-twister to mean is that though some overlap
exists, there are things which do a real good job of motivating us, and then
there are totally separate things which do a real good job of demotivating
us. We need to take Herzberg’s lead, and delve into each component as
separate, albeit, related entities. We'll take a deep dive in Chapter 6.

Demotivators Trump All!

The reason “demotivation” made it into the top six failure mechanisms is
because, if demotivators are present and thriving within our organizations,
no amount of counterbalancing motivators will enable the Lean culture

to grow. That’s a tough pill to swallow. We may be doing a whole lot of
things right, but a few, maybe even only a single demotivator, can squash
our plans. Demotivators trump all. They destroy trust. They block the
communication pipeline and people quit listening and paying attention.

A drastic demotivator example involves company safety policies. If it is
perceived that employee safety is not a top priority of company leaders,
that people are viewed as easily replaceable resources, no amount of
motivational tools and techniques will turn the workforce into an engaged,
Lean, continuous improvement machine.

There are many demotivators which most would deem much less severe
as compared with poor safety practices, but the effect can be the same. Lack
of basic respect, or not being listened to, or policies perceived to be unfair,
or inadequate compensation, any of these can have the same damaging
affect. Few will be open to the benefits of working in a motivating
and engaging environment if demotivators are in the neighborhood.
Unfortunately, the converse is not true. Piling motivators on top of
demotivators is just a waste of time. Demotivators trump all!
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Hard on the “Soft” Issues

People, not only policies, practices, and procedures, have the power to
demotivate. Unfortunately, everyone has this culture-damaging capability.
This is not a power owned by any one company faction. In the title of this
failure mechanism, we use the word ftolerated, “demotivation is tolerated.”
This word was chosen to emphasize this people aspect of demotivation,

that we often tolerate or ignore this bad behavior. I bet you know of some
folks who are quite skilled at wielding their demotivating sword. This is why
company leaders need to be tough or hard on these soft issues, because it’s
these so-called soft, people issues that ultimately will determine whether you
obtain the hard bottom-line results. This type of non-Lean behavior cannot
be tolerated or ignored.

This sometimes forces tough decisions to be made by company leaders.
Take this scenario: Joe has been with the company for many years and
when Sally Supervisor retired he was promoted to supervisor, not only due
to his tenure, but he was the best machine technician in the department. Joe
was the obvious choice ... wasn’t he? Or, is there a chance we may have lost
a good machine technician and gained a poor supervisor? Joe really loves
making all the decisions and being the boss. He contends that he is not here
to make friends:

Just shut up and do what I tell you to do! I've finally made it

to a position where I can call the shots and make sure these
knucklebeads do their job, the way I want it done. Empowerment,
what’s that, some new sort of energy drink?

Well, on second thought, maybe Joe wasn’t the best supervisor choice when
trying to build a Lean culture. He has effectively created a demotivating
environment through his overbearing and disrespectful behavior. Lack of
respect, along with any lack of fairness or equity, is the fuel of demotivation.
Joe’s department may have performed adequately in the status quo
world of yesteryear, but in today’s hyper-competitive business environment,
compliance to the status quo is insufficient. Joe needs to be trained,
coached, and mentored to understand his new Lean role to enable him
to be successful. After adequate training, coaching, and mentoring, if Joe
basically refuses to transform into the role of a Lean leader, what do you do?
The best situation is that Joe realizes that a Lean leadership position is just
not suited to him, and he enthusiastically agrees to return to his front-line
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position of operating a CNC machine where he had excelled; however, if his
disrespectful behavior continues upon returning to the technician role, this
cannot be tolerated either. Or possibly Joe decides to pursue employment
elsewhere since he’s starting to get the impression that a Lean environment
is not aligned with his personal goals and desired behaviors. One way or
another, Joe cannot hold a leadership position, nor hold any position, within
the company if he refuses to cease his demotivating behavior.

This last failure mechanism, which introduces the damaging effects
of demotivation, would be #1 if this was a prioritized list, or at least it
would be a dead heat with #2, Leaders Aren’t Leading. Since, if enough
demotivators exist, you may as well be preaching Lean to the wall. The
workforce attention is focused only on the demotivators that are making
their time at work a painful, unfulfilling, unenjoyable experience, and that’s
a characteristic of a very un-Lean workplace, obviously just the opposite of
what we are trying to accomplish.

Chapter Summary

As previously noted, the failure mechanisms reviewed in this chapter are
not all-inclusive, but these top six have thwarted the development of a Lean
culture in a number of organizations. We began this chapter by referring
back to Chapter 1 to assure that we have a uniform understanding of “what
is Lean.” Then we emphasized that company leaders must lead the Lean
effort. This is not a responsibility to be delegated to a functional department.
Failure Mechanism #3 expanded on the leadership issue by focusing on
the front-line leaders, or supervisors, as they are typically titled. This
critical leadership level is usually the least prepared for taking on their new
role. Failure Mechanism #4 reminds us that everybody’s job must change,
not only the leaders of #2 and #3, but everyone, in every corner of the
organization. We then questioned the effectiveness of our current methods
of training and preparing everybody for their new roles, and the final failure
mechanism, demotivation is tolerated, must be addressed to have any chance
to develop the desired culture. If not attended to, no one will be listening to
the Lean message and any employee involvement will likely be described as
going through the motions.

Our ultimate goal is not simply to evade the failure mechanisms, to
sidestep a landmine, but rather, by effectively addressing them, we totally
reverse and transform them from failure mechanisms into positive success
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factors, a complete 180-degree turn. They are then converted into solid
foundational elements of our Lean strategy which will put us well on our
way to ongoing improvement and sustainable success.

Action Item - Lean Failure Mechanisms

Schedule a Lean steering committee meeting and discuss whether any of the
six failure mechanisms are preventing you from making significant progress
in developing a Lean culture. If so, put a plan together to address the major
issues, or you may want to jump to a later section of this book for more
details on a particular topic. Your Lean strategy will never gain traction if
you leave these issues unattended. Turn them from culture-killing negative
roadblocks into positive culture-supporting elements of your Lean system.
The subsequent chapters will provide further information to enable more
effective action planning as you move forward.
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Chapter 3

The Lean Culture Foundation

The Lean Principles

Abide by the Principles

In this chapter we will review the following ten principles of Lean. Some
we'll delve into deeply, but others will only be addressed at an overview
level since supporting details are provided in subsequent chapters.

Add Value for the Customer

Eliminate Waste

People Principle #1 — Everyone

People Principle #2 — Respect for People

People Principle #3 — Teamwork

Process Principle #1 — Focus on the Process

Process Principle #2 — Optimize the Value Stream
Process Principle #3 — Continuous One-Piece Flow
Improvement Principle #1 — Scientific Thinking (PDCA)
Improvement Principle #2 — Continuous Improvement
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Before we proceed, let’s understand exactly what we mean by the word
principle. A principle is defined as a basic truth or theory: an idea that forms
the basis of something.! 1 believe that the ten principles, which overlap and
integrate with each other, are the foundation of Lean, the basic truths which
cannot be violated if we desire a Lean culture. Many of the Lean failure
mechanisms reviewed in the previous chapter can be traced back to a
misalignment with one or more of these principles.
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#1 Add Value for the Customer

This first principle is the overarching principle. If your Lean strategy is not
laser-focused on adding ever-increasing value for your customers, there is no
need to review any of the subsequent principles; whatever culture you are
forming will never resemble anything close to Lean. In his groundbreaking
book, Lean Thinking, Jim Womack’s first step of Lean is to specify value,
and he makes it very clear who defines value. “Value can only be defined
by the ultimate customer.”” Notice the word only in Womack’s statement. He
did not state that the customer has the most input in defining value, or that
we should always make sure to consider the customer’s perspective heavily
when we are defining value ... once again, on/y the ultimate customer can
define value. If confused as to where to begin or where to refocus your
Lean efforts, look at the customer. What are the customers’ expectations on
quality and delivery? What are your customers complaining about? What real
value is the process providing to the customer?

