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In system’s terms;

Organizations exist and thrive 

within an Environment by 

taking Inputs from the 

environment and transforming 

them into Outputs toward 

accomplishment of their 

Purpose.
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A One-Day Experience
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	BREADBOARD ELECTRONICS

Welcome to New Employees


TO:

All New Employees

FROM:
The President

Welcome aboard!  We’re glad to have you on the team.

Let me tell you a little about our company and your job here.

B&B makes a high-tech, high-quality product for customers of many kinds.  We invented the original BreadBoard Circuit™ and we’ve been the market leader for over ten years.

Recently, some copycat competitors have been taking customers away from us with the promise of lower prices and higher quality.  In short, we have to run a tighter ship if we want to stay competitive and survive.

That’s where you come in.

Your job is to keep your job.  The way to do that is to make sure we get both the quality and the quantity we need to keep our reputation high and our costs down.

If you have any ideas for improving the work here, please bring them up during the Jawbone Meetings we hold before every production period.  We’re always ready to consider useful suggestions.

Meantime, we’re counting on you to do the job you were hired to do.

We use a carefully engineered production process here at B&B.  It allows our manufacturing experts to monitor and control our efficiency and quality at every step along the way.

Because of this, it is very important for you to follow your job instructions exactly as given to you by your manager or supervisor.  The system works for you as long as you work within the system.

Thanks in advance for your dedication and hard work.  And, once again, welcome aboard!

Mr. “B”

President & CEO

	BREADBOARD ELECTRONICS

Round 1 


· New Employee Orientation

	Hopes for The Future
	Concerns or Fears about B&B

	
	


· Review Employee Job Description and Train 

Notes and Observations:

	BREADBOARD ELECTRONICS

Round 2


· Employee Suggestion Session

	Likes (What went well)
	Dislikes (What went poorly)

	
	

	Suggestions To Do Improve Next Round

	


Notes and Observations:

	BREADBOARD ELECTRONICS

Round 3


· Team Name _________________________________________

· Team Roles and Responsibilities

	Operating Roles
	Team Member(s)

	Setting
	

	Stringing
	

	Sapping
	

	Quality
	

	Safety
	

	Materials 
	

	Recording
	

	
	

	
	

	
	

	
	


· Describe the material flow through your team (who, does what, when):

	Process Step
	Location or Member

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


· Accountability

	Goal/Target
	Accepted
	Rejected

	
	
	


	BREADBOARD ELECTRONICS

Round 4


· Process Analysis

	Problems or Opportunities Noted
	Possible Solution
	Plan of Attack:

Who, does what, when

	
	
	


· Accountability

	Goal/Target
	Accepted
	Rejected

	
	
	


· Notes and Observations:

	BREADBOARD ELECTRONICS

Summary


As a team, discuss the following and be prepared to discuss your responses with the rest of the session:

· Which Round Did you Like Best? Why?

· What was different between Rounds 2 & round 3?  (Better, or worse)

· Draw an Organizational Chart - Rounds 1 & 2

· Draw an Organizational Chart - Rounds 3 & 4

· Using the following Process mapping symbols – draw a Process map of the plant during Rounds 1 & 2:
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In system’s terms;

Organizations exist and thrive 

within an Environment by 

taking Inputs from the 

environment and transforming 

them into Outputs toward 

accomplishment of their 

Purpose.


· Draw a Process map of your Team’s Process
· What was most important to you personally about this experience:
Lean By Design

In an “ideal” world, we would start our businesses with all the “ideal” processes, procedures, structures and people necessary for “ideal” effectiveness.  Fact is, every organization started with the best thinking and practices the founders could envision.  The good news is that there is no “ideal” organization, and all around us organizations are learning, growing and improving.  The task therefore, is not to wish for the “ideal” but to continually assess where we are against the principles of effectiveness better compete with the ever growing world around us.  

Over the past several years the concept of Lean Manufacturing has brought a new set of applications to the principles of effectiveness.  These applications include:  Kanban, 6 Sigma, 5 Ss, Process and Value Stream Mapping, Total Productive Maintenance, Quick-Change-over, Visual Factory, Team Organization, Accountability, and continuous improvement.  

It is essential to remember that overall effectiveness is not found in the applications and programs alone.  The key to overall organizational effectiveness continues to be found in an integrating vision, the ability to learn, to incorporate the best of what others do into an organizational strategy unique to your organization, your people and your mission.  In this way we can create a systematic focus for both reducing non-value-adding activities and building organizational vitality and energy necessary to become world class.

Just what is “LEAN????”

