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If Lean Enterprise is so great…

It’s not rocket science!!!Why isn’t everyone making 
the transformation to Lean?
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Lean Building Blocks

Companies improve their production system, but fail 
to improve their management system to support it!

Implementation Keys

• GOAL: Create A Problem Solving Culture
• Culture: What most of the people do, most of the 

time
– Layered Monitoring & Accountability- Daily
– Focus on Rapid Problem Elimination

– Use Every Opportunity for Coaching and Modeling Lean Behaviors
– Be Persistent - Discipline



Lean Management 
System

Elements

3A.  PDCA & A3 
Methods

5. Daily Status 
Review Meeting

3B. Improvement Card
System

2. Visual
Metrics 

1. Leader 
Standardized Work

3. Problem
Solving

Lean Mgmt System Elements

4. Accountability 
Board

Exercise #1: List Your Tasks

• List the daily, weekly & monthly tasks you 
complete or need to be performed

• These are the tasks others rely on you to 
complete for information, priority, performance 
feedback, communication

• Don’t forget daily coaching/mentoring
• Will the system fail or falter if not completed? 
• Sort your activities from start of day to finish



Leader Standard Work

Daily/Weekly Tasks
Participate in or Lead Division Start-up Mtng 

Participate in plant shortage meeting 

Lead Improvement Huddle
Gemba Walk  w / Superintendent, Sensei and CIF

Gemba Walk  w / Zone Leader

Enter positive Contact Log entries

Update HPU Metrics on Team Board

Participate in 5s / Safety Audit

Participate in HPU Bad-Boy mtng 

Participate in 9:00am SAP Review

Manpower Plan for following week w/ZL

Participate in Manpower review with FC/PIC Staff 

Participate in Brownpaper mtng 

Participate in, PIC / FC Weekly Staff mtng

Review Inventory Audit sheets & take appropriate actions

Participate in Factory Planner Planning mtng

Audit & initial Heijunka Board to ensure delivery performance

Meet / Follow up with dispatchers re: Past Due Fabric

Meet / Follow up with dispatchers re: Future potential shortages

Review prior day Quality results with ZL & take appropriate actions

Monthly Tasks

Safety Audit with HSE Date:  ___________

Divisional Safety Meeting Date:  ___________

Lead Improvement Process "Management Review" Date:  ___________

Date:  ___________

Mon

Week of:Supervisor Standard Work

Thu FriTue Wed
Audits Frequency

Plant Manager Standardized Work



Exercise #2: Create LSW

TASKS Mon Tue Wed Thu Fri 
Before/Start of Shift       
      
      
Daily - After Shift Starts:       

      
      
      
      
      
Daily sign off on hour by hour sheets  (1 x per day):      

·        
·        
·        
·        
·        
·        
·        
·        

Weekly. After Shift Starts:       

Gemba Walk w/Plant Mgr -       

Value Stream MTG -       

      

      
 

Create a simple schedule of activities and meetings necessary

Put Your List of Tasks from Exercise #1 into Time Slots

Mentoring Questions

Managers ask questions to guide workers into 
learning and thinking

1.How do you do this work?
2.How do you know it is being done correctly?
3.How do you know the outcome is free of defects?
4.What do you do when you have a problem?

Making Things (Monzukuri) is Making People 
(Hitozukuri)



Cattle Drive Lessons

• Destination
• Flexible Route
• Steady Progress

– No Stampedes

• Team
– On sides, not middle

• Managing Exceptions
– Immediately

– Consistently

• Suitable Metrics
– Not Steps per Cow

• Health
– Time to Eat & Drink

– Lost/ Sick/ Weak = Lost $

• Strategic Goals
– Hour/day/quarter/decade

• VSM Guides Changes
• Continuous Improvement
• Cross- Functional
• Problem Solving All 

Levels
• Throughput focus
• Culture Change

Aviation Example

“Fix the little problems before they become big ones.”