When analyzing your processes, a great way of determining if an activity
is really adding value for the customer is to ask whether your customer
really wants to pay for that activity — “wants to,” not “have to,” pay for an
activity is the criteria for this litmus test. A great way to envision this is to
think about what Bruce Hamilton states in his classic Toast Kaizen video,
where he says, “We can'’t put on the bottom of the invoice this product was
stored many times so we are charging you extra for it.”> Consider if we had
to list on the invoice every single activity that the customer is paying for,
most of which they would rather not be paying for since the activities add
absolutely no value to what they desire. Think of all the excess motion and
transportation, the waiting, the excess inventory, the scrap; this all adds
time and cost but absolutely no value at all for the ultimate customer, who
defines product or service value (refer to Figure 3.1 for an itemized invoice
from WASTE, Inc.). Bottom line, if you keep making the customer pay for all
of your waste, eventually he’ll find a different supplier who won't!

At this point, we've been talking about the external customer, the paying
customer who receives the product or service which your organization
provides. However there are also internal customers, and the many internal
supplier/customer connections eventually lead to the delivery of the product
or service to the final external customer. Everyone in an organization has
a customer. This is someone who receives your output, whatever it is that
you produce, whether this is a component, sub-assembly, schedule, product
design, financial statement, quotation request, or some type of information.
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TO: Customer X ITEMIZED INVOICE FROM: WASTE, Inc.
“Moving Material Around” Labor Cost (Note: We have a very big facility.) $39.24
Storage Cost (Note: We have lots of inventory! Space costs money!) $75.26

“Waiting for Materials” Labor Cost (Note: Can’t do anything without material!) $34.89

“Tool Searching” Labor Cost (Note: Can’t do the job without tools!) $17.29
Inspection Labor Cost — 10 times (Note: Quality is #1 with us!) $77.54
Sorting Labor Cost (Note: We'll make sure you don’t get the bad parts!) $85.26

Rework Labor Cost (Note: We eventually get it right for you! We promise!) $62.30
Machine Changeover Cost - Standard (Note: 4 hours, usually takes longer!)  $42.26

- Additional (Note: 4 hour “Tweaking Cost”) $42.26
Product Assembly and Packaging Cost (Note: This is pretty quick!) 75 cents
Material Defects Cost (Note: We scrap it, so you don’t have to!) $29.59
Expedite Cost (We go the extra mile to make sure we’re not too late!) $82.33

Note: Your prompt payment would be appreciated. Most of our cash is tied up in our
inventory, so we could use the money ASAP!!!!

Figure 3.1 Itemized Invoice from Waste, Inc.

The internal customer also has expectations based on the value which
you are providing to them. One of the strengths of the value stream
mapping tool is that it facilitates discussion and improvement of these
internal supplier/customer connections which occur between the actual
processing activities where the value is being added. These linkage points
are a great breeding ground for wastes to grow and cause delays throughout
the value stream.

Very early in my career, as a young manufacturing engineer, part of
our Lean (before we called it Lean) training was to interview our internal
customers as to their expectations. That simple exercise really drove home
the point that we all have a customer, even if we’re not the individual
on the loading dock who is actually shipping the product directly to the
external paying customer. A lack of internal customer awareness will result
in broken links in the value chain that leads to the external customer. If
you feel that you are immune to this concept, that your job really doesn’t
apply to this everyone has a customer idea, all I can say is that if you are
not a component within the supplier/customer chain that leads to product or
service delivery to the final customer, which ultimately results in payment,
shouldn’t the business need for the existence of your position be seriously
questioned? Think about it!



30 ® [ean— let’s Get It Right!

#2 Eliminate Waste

Can all waste ever be eliminated? Unlikely ... never seen it, never heard

of it. This is why Lean is a never-ending journey. The question is, are we
“out-improving” our competition in moving towards that ideal condition of
no waste for the benefit of the customer? ... And also for the benefit of our
associates and society?

Taiichi Ohno originally classified waste into seven different categories.
Most waste lists of today have added one additional waste to the original
seven proposed by Ohno. Some sources have even added more categories;
however, the original seven, plus one, provide a solid set and an effective
Lean lens to look through as we observe our processes.

Defects

Overproduction

Waiting

Non-Value-adding (Extra) Processing
Transportation

Inventory

Motion

Employees Underutilized

When the wastes are listed as above, the first letters of each waste
combine to form the word DOWNTIME. This is simply to make it easier to
remember the wastes; no prioritization is intended. Also, it reminds us that
unscheduled downtime results when wastes flourish in our processes.

The eight wastes should not be viewed as independent non-value-added
activities, but rather as interrelated, where one waste naturally leads to the
occurrence of one or more of the other wastes. This can be flipped into
a positive, since if we eliminate a waste in a process, we likely will have
eliminated or reduced other associated wastes. For example, if we address
the root causes of defects and incorporate effective countermeasures,
we also reduce the need to overproduce to replace the defects, thus less
inventory is created. And we require less rework, which is non-value-adding
extra processing, and less transporting of the excess inventory, which could
lead to even more defects due to damage.

I believe the worst waste is the employees underutilized waste, which is
the waste of unutilized talent, creativity, skills, and growth potential of every
single employee; a significant portion of this book is devoted to addressing
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this people waste. From Ohno’s original seven wastes, many consider
overproduction as the worst waste of all, since its existence can cause most
of the other wastes to occur. However, once we get past the employees
underutilized waste, there really is little benefit in ranking or prioritizing

the waste categories. Prioritization will be unique to each process and value
stream being analyzed based on the needs of the final customer and internal
customers. However, since it does carry the other wastes on its back, you
should always be on the lookout for overproduction.

Many Lean references separate non-value-adding activities into two
distinct categories. The first category being non-value-adding activities
that add no customer value, serve no useful or necessary purpose in the
process, and therefore are the true wastes that should be eliminated from
the process. The other category is non-value-adding but necessary activities
that don’t add value for the customer, but the process still requires that
this activity must be completed for some reason and therefore cannot be
eliminated.

The problem with this type of non-value segregation is that once we put
items into the “but necessary” category, we have a tendency to ignore them
or possibly address them much later than we should have. Waste is waste! If
it doesn’t add value for the customer, consider it waste. We must attack our
processes and eliminate the non-value where we can and continuously strive
for improvement in what we can't totally eliminate at this time. Don’t spend
your time playing the game of “which non-value-adding bucket does this
activity go into, necessary or not necessary?” It's a wasteful game to play!

A reference 1 previously cited that provides an excellent and humorous
overview of the wastes is Toast Kaizen by the Greater Boston Manufacturing
Partnership starring Bruce Hamilton. I consider this a classic introduction
to Lean which should be part of every company’s Lean learning plan.*
Everyone must be fitted with their Lean goggles that focus on and detect
the wastes in all company processes, and once seen, can be eliminated or
reduced.