Lean really indicates the lack of “waste.”  The key focus of lean is to help identify and eliminate the sources of waste in any organization.  This waste refers to more than just product or quality loss.  It means wasted time, resources, movements, process steps, unfocused activities, etc.  

Waste can literally be anywhere, and finding it, reducing it or eliminating it becomes a never-ending quest.  But reducing waste is only part of the story.  The organization also has to build capability, capacity, flexibility a future focus in order to stay effective over time.  Becoming “Lean by Design” integrates the trimming activities with the developmental activities for a stronger future.
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Four Continuous Steps

Discover

•

Understand the principles of 

Lean enterprise and its reliance 

on leadership

•

Assess the current state against 

the principles

•

Identify the gaps, 

opportunities, and actions 

See

Initiate

•

Understand the principles of Lean 

enterprise and its reliance on leadership

•

Assess the current state against the 

principles

•

Identify the gaps, opportunities, and 

actions 

Design

•

Understand the principles of 

Lean enterprise and its reliance 

on leadership

•

Assess the current state against 

the principles

•

Identify the gaps, 

opportunities, and actions 

Implement

•

Understand the principles of Lean 

enterprise and its reliance on leadership

•

Assess the current state against the 

principles

•

Identify the gaps, opportunities, and 

actions 

Act

Plan

Improve


Creating the Framework

Lean By Design TM provides a framework for looking at and redefining your organization in four major areas.  These areas integrate with the principles of Socio-Technical design in an open system, but allow a picture of the organization at different levels.

Lean Operating Core. 

Organizations exist to create value for their customers, stakeholders and clients.  Their capability for effectively taking their “inputs” and transforming them to “outputs” is their “CORE” operation, and depends on 3 components:

· Lean Operation – the technical processes, technology and facilities they operate within.

· Lean Organization – the way people are organized, share information, and measure performance.
· Lean Processes and Control – the processes to insure quality product, quality performance and continual improvement.
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The Technical, Social and Control 

Systems combine to actually 

produce the organization’s 

product.  

Effective organization have: 

Lean Operating Systems 

Lean Organizations Lean 

Process Controls


People
The Operating Core relies on effective leaders and associates at all levels within the organization which are connected to the business, growing and energized, and that are both “Response-Able” and “Account-Able” for the business.

· Individual Vitality – supported by the organization and activated by the individual.

· Leadership – personal competency leading the organization through inter-personal competency.
· Accountability and Stewardship – allowing, requiring and providing for broad sharing of roles, results and the future.
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Effective organization have: 

Effective Leadership 

Individual Vitality 

Accountability

The Organizational Systems for 

Leadership, Accountability and 

Individual Contribution protect 

and enable the operating core..  


Strategic Agility
Organizations exist within a larger environment of which they must be aware, responsive and anticipating.  No organization can be effective without broad – across the organization understanding of: “Whom do we serve?” “What do they expect?” “How are we doing?” and “How is the competition doing?”  To know this we must:

· Benchmark – be able to assess our performance accurately within our environment

· Focus – have a clear vision, mission and strategy to move the organization in the right direction.

· Respond – insure that associates at all levels are connected to the customer/client, know the marketing strategy, understand the key results factors and, thereby, respond effectively.
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Effective organizations    

Respond to the Environment                

Benchmark Outside 

Focus and Strategize 

With Lean Internal Systems 

for Operating and People 

--

the Organization must be 

connected strategically with 

their environment of 

stakeholders, be competitive, 

and have a clear vision of 

the future. 


Learning

“Don’t do dumb things.”  That is incredibly easy to say – but, in-fact, we all do dumb things and our organizations seem overflowing with excuses, processes, and results that we feel helpless to correct.  A foundational Key to changing this is real learning.

· JIT Learning – learning from experience and in real and real-time situations.

· Visual Mapping – Learning to “talk” less and “visualize” more so that dumbness and improve-ment become evident rather than theoretical.
· Change readiness – Creating a culture that learns, supports failures, and promotes action.  
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Highly Effective Organizations       

Learn Continually      

Think Systemically             

Create the Future

Overall, the 

organizations which 

survive and thrive in 

the complexity of 

today learn.  They 

integrate concepts, 

think systemically, 

and develop the 

discipline to 

continually seek the 

perfect product. 


	LEAN BY DESIGN

Understanding and Identifying “Wastes”


Defining Lean
· Lean is primarily a quest for reducing waste (Muda in Japanese) from your organization and processes.

· IS NOT --  simply “Doing more with less!”

· IS -- putting an end to doing things which do not add value, waste and strain resources, and consume our valuable energies.

· IS -- doing things that add value – develop resources, and grow capability for the future.