Monitoring Walk Audit Cards

Monitoring Walk Audit
Topic: Standard Work Audit
Frequency: Weekly
Purpose: 
•Confirm Standard
• Emphasize Standard 
•Commend Good Behaviors

Questions:
1)Is the standardized work present? _________________
2)Can Operator do it? ____________________________
3)Is it done within cycle time? ______________________
4)Is it done safely? _______________________________
5)Are materials properly placed? ____________________
6)Opportunities? _________________________________

____________________________________________
____________________________________________

Layered Process Audits

Group Leaders
•Std. Work- Process
•Materials Flow
•Quality

Supervisors
•Area Flow
•Interfaces
•Overburden
•Std. Work- Process
•Std. Work- GL

Managers
•System Flow
•Unevenness
•Std. Work (Super. & GL)
•Std. Work- Process

THE PROCESS

“Target-Actual-Please Explain”



LSW Exercise #3

• Identify observation related activities (e.g., 
observation times, waste walks, check of pitch, 
mentoring, standardized work audits) 

• Add to your LSW

Visuals

• Process should be visual
• Measurement should be visual
• Tool for Problem Solving
• Abnormalities Obvious
• Reactions Communicated

What should be happening?

What is actually happening?

Gap = Problem



Visual Tools

Daily Tracking Chart

Note: Ranges Set by supervisors 
or plant management



Daily Tracking Chart Trends

First Month Second Month

Safety Cross



Pitch Board

•What should be 
happening?

•What is 
happening?

•Why?

•What is being 
done to correct it?

•What are our 
trends?

•Who is checking?

Make Metrics Useful

Goal: Turn information into information 
that you can’t ignore.



Owner Updating Metrics Daily

Exercise #4: Create Metrics

Specific Measurable Achievable Reasonable Trackable

Focus Areas Daily Metrics Goal Value Stream 1 Value Stream 2 Logistics Maintenance HR

Safety Issues 0

Idea Cards 3/day

Customer Complaints 0

First Pass Yield 85%

Incoming Material Defects <1%

Pitch Compliance 80%

Labor Hour Variance <10%

Lead Time 14 days

Inventory 2 hrs

Partial Orders to Shipping <5%

Split Shipments to Customer <1/day

Schedule Completion 97%

5S Issues 0

P
roduction 
Issues

5S
P

eople
Q

uality
C

ost
S

peed



Metric Trend Board

Skill to Problem Solve
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A3 Story Boards

A3 Report Title and Description

Problem Definition and  Description

Problem Analysis

Implementation Plan

Future Steps

Results

Where do we stand?

Where we need to be?

Where we want to be?

What is the specific change you want to 
accomplish now?

What is the root cause(s) of the 
problem?

What requirements, constraints and 
alternatives need to be considered?

What is your proposed 
countermeasure(s)?

What results do I want?

What activities will be required for 
implementation and who will be responsible for 
what and when?

How we will know if the actions have the impact 
needed? What remaining issues can be 
anticipated?PLAN DO

CHECK

ACT

If I Do This

I Will Get This

A3 – Shank Ladle Preheat

Problem Solving Story Board



Improvement Card System 

Issue / Problem:

Proposed Fix:

Team Name: Date:
Originator's Name: Shift #

•Issue- Addresses a Waste
•Contains Proposed Solution

How do we engage our workforce in continuous improvement?

Improvement Card System

•Quick Response Encourages More Ideas
•Small Reward Encourages Culture Change
•Small Size Encourages Small, Rapid Improvements
•Small Size Forces Communication



Accountability Board Example

Action Item Example

Long 5/1/06

Create Pitch Board 
for EDM

Osborne   5/08/06

Action-Starts with a Verb

Implementation- Can be 
answered Yes/No

Time Frame- Less than 30 
days

Initiator Date Created

Simple Action

Owner   Agreed Due Date



Area Information Board

•Metrics, Trends, Accountability, Standard 
Work, & Idea Cards 
•All Visual, In Work Area

Daily Standup Meeting

All Process Owners are Present



Attendance / Meeting Time

Integration

Daily Status Review Daily Status Review 
brings it all togetherbrings it all together

Gemba walks drive 
action items & A3’s



Conclusions

• Leader Standard Work- DISCIPLINE
• Use Measurements to Drive Lean Behaviors
• Auditing to Support Lean Behaviors

– Highly Visible Leadership Presence
– Overlapping Audit Layers (from bottom up)
– Look for Barriers to Flow
– Look for Teaching Opportunities

• Continuous Focus on Process Flow
• Develop a Problem Solving Culture

– Employee’s Actions & Ideas