People Principles

There are a few people principles of Lean that, if we fail to acknowledge
as fundamental truths, a Lean culture will not develop. These principles
combine to form a perspective or mindset of how we view people, their
abilities, their potential, and what their roles should and can be within a
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Lean organization. If company leaders do not accept these basic people
principles of Lean, I believe that long-term success and the development
of a Lean culture is impossible ... not difficult or challenging, but literally
impossible!

Let’s begin by making sure we are all at the same starting line — our
point of reference. If not all at the same line, and heading in the same
direction, obviously we will be traveling on totally different journeys. In
Douglas McGregor’s management classic, The Human Side of Enterprise,’ he
presents two models or assumptions of human nature and behavior, Theory
X and Theory Y. McGregor contends that all decisions made by management
are based on our assumptions about human behavior. The Theory X model
represents a negative view of human nature that assumes individuals
generally dislike work, are irresponsible, and require close supervision to
do their jobs. The Theory Y model denotes a more positive view of human
nature and assumes individuals are generally inherently industrious, creative,
and able to assume responsibility and exercise self-control in their jobs.

Viewing anything as fitting solely into one of two distinct categories
is often too simplistic of an analysis; however, depending on where our
assumptions gravitate towards, Theory X or Y, our decision-making will be
greatly influenced by this mindset. To develop an employee-driven culture
of continuous improvement, it is absolutely essential to sincerely have a
positive mindset regarding human nature. We must reside on the Theory Y
side of the X/Y human nature fence.

In Chapter 6, where we will dive deeply into the topic of motivation and
engagement, the assumptions about people are based on this Theory Y
foundation. Your own fundamental belief in people will determine whether
we are all at the same starting line and moving in the same direction. As
McGregor proposed, all decisions made by management are based on
our assumptions about human behavior. So we will now proceed on our
journey, with a Theory Y mindset regarding human nature as our starting
point, and begin by investigating some people principles of a Lean culture.

People Principle #1 — Everyone

This principle reflects back to Failure Mechanism #3, Everyone’s Job Doesn't
Change. Even prior to Lean being coined by Womack, Jones, and Roos in
The Machine That Changed the World.,® this principle was widely known and
referred to as “total employee involvement,” or TEIL So this is definitely not
a new idea or one which was created after many years of Lean experience
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and learning; however, finding companies who exemplify the TEI ideal is
unfortunately still a rare sighting. The words involvement and engagement
are often used in the literature surrounding this topic. Engagement is a
more appropriate word than involvement to describe our Lean goal and the
essence of this principle. Engagement is not synonymous with involvement.
Someone can be passively involved in a project or task, basically going
through the motions, but you cannot be passively engaged.

Engagement implies an emotional attachment to the effort. It is linked
to intrinsic motivation, discussed later. So this principle of “everyone” is
founded on a deeper personal level than simply involvement in the process.
Why the need for this distinction? It’'s because the task of truly engaging
the workforce is a decidedly more daunting leadership challenge than
just tossing your employees into teams and claiming total involvement.
Engagement is more of a challenge, but it's what we need!

This principle cannot occur unless company leaders truly believe in the
creativity and potential of every employee, and have a belief that within the
right motivating environment, people will passionately want to participate in
this journey, and not only contribute their hands and arms, but their minds
and hearts as well ... to be engaged!

Can We Measure Engagement?

We often ignore measuring these “soft” issues due to the difficulty in
developing an appropriate metric; however, the need for some form of
engagement measurement is no different than the need to measure other
critical aspects of your business, such as quality or on-time delivery. One
option to consider is bringing someone in to perform an engagement survey,
or do some research and create your own in-house version. How about
getting serious about counting the number of employee ideas, number
implemented, and what area of the organization they are coming from?

Another option is to hold one-on-one or small group discussions to get a
quick pulse on the current state of employee engagement. Regardless of the
information-gathering method, it is critical that you share and act on what
you hear. Otherwise, don't do it! Not acting on what you hear would be
disrespectful to the people providing the input. Respect is the topic of our
next Lean principle. More to come on metrics and measurement later in this
book; however, right now, get the conversation started. It is too important to
delay!
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Action Item — Employee Engagement Measurement

Add “employee engagement measurement” to the agenda of your next Lean
steering committee meeting. Employee engagement is too important to
assume or take for granted. As with anything else you desire to improve,
you measure and monitor it.

People Principle #2 — Respect for People

Toyota created an internal document titled 7oyota Way 2001 to enable
Toyota employees throughout the world to gain a uniform understanding of
the guiding principles and philosophy of Toyota.” There are two main pillars
which the principles fall within: one being continuous improvement and

the other respect for people. The selection of respect for people as one of the
two primary pillars indicates Toyota’s people-centered approach that we all
should emulate. Without this pillar as part of our own Lean strategies, the
other pillar, continuous improvement, will suffer. In fact, it won’t happen!

So why respect for people, which some may consider another one of those
soft trivial issues? We will revisit this topic when we review motivation and
demotivation in a subsequent chapter. But at this point, your answer to a
simple question will provide sufficient justification for this principle. Make
it personal. Are you motivated to apply your personal creativity, initiative,
and heart to any effort if you are not provided the basic respect that all
human beings deserve? Is it even possible to be motivated when you are
treated as a resource, or capital, rather than an intelligent and creative
person with a capability and desire to contribute and learn? (Refer back to
Failure Mechanism #6 — Demotivation is Tolerated.) Of course not, so why
shouldn’t respect for all people be an unarguable, non-negotiable principle
of Lean, and why should we tolerate any violation of this principle within
our organizations?

This principle entails so much more than simply being nice to each other.
In a Lean environment, it refers to respecting every person’s intelligence,
their ability to contribute, and their right to be successful. This is a right.
Anything else would be disrespectful. It really shouldn’t be difficult to
provide a respectful work environment; however, unfortunately, it’s also
not too difficult for leaders to unintentionally or unknowingly damage an
employee’s initiative and morale with just a few words, sometimes even a
single word, of disrespect. The following story demonstrates this point.
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A Simple Act of Employee Disrespect

Earlier today, prior to an appointment, I thought I'd stop at a popular fast
food chain and obtain a large cup of coffee to get me going. Immediately,

I spotted a young man who worked at this popular fast food chain, who
was obviously experiencing the “waste of waiting.” He was waiting to mop
the floor due to a liquid spill near one of the registers, and he had to wait
for a customer to finish their order at the register. He suddenly had an idea,
and asked the manager, “Could the other register be opened up so that I
would be able to start mopping the floor in front of the other one?” Also, the
spill was inconvenient for the customer, who had to crawl in front of it to
place an order, and it was actually a slipping hazard, so there were multiple
benefits of this employee suggestion.

The manager paused for a couple seconds, and then simply stated, “No.”
There was no explanation as to why, nor any other response, just “No” in
a very clear, short, expressionless manner. Then she turned around and
proceeded to do something else. I guess totally ignoring the question would
probably have been slightly less respectful to the employee, but not by
much. T immediately mentioned to the young employee that this seemed
like a fantastic idea to me. It made perfect sense! (T was not quiet.) He
then commented with that mantra of many a demotivated, non-engaged
employee over the years. He simply stated, “I just work here,” in a deflated,
defeated tone.

The manager must have heard my comments or possibly had a
change of heart, since suddenly without saying a word or providing any
acknowledgement of the original employee idea, within three to five
seconds the other register was miraculously successfully opened up, and I
proceeded to place my order. Unfortunately, this after-the-fact action likely
did little to alleviate the impact of the manager’s previous simple act of
employee disrespect.

Unless, however, the manager did in fact follow up with the employee
and apologize for originally not listening and explaining the why of her
initial reluctance to open the other register (though I doubt there really was
an acceptable reason), then thank the young employee for not only showing
initiative in completing his own work, but also by identifying an issue which
was clearly a customer inconvenience and safety issue. Thus, it should have
been of major importance and priority. In fact, if there was a simple instant
recognition policy in place (e.g., movie/dinner tickets, thank you note, $25,
etc.), the young man’s act should have qualified.
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However, I seriously doubt that any of these positive reinforcement acts
took place (T hope I am wrong), but most likely, this young man unfortunately
just got pushed further and embedded into the non-engaged employee
category by his manager’s simple act of employee disrespect. Please remember
that the first and most important step in creating a motivating environment
and motivated employees is to quit demotivating your employees.

I should go back to that popular fast food chain and offer some free
one-on-one coaching with that manager. However, unfortunately, I believe
that after stating my generous offer of assistance, this manager would
pause for a couple seconds, and then simply state, “No.” There would be
no explanation as to why, nor any other response, just “No” in a very clear,
short, expressionless manner. Then she would turn around and proceed to
do something else.

The manager in this story obviously did not exhibit the leadership
behavior required to develop a Lean culture of continuous improvement.
She didn’t need to say much. A single, stern “No” was effective in
disengaging an employee, just the opposite of our objective in a Lean
environment. Her behavior was a clear violation of the respect for people
principle.

People Principle #3 — Teamwork

Teamwork is required! Of course, there are many instances when
individual assignments are completed in the absence of a team setting,

and individual accountability is a critical prerequisite for building an
effective team; however, if the importance of working as a cohesive team,
within departments, across departments, and even across multiple-facility
locations, is not a guiding principle of a Lean strategy, waste will not

only fail to be addressed, but additional wastes will develop. The before-
mentioned Toyota 2001 document highlighted the importance of teamwork
by listing it as one of the principles within the respect for people pillar.®
Teamwork could easily fall into the overstated buzzword category of
business. No one has ever argued against the cry for more teamwork in

the workplace. Each work area group must work together as a team, not a
collection of individual performers, to assure that they effectively meet their
goals. And teamwork is even more crucial when we look beyond one’s own
work area team.
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The value stream which transforms a product from customer order
through production processing to shipment and delivery has a number of
linkages and hand-offs. If the employees at these hand-off points operate
as isolated islands, or silos as we typically refer to them, rather than as an
integrated team, stoppages or delays will occur, not to mention the non-
value-adding finger-pointing which often follows. This principle aligns with
the concept of the internal customer as previously discussed within the
customer principle, and supports the value stream optimization principle,
which will be covered shortly.

How Do We Make It Happen?

So, what is the key to infusing teamwork into our organizations? For one
thing, the work area leadership role must not only include developing an
effective work area team, but strengthening internal customer/supplier
connections must also be a priority. This latter component is sometimes
referred to as boundary manager responsibilities. Also, the measurement
system or key performance indicators, KPIs, must support and encourage
teamwork within and across work area boundaries. We'll dive deeper into
KPIs in Chapter 4.

The multi-personnel and cross-functional nature of the product fulfillment
process, almost by definition, demands that teamwork be listed as one of
the Lean principles. Managers and supervisors at all levels must become
team leaders, and strive to enhance teamwork at the local level and at the
value stream level as well. Lean, and business in general, is a team sport, so
employ, grow, promote, and support team players, and provide the structure
and systems that support the team approach.

Process Principles

Process Principle #1 — Focus on the Process

We add value for our customers through a series of processes. In a
manufacturing organization we have the value-adding product-producing
manufacturing process as well as a web of support processes. Therefore we
should target improvements at our company processes to enable us to add
ever-increasing value to our customers. The development of standardized
processes is a fundamental principle of Lean; however, in a Lean
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environment, keep in mind that the current standard is only current until
we make an improvement, then the improvement becomes the standard.
Unfortunately, we've often been trying to hit multiple moving targets
because of a lack of process standardization.

The Non-Lean Approach — “Whatever It Takes” Method

To help us understand this focus on the process principle, let’s look at

the often utilized non-Lean approach to obtaining any desired result or
outcome. This can be referred to as the “do whatever it takes, just get it
done!” method. We even have a common cliché to fall back on to justify our
actions, the ends justify the means. Our sole focus is on the outcome, the
ends. The process, or means, used to obtain the outcome has our secondary
attention, if at all, and is allowed to vary considerably. Do whatever it takes
NOW to get the job done! A standard, consistently applied process is not a
goal in this approach.

Though we will always need folks who can jump through hoops when
needed or to slay the dragon or put out the fire (choose your favorite
analogy) to get the product out the door today, holding on to this short-term
mindset as our established processing method will only produce exactly
that ... short-term results, and inconsistently. Before we delve into the more
effective Lean approach of building a standard robust process from which
to improve upon, let’s look closer at the common whatever it takes method
by meeting a character known simply as H.J. We'll look at the ramifications
of utilizing his mode of processing. Though HJ. is a fictional character, I am
quite sure many of you will be able to relate to him, maybe personally.

Hoop Jumper Extraordinaire

Let me introduce you to HJ., who works for Any-Company, Inc. I'm not
sure what H,J.’s real name is; everyone just calls him HJ., for hoop jumper,
since he has the unique ability to jump through the necessary hoops to do
whatever it takes to get it done. When chaos is all around Any-Company,
Inc., and it looks like they’ll miss a customer delivery, or fall short of
reaching a desired target, H.J. swoops in to save the day ... well, most of the
time. The positives from his actions, when successful, are obvious; the order
was shipped on time or a goal or target was met, outcome achieved!

The other benefit of this H.J. approach is that no effort is expended in
the hard work of establishing a standard process and then providing the
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necessary training to help assure that everyone follows the process, not to
mention the time required to get folks involved so as to engender buy-in
and support for the developed standard process. Plus, no process monitoring
required! The H.J. method sure seems to be efficient, it is no wonder so
many of our organizations follow this approach. Processing methods can
vary from person to person and shift to shift; it doesn’t matter. A single
standard process is not what assures the outcome, H.J. does! Any one of
the processes which may be utilized at the time, whether Jim’s, Mary’s, first
shift’s, second’s, whichever, seem to work reasonably well most days, but
that’s good enough since HJ., or his small team of dragon-slaying cohorts,
gets us across the finish line ... usually. Now let’s look at some negatives of
the just do whatever it takes approach.

I've already been alluding to one of the negatives: H.J. will miss a hoop
now and then; no one is perfect. Therefore, unfortunately, a customer may
occasionally not get their parts on time or at the expected quality level.
Maybe the HJ. approach was sufficient 40 years ago, but in today’s hyper-
competitive business environment, a missed delivery now and then is not
desirable, to say the least. Another concern is that since everyone is relying
on HJ. to step up and deliver the goods when needed, no one else is
engaged and able to pick up the slack when HJ. is having an off day, or
when HJ. is taking a well-deserved vacation.

The irony is that guys like HJ. often view this dependence on him as
job security; however, in reality, for HJ. and the rest of Any-Company, Inc.,
this situation creates a lessening of employment security. The unreliability,
and thus risk, of having a process which depends upon a single individual,
or maybe a small group of elite hoop jumpers, is irresponsible company
leadership. The problem is not with H.J. at all, for he is one of the most
creative and enthusiastic folks within the company. He is excelling within
the current work environment and culture, and he is a deserving recipient
of many of the motivational benefits which we’ll discuss later. Rather, there
needs to be a fundamental change in the process of work, and that is a
leadership responsibility and challenge. Every company needs guys and
gals like H,J., but their enthusiasm and creativity need to be channeled in a
different direction.

There’s another major drawback of the H.J. approach. We must
always remember that the “job” in a Lean workplace does not only entail
getting today’s product out the door, but also includes improvement,
solving problems every single day, everywhere. What is the baseline for
improvement in HJ.s approach? There is no baseline. Since the process is
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allowed to vary, we have no standard process to improve from, or even a
single process in which to focus the collective brainpower of the workforce.
In addition, how do we know when we are deviating from the process?
If a quality error occurs, we can’t even ask the simple question, “Was the
process being followed?” since there isn’t a documented standard process
which we all follow. Everybody does their own thing, their own way.

So as we can see, along with violating the everyone principle of Lean,
where engagement of the whole workforce is needed, not just H]J. or a
few of his friends who perform Herculean efforts on a daily basis, the do
whatever it takes approach obviously carries with it a number of issues
which are misaligned with Lean.

“Well, It Depends” Processes — How to Standardize

Sometimes, even though the critical need for standardized processes is
clearly recognized and applied in many situations, we may believe that

a particular process, or a portion of it, is inherently incapable of being
standardized. We accept the fragility of the process as a given condition.
“‘Sorry, standardization is just not possible bere! Definitely applies over there
and for sure, for that other product, but unfortunately not in this case!” Or, I'm
told, “It’s just the nature of the beast. We just have to accept that!” There are
other clear indicators of when people have accepted a process as incapable
of standardization, believing that any attempts would be futile. ‘It depends,”
as in response to the question of what are the steps of the process, or how
long it takes to perform a particular step. “Well, it depends.” It may depend
on who the operator is, or what lot of material is being used, or what phase
the moon is in, or a host of other variables. Another indicator is when you're
told that there is an amount of feel, touch, or technique required to complete
the activity, or maybe even a little art, possibly bordering on magic.

I do not question or challenge the fact that some processes are inherently
more technique-dependent than others. Hey, that’s real life, but what is not
in alignment with Lean is an acceptance that the process is unchangeable
and incapable of progression towards a standardized state, that the process
variation and resulting quality and delivery casualties are simply a way of
life ... the nature of the beast. Tt is exactly these fragile processes which
require our full attention and concerted workforce brainpower to transform
them into processes which can be consistently produced and standardized
and improved. Redirecting the passion and initiative of your H.J.s to this
effort is a more effective use of their skills and creativity.
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A good starting point may be to observe, consider videoing, the operator
with the “technique” which works best. Break down the technique into
definable steps. Engage them in being the expert trainer to enable others
to replicate the technique. Possibly the fechnigue or art of the process can
be eliminated through simple operator aids such as fixtures or locating pins
which enable the operator to repeatedly position the part, rather than “eye-
ball” manual positioning. Automating or semi-automating a portion of the
process may remove the art. For example, manually dispensing an adhesive
onto a product could require some technique in order to dispense the
proper amount. A semi-automatic adhesive dispenser could be utilized to
only meter out the amount needed. Do something, anything, to get moving,
but whatever you do, don’t ever use the process itself as an excuse to violate
any of the key principles of Lean — in this case, the need for standardized
processes. One by one, start attacking the obstacles to enable movement,
even if only miniscule incremental progress, towards the target standard
condition.

Our Objective — Robust Standard Processes

Lean requires the development of a robust standard process to obtain the
desired outcomes and to serve as the baseline for subsequent improvement.
I've utilized the word robust as a descriptor for the Lean approach to
achieving the desired outcomes; but what exactly do we mean by a robust
process? A few synonyms for robust are stout, tough, or rugged, but one
particular definition, which is borrowed from the software engineering
world, most closely describes what we are searching for in a robust
process. Robust — resistant or impervious to failure regardless of user input
or unexpected conditions? Just think of a process which is so resistant

to failure, that regardless of our attempts to screw it up (us humans have

a tendency to unintentionally do this now and then), and regardless of
unexpected stuff that just happens, the process is so solid that it remains
unaffected and on track. In the production of your product, regardless of
whether a physical product or an information product, just think of some of
the benefits of creating a robust process which is impervious to failure.

For one thing, we'll gain predictability via consistency, what does that do
for us? With a robust process, we can confidently predict the outcome. We
don’t rely on guys or gals like HJ. to ride in on their white horse to save
the day to hopefully deliver the desired outcome. The process itself gives
us the confidence that this specific process will produce a specific outcome
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within a specific time period. Customers like this predictability also; they
can believe what you tell them! Also, when there is any deviation from the
process, it now becomes possible to identify the deviation and respond to it.
Process deviations may involve issues such as quality, processing sequence,
or timing variances. By identifying and addressing these deviations, we can
quickly get back on track and move closer to our target condition. Or, from
a more optimistic viewpoint, if the process deviation is a positive variant,
maybe it should become part of the new standard!

Action Item - Fixing Fragile Processes

Identify any fragile processes where the answer to any processing question
is “Well, it depends!” The question could be, “How long does this step of the
process take?” or “What is the sequence of steps?” This is a clear signal of
variability and a lack of a standard process. Create a plan to incrementally
reduce process variability to move towards a stable and standardized
process. Talk with and engage the experts, those actually doing the work,
and work with them to identify one obstacle at a time that is preventing
you from reaching your desired target condition. Begin experimenting and
learning by cycling through PDCA cycles.

Paradox #1 — The Improvement/Standardize Paradox

Admittedly, at first glance, there does seem to exist a contradiction within
this principle ... to continually improve, and thus change the process, we
must focus on developing a standard process. Standardize and change don’t
easily sit on the same side of the fence in our minds. We often think of
standardization as a casting in stone. Once we have a process we desire, we
want to lock it in, to make sure it never gets changed, and put policies in
place so that everyone follows the process ... forever. Well, that is partially
correct; we do want to lock it in, but only until the next improvement/
change to the process. To improve effectively, it is critical that we build from
a foundation of standardization. This process principle is so vital since, even
if we are wildly successful in getting the workforce excited and engaged in
the Lean process of continuous improvement, we’re still doomed to failure if
this principle is violated.

Think about Anyplace-Company, Inc. where HJ. is employed. What if
the whole workforce somehow got 100 percent behind the Lean strategy
and understood the need to improve their processes, but the critical need
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to develop a standard process was still a missing ingredient of the plan.
Remember, the current condition at Anyplace-Company is that it has various
processes in place in order to accomplish the exact same task. Joe might
run the machine at a slightly different speed than Mary, or second shift has
a slightly different method of setting up the equipment and running it, since
I'm told, ‘first shift doesn’t know what the heck they are doing half the time!”
These are just a couple of the myriad of process variants.

So let’s assume there are at least a dozen process variations in place
for the exact same job. When the workforce starts making process
improvements, we can easily imagine how these dozen processes can turn
into two dozen or more since everyone will be excited about incorporating
their particular ideas. And as Joe is improving his flavor of the process, he
becomes even more adamant that his process is the right one. “It was good
before, and now I've made it even better!” Multiply this by the number of
other work teams at Anyplace-Company, and you get the picture — extreme
chaos. Another unintended consequence is the inevitable disharmony
within the workforce. “This Lean stuff has everyone on edge. I just hope a
Sfight doesn’t break out; the only thing keeping second shift from attacking
Sfirst shift is that second shift continues to squabble amongst themselves.” This
is not quite the Lean culture we had hoped for when we started on our
Lean journey, all because we failed to acknowledge and heed the process
principle which demands that we focus the creativity and skills of the
workforce on the current standard process.

The “Process” of Creating Standard Processes

One point which is worth injecting here and is pertinent throughout our
Lean journey regards the change process itself. When transitioning from

an environment which is lacking in standard work discipline to a Lean
environment and mindset where the establishment of standardized work
processes is a foundational element, don’'t expect immediate agreement as to
the determination of the standard process. Many folks are passionate about
the process which they have been utilizing over the years. This passion is
an extremely positive, even essential, human element during our journey;
however, when you have a team of passionate associates, many with over
20 years of experience on the job, who all walk into the room believing
that the method which they have personally used for X number of years is
the only “correct” way of doing it, coming to a consensus is a facilitation
challenge, to say the least.
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The key is to keep the focus on establishing the best standard process,
based on the desired target condition, regardless of whether it may be
Jim’s, Mary’s or John’s current mode of operation. Idea evaluation is based
on customer-centric metrics such as quality and delivery. Oftentimes the
standard process ends up being some combination of Jim’s, Mary’s, and
John’s original process. Again, it's all about the process and what your
customer wants from the process.

Conduct experiments to learn and help determine the most effective
method; gather the facts. There is more to come on experimentation
when discussing the next Lean principle category, improvement principles.
The key takeaway now is to understand that many of the changes and
challenges required as part of the overall Lean transformation require hard
work, patience, perseverance, and even courage, and the transition to the
development of standard processes is no exception. No one ever said that
this stuff was easy! Simple? Well sometimes, but even something simple can
often be extremely difficult!

Paradox #2 - The Creativity Paradox

The previous references to workforce creativity bring up another paradox
that we need to come to grips with: that workforce creativity thrives in

an environment of standard work processes. An occasional rebuttal to

the concept of standard work is, “What are you trying to do, turn us into
robots?” Just as our minds initially have trouble reconciling standardization
with improvement, we struggle with standardization being aligned with
creativity. However, if we look closely at our everyday activities outside of
the workplace, we'll find that we utilize standard processing all the time,
even with respect to our hobbies, whether fixing up old cars, gardening,
painting, cooking or whatever, and this doesn’t take away from our
enjoyment of the task.

Since Lean is about continuous process improvement, we have the
opportunity to unleash our creativity on improvement of the process ...
forever. Also, since we are all focused on improving the same current
standard process, which provides us a baseline to build from, we obtain the
synergistic effects of the engaged team. So, a standard processing mindset
and approach in no way restricts or limits employee creativity one iota.

In fact, just the opposite is true; standard processes provide the focus to
unleash our brainpower and skills, along with unifying the team in striving
towards our target condition. And when we reach the target condition,



The Lean Culture Foundation m 45

what do we do? We create the next target condition to works towards. The
creative cycle never ends.

Hidden Benefit of Standardization

There’s always a hidden benefit which results from engaging the workforce
in establishing a standard process. You inevitably end up improving the
process. This will automatically occur to some degree, since it is reasonable
to assume that at least a few of the process variations that currently exist
are not very effective, so by removing those from the work equation, things
get better. However, this hidden benefit goes much deeper than this quick
improvement hit.

Even if our intention is to simply agree on what the standard should be
so that we all can follow it, we can’t help ourselves but to start thinking and
questioning a few things. We naturally, maybe instinctively, question as to
whether there is a better way. “Why did we ever start doing that? That isn't
really needed, is it? How does that belp us meet our objectives? That doesn'’t
make sense!” And when properly led and facilitated, the team starts seeing
the process as not only what it currently is, but what it can or should be in
the future. This begins a critical restructuring of the mindset of how we look
at a process, and the understanding of our roles within a Lean organization.
If we can initiate this improvement mindset change, almost by accident, via
the development of standard processes, just think of the possibilities when
we really try!

Lesson from Another Place

Sometimes to gain the most insight into an issue, we not only need to look
outside of our particular industry, but rather totally outside of industry or
the business environment, so let’s take a sharp turn on our Lean ride to a
place outside of the business world and into the sports arena, specifically
basketball. During the 1960s and part of the 1970s, John Wooden was the
head basketball coach of the UCLA Bruins, and during a 12-year span,
from the 1963-64 season to the 197475 season, his teams won ten NCAA
Division I Championships. If ten championships in 12 years isn't impressive
enough, in four of those years, his teams didn’t lose a single game ... talk
about consistency! You are probably thinking, “Impressive yes, but what
could this possibly have to do with the Lean principle of focusing on the
process.”
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UCLA’s success actually had everything to do with having a process
focus. The desired outcome for the season, of course, was winning the
NCAA Championship, and the shorter-term desired outcome was winning
each particular game. The following is a statement from Coach Wooden
from Wooden on Leadership, which he wrote with Steve Jamison.

Thus, in all my years of coaching I rarely, if ever, even uttered
the word win, talked about “beating” an opponent, or exhorted a
team to be number one, including those picked by experts to win
national championships.t

How can arguably the greatest college basketball coach in history seldom,
maybe never, utter the word win in an effort to motivate his team? It’s
because Coach Wooden knew the power of having a process focus. By
laser-focusing on the process, you therefore have the best chance of
obtaining the desired outcomes. (And for the record, Wooden’s success on
the basketball court dwarfs in comparison with how he prepared his players
for success in their lives after basketball.)

Did Coach Wooden not care about the outcome? Of course he cared
deeply about the outcome. Just as in industry, it would be ridiculous to state
that we need to only focus on the process and not even concern ourselves
as to whether we gain the outcome. Try telling your customer that you
really aren’t too concerned about delivering their product on time, that your
only concern is the process. The understanding and clear definition of the
desired outcome is absolutely critical, but only by focusing our efforts on
continuously improving the process do we obtain the outcomes of quality,
delivery, and cost for our customers and create a fulfilling and worthwhile
work environment for our associates. The key point is how we obtain the
desired outcomes, and John Wooden — and successful leaders in all walks of
life — understands the principle of focus on the process. Once again, let me
make it clear: they know exactly the outcomes and results which they are
striving for; otherwise, they wouldn’t be able to effectively focus the team on
the process. I've probably overemphasized this last point since I've heard it
said that Lean is less concerned about the outcome, and more concerned on
the process. I feel that this is a major misinterpretation of the focus on the
process principle. Again, of course we want the outcome, but how we obtain
it makes all the difference in the world. Now what if we don’t reach the
desired outcome? We then learn from the experience and reflect and adjust
the process as needed.
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This cycle of process focus and improvement, then evaluation of actual
results or outcomes, and then subsequent learning and adjustment, is the
never-ending process of PDCA, which is one of the foundational elements
of our next Lean principle category, the improvement principles. However,
before we get there, we have a couple more process principles to cover.

In this section we've looked at the two processing extremes, very little if
any standard processing on the one end, and at the opposite extreme, the
Lean approach of utilizing standard processes as a foundational component
of the Lean strategy. (Refer to Figure 3.2 for a standard processing scale.)

Action Item - Process Standardization

Get the Lean steering committee together, and reflect upon and discuss
where your company lies between these two extremes. As needed, develop
plans to engage the workforce in the development of this core Lean cultural
element, the establishment of standard processes from which to improve.

Process Principle #2 — Optimize the Value Stream

The value stream: all actions, both value-adding and non-value-adding,
required to bring a product or product family through the main flows of
design, information, and physical transformation. This principle of value
stream optimization requires us to look beyond our own individual place
within the value stream to assure that our improvement activities optimize
the whole system and we aren’t just moving the waste to another location
within the system due to working in a vacuum.

The Ninth Waste — False Improvement Waste

I often add a ninth waste to the standard eight previously listed: making

a “local” or departmental “improvement,” but where the waste has simply
been moved to a different location in the value stream. Sure, this activity
can be placed within the category of non-value-adding processing, or extra

No activities are Standard Processing Emphasis on '
standardized resulting in standardized work, which

excessive variation and 0 1 2 3 4 is recognized as a key
ongoing chaos component of the
improvement process

Oy

Figure 3.2 Standard Processing Scale
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processing as sometimes labeled, but I believe it deserves its own billing
since we are actually disguising a waste under the veil of improvement.
What can be more non-Lean than doing that? Simple example: purchasing
has made a siloed “improvement” by changing to a different supplier
who can provide the parts at a less expensive price. But now, production
must fight every day with the quality issues from the parts produced by
the new supplier! (7 know, impossible, could never possibly happen at
your organization.) It's only from the perspective of the functional silo of
purchasing that this is deemed an improvement. Our objective is to tear
down this silo mindset so that everyone can focus on optimizing the whole
system, the value stream.

The value stream optimization principle presents one of the many
challenges of Lean. It’s necessary to focus on the minute details of each
individual process to root out and eradicate waste, while at the same time
maintain a broader system or value stream perspective. Focusing on only
one OR the other is insufficient, both a detail AND broad viewpoint is
needed. A value stream perspective requires horizontal (Systems) thinking
where we focus across or through the vertical functional areas of the
organization. These functional areas often act as independent silos whose
primary goal seems to be building increasingly higher silos rather than
looking horizontally to their suppliers and customers.

Tearing Down the Silos

Optimizing the value stream may actually require an obliteration of these
separated functional fiefdoms in order to directly connect the value-adding
steps of the value stream. Where this is possible, we move closer to the
ideal of continuous flow, our next Lean principle. The value stream focus
also alters leadership roles and responsibilities, especially at the front-line
leadership level. Much more to come on this topic.

In Lean Thinking, Jim Womack’s next step after specify value is to
identify the value stream.'' Though the terminology of the value stream
may have been popularized by Womack and later by Mike Rother and
John Shook in their book on value stream mapping, Learning to See,'* this
really isn’'t a new concept to the business world. Point #9 of Dr. Deming’s
“The Fourteen Points,” which outline his management philosophy, states
“Break down barriers between departments. People in research, design, sales,
and production must work as a team, to foresee problems of production
and in use that may be encountered with the product or service.”®> Deming
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even created a flow diagram which depicts the basic structure and system
integration of our modern-day value stream map.

So what’s been our problem? What has kept us from effectively
optimizing the value stream? The fact is that traditionally our organizations
are perfectly structured to encourage a functional, silo mentality. Personnel
reporting arrangements and even the facility layout often support a
functional design, and our measurement systems and defined roles and
responsibilities aren’t aligned well with the value stream optimization
principle. We'll delve into these root causes in the subsequent sections of
this chapter and in Chapter 5 on key roles and responsibilities.

Process Principle #3 — Continuous One-Piece Flow

This principle states that the ideal process and value stream can be
envisioned as continuous one-piece flow, where the product or service flows
from value-adding step to value-adding step with no stoppages, scrap, or
backflows. This principle aligns with the eliminate waste principle since

a process would naturally advance towards the continuous flow ideal as
waste is removed from the process. There are a number of reasons why

the product or service currently stalls, waits, and collects, prior to being
processed by the next downstream value-adding step of the process.

The Batching Problem

One major cause of delay is batch processing. Whenever we transfer
products in batches rather than one piece, lead times are increased since
product sits and waits for further processing until the whole batch is
completed. The resulting overproduction creates excess inventory, which
requires more transportation and space. Because of the time lag between
when an item is processed to when it is processed at the subsequent step,
uncovering the root causes of any quality issues becomes more difficult,
adding more non-value-adding investigation time and rework, and likely
more scrap. And, of course, preparing and moving all of these batches
around requires labor, thus productivity decreases.

With all of these downsides of batch processing, why do we do it? Why
do we sometimes insist that it makes more sense to process items in nice
bundles before initiating subsequent processing? For one, the human desire
to batch is such a deeply ingrained and prevalent mindset that it seems to
be a component of our DNA. Besides this apparently instinctive desire to
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batch, there are other more definable conditions to recognize and address.
For example, the physical layout itself can force batching. If sequential
value-adding steps are 200 feet away from each other rather than two feet,
it is doubtful we'll transfer a single item at a time; we'll likely collect a skid’s
worth or more prior to transport. Until the physical layout is modified, a
significant transition to one-piece flow by reducing the transfer batch size
will not occur.

Long changeover times on equipment will also force batching. Due
to a long changeover process, we run a large batch of product prior to
changing over to run the next product; otherwise, we’d run out of capacity
if we attempted one piece, or even small-lot production, with our lengthy
changeovers. We'd spend all of our time changing over the equipment!

This type of batching not only drives up inventory and extends lead times,
but our flexibility in adjusting to changing customer demands is severely
restricted. For an interesting and thorough review of batching versus one-
piece flow, I suggest Charles Protzman’s book, written with Joe McNamara
and Dan Protzman, One-Piece Flow vs. Batching: A Guide to Understanding
How Continuous Flow Maximizes Productivity and Customer Value.'*

I know some of you are thinking, “This may make sense for some
processes, but not ours. Heck, we have 16 cavity injection molds, and it
would be ridiculous to have 16 separate single cavity molds running in
16 separate presses!” You know what, you are exactly right! That would
be ridiculous based on the capability and technology of your current
equipment. Each situation is unique and must be analyzed to determine
your current condition and what your next target condition should be as you
strive towards the ideal of continuous flow.

In this injection molding example, your 16-cavity mold dictates the
number of units produced per cycle; however, can you reduce your transfer
batch? How many cycles do you run prior to product arriving at the next
value-adding step, such as a downstream assembly operation? Do you fill
up a skid, move it to another area where it waits in queue until it finally
gets processed further? Or, do the 16 freshly molded parts drop onto a short
conveyor which leads directly to an assembly cell where the next value-
adding step is completed? You tell me, which scenario is closer to the ideal
of continuous flow? (Note: A discussion of the use and misuse of conveyors
is outside the scope of this book; however, a key word regarding conveyors
in production operations is short.)
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Equipment and Tooling to Facilitate One-Piece Flow

This injection molding example is based on the assumption of an existing
process, but what if you have a new product in the development stage?
How does the principle of continuous one-piece flow aftfect your planning
and process design? Lean product development is an extensive topic which
we won't elaborate on here; however, if we abide by the optimize the value
stream principle and develop the process and product design based on the
principle of continuous flow, we may develop alternatives which are quite
different than the current 16-cavity mold standard. For example, two eight-
cavity molds may balance better with the downstream assembly steps, so
more of a continuous flow can be maintained. And possibly, the quality
issues may be significantly reduced with this option due to the reduced
variability across cavities, thus decreasing the stoppages and delays of
addressing the defects.

Assembly operations can have a similar process design decision to make.
Do we purchase the super-duper 24-station automatic assembly machine,
or three smaller eight-station machines? Even though the cost of a single
24-station machine would likely be less than the total cost of the multiple
eight-station machines, the evaluation is not simply an initial purchase
financial one when you consider the principle of continuous one-piece flow.
The three eight-station machines can possibly be incorporated into three
separate production lines which would move each production line closer to
our ideal of one-piece flow processing. There are other advantages of the
multiple-machine approach, but we’ll limit our focus here on aligning with
the principle of continuous one-piece flow.

These are only a couple examples where the principle of continuous
one-piece flow and the previously reviewed optimize the value stream affect
equipment and tooling design decisions involving support functions such as
engineering and machine design. This highlights the point of the everyone
principle, where, regardless of position within the organization, all personnel
must be engaged and thinking Lean!

The “One-Piece” Ideal

The principle of continuous one-piece flow applies to any processing
environment. Having the product flow continuously from value-adding step
to value-adding step results in the shortest lead time, highest quality, and
lowest possible cost; however, the current process capabilities and even
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technological constraints definitely affect not only your current condition,
but also what your next target condition should be. You may even have

to spend some time defining your “one piece” that you are attempting to
continuously flow. The key point is that you should never allow the concept
or idea of one-piece provide an excuse of, “That just doesn’t work here. We
don’t make pieces!”

The previous injection molding example is actually inspired by an
experience I had while working for a company whose value stream included
injection molding, assembly, and packaging operations. These operations
were previously physically separated into departments prior to consolidation
into a multiple workcell arrangement. After the team implemented the first
few workcells, a manager said to me, “Dave, you aren’t doing Lean with
these cells since you don’t have one-piece flow. You have a 16-cavity mold
and you still have small batches between molding and assembly, and then
again, between assembly and packaging within the cell.” His motivation for
stating this was clearly his desire to justify his status quo mindset of, ‘7 told
you Lean doesn’t apply here!” Well, at that time, T chose not to educate him
on the true definition of Lean/continuous improvement and simply stated
that, based on his definition of Lean, I guess he was absolutely correct.

I suggested that we take a look at what the team actually accomplished
and are continuing to improve upon while we stand here engaged in this
wasteful conversation (The “wasteful conversation” statement was not
actually said, but I should have said it!), regardless of your belief that this is
not defined as Lean.

Compared with the previous functional, departmental, batch-processing
environment, the team’s new cellular design had reduced both the lead time
and work-in-process inventory by over 50 percent; rejects have been reduced
by 14 percent. The flow distance has been reduced from 280 feet to 34 feet,
thus improving productivity due to the reduced excess transportation and
motion. The number of transactions has been reduced by at least 67 percent,
and due to the reduced overall lead time, we will begin offering customers a
shorter delivery lead time for some products, which is expected to result in
an increase in sales.

So my final statement to the individual who was wedded to the status
quo was:

Regardless of what you choose to label what we are doing, we
have clearly moved closer to the ideal of continuous flow, which
has enabled all of the before-mentioned benefits plus more, and
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the engaged team continues to improve the developed design even
Surther. So all in all, I think this is a pretty good thing, even if you
don’t want to call this thing Lean!

He never brought up the topic again; in fact, he soon left the company. My
assumption was that he realized that his mindset would prevent him from
ever becoming a Lean leader in this organization. This is an outcome which
does occur at times when you are committed to developing a Lean culture
of continuous improvement within your organization.

Action Item — Observe the Flow, or Lack Thereof

Observe your product flow and look for areas where the product piles

up and where you process the product in batches and move products
from value-adding step to value-adding step in large batches. Start digging
into the root causes of this batch type of processing. Rather than quickly
concluding that any move towards one-piece flow just can’t be more
effective since our process really is different, set up some experiments to
learn and to determine if an alternative approach would be beneficial. You
may be surprised; in fact, I am sure of it!

Improvement Principles

We will now look at a couple improvement principles of Lean. We conduct
our experiments by following a logical and robust step-by-step process.
Improvement in a Lean environment is not a free-for-all where everyone is
doing their own thing and making changes in an unorganized, unintegrated,
and totally random manner. Rather, there is a defined process as to how
processes are improved. This is where we will begin, by looking at the Lean
principle of scientific thinking.

Improvement Principle #1 — Scientific Thinking (PDCA)

Numerous sources will cite the scientific method or scientific thinking as a
key Lean principle or a foundation concept of Lean, but what is this really
referring to? So we should think like scientists? Does it just mean to be
curious and inquisitive, the way we’d imagine a scientist would be? These
are indeed admirable qualities which we all should possess; however, when
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we refer to scientific thinking with respect to Lean, we are referring to a
scientific process, a process which may be repeated hundreds of times in a
single day at a Lean organization.

Rather than reviewing the long history of scientific thinking which
many believe originated with Aristotle, let’s quickly get a working
explanation of the processing steps of what is commonly referred to as the
scientific method. Let's do this within the context of our desire to make
an improvement to a process or system. The exact number of steps of
the scientific method may vary slightly in the literature; however, they all
encompass the following basic processing steps:

1. It all starts with observation. This immediately fits well within our Lean
mindset, since we know we must go to the gemba, the real place, the
place where value is being created, to observe directly and learn.

2. The next step is to propose a hypothesis. We propose that if we
do X, we expect Y to occur. For our purposes, we can consider
this to be a prediction; what do we expect to happen once we
initiate some action or change?

3. We then want to design an experiment to test our hypothesis.
Experiment is the correct terminology, even in a manufacturing
environment. If we are going to make any change to a process, it's
usually not advisable to make changes based purely on assumption.

4. We then obviously must conduct the experiment.

5. Then we evaluate and analyze the results of the experiment. Is the
original hypothesis accepted or rejected? What did we learn?

6. If necessary, propose and test a new hypothesis. And as always,
we recommend that the process is directly observed by going
back to the gemba.

Many of you may already see parallels to a problem-solving process that you
are familiar with, the PDCA (Plan-Do-Check-Act) cycle, which is also known
as the Shewhart or Deming cycle. Deming preferred study rather than check,
and thus PDSA. Those who have a Six Sigma background may cite the
DMAIC process. These and other variants of the process are all built upon
the basic steps of the scientific method. (Refer to Figure 3.3 for the problem-
solving and improvement process.) We'll standardize on the PDCA process
for purposes of our discussion here and throughout this book.

In Figure 3.3, notice that the “Check” step of PDCA states to verify
the results and the process. Remember, the focus on the process principle
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Figure 3.3 Problem-Solving and Improvement Process

demands that we create a robust process to obtain the desired result. The
means do matter with Lean, not just the ends.

The WHY of PDCA

So what does the PDCA process do for us? Why is it so important? As
already indicated, not having a robust standard improvement process would
directly conflict with the focus on the process principle. Without a standard
process for our improvement efforts, the results will vary significantly in
effectiveness. In some cases we likely wouldn’t be addressing root causes
and subsequently will only be treating the symptoms of the problem; thus,
any countermeasures put in place will not provide the desired results, at
least not for very long. In other cases, we'll bypass the standardization
required and any countermeasures will also not survive the test of time.
The PDCA process assures that we are thorough and rigorous in our
improvement and problem-solving efforts. You can think of it as a type of
checklist to assure you don’t hastily try something in a random trial and error
basis, where the disappointing outcome is that no learning has occurred, only
confusion. Keep in mind that the outcome of the PDCA process may only
be exactly that ... learning. Often you need to structure your