· IS -- insuring all resources (money, people, equipment, time…) are balanced to optimize the overall organization -- not just a part of the organization.

From Waste to Lean
	Wastes:
	Lean:

	Over Production

Inventory Waste

Defect Wastes

Processing Waste

Waiting

People Waste

Motion Waste

Transportation Waste

Reduction Thinking & 

Downsizing
	Right Production

Optimally Low Inventory

Right the first time

In-Process Control

Advance Scheduling

Cross Skilling and flexibility

Move it right

Move it once

Investment Thinking &

Right-Sizing




	Area of Waste
	Possible Causes

	Overproduction

· Producing more product than needed 

· Making product earlier than needed

· Making product faster than needed
	· Just-in-Case Logic (You must be prepared…)

· Desire to Maximize machine output regardless of need

· Long/Difficult set-up times

· Over-reliance on in-process inventory queue

· Un-level scheduling

· Over engineered

· Wrong Metrics and accounting targets

	Inventory Waste

· In process and after process Inventory beyond what is needed for the immediate schedule.


	· Cover inefficiencies in the system

· Cover Down time

· Inability to forecast market

· Unbalances workload

· Reward and Measurement system

· Fear of “outages”

	Product Defects

· Producing products which do not meet specifications and which must be repaired, downgraded, “held,” or discarded.
	· Weak process control

· Poor discipline for quality process by employees

· Machine defects or cleanliness

· Product design

· Poor understanding of Customer needs

	Processing Waste

· Effort that adds no value to the product or service from the customers’ viewpoint
	· Changes in the product without process changes

· Just-In-Case logic

· Customer requirements not understood or defined

· Poor communications

	Waiting Waste

· In process inventory, staging of materials, or equipment awaiting throughput.
	· Poor material flow

· Segmented or staged work flow

· Imbalances in equipment processing or product development times

· Partial process accounting

	People Waste

· Having too many people, too many levels, improperly skilled people, decisions made at the wrong level, processes which deny the creativity and ingenuity of the worker.
	· Departmentalization and segmentation of work

· “Craft” vs. “Labor” mentality

· “Not my job” vs. “get results” focus

· Lack of multi-skill focus and training

· Lack of responsibility for overall results


	Motion Waste

· Ineffective material flow which causes people to move product unproductively, multiple times, non-ergonomically, or arbitrarily.
	· Lack of standardization for work-flow

· Lack of discipline to standards

· Poor design of material flow

· Excessive storage of WIP or other obstructions

	Transportation Waste

· Ineffective material flow which causes people and machinery to transport and store product unproductively, multiple times, or arbitrarily.
	· Too much inventory

· Accounting procedures

· Inability to forecast demand 

	Reduction Thinking & Downsizing

· Seeing resources, budgets, and especially people as “burdens” on the system rather than investments and catalysts for the future creates a “scarcity” mentality allowing for a limited win.
	· Paper-clip counting programs

· Short Term planning and moment-to-moment accounting

· Panic and program to program jumping

· Balancing budgets by head count reductions
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As a team 

–

 discuss the 

“Wastes” you noted in 

Rounds 1 & 2 

–

 and how 

they were reduced or 

eliminated by your group in 

Rounds 3 &

 4.

 


	Lean by Design

Principles of Organizational Effectiveness
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Elements for “Designing” Lean

§

Cellular/Product Focused Teams and Equipment Layout

§

Team Based/Visual Metrics 

–

System Wide Accounting

§

Cross Skilling

§

Process Development and Control the responsibility of the 

Team

§

Quality, Safety, Communication, Performance Reviews the 

responsibility of the Team

§

Pull System “Triggers” to minimize inventories

§

Integration of support functions within Teams

§

Visible / Transformational Leadership

§

Decisions made closest to the work 

–

Leaders as Partners 

and mentors
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Elements for “Working” Lean

§

5S’s 

–

Order and Constancy

§

Quick Change Over

§

Team Inclusive Scheduling Control

§

Total Reliability Systems/Total Productive Systems

§

Predictive Maintenance

§

Team Based “Process Mapping and Value Analysis” 

(“Box to Box Analysis”)

§

Visual Metrics

§

Daily “Hand

-

off” or Huddle Meetings

§

“Stop the line” and fix a problem rather than running it 

poorly until there is a good time to fix it.

§

The Perfect Attitude 

–

everything must be done right!!!


	Lean by Design

Principles of Organizational Effectiveness


Lean Manufacturing, Lean Enterprise, Lean Service, even Lean by Design are all based in a set of principles for effective organizational design.  Moreover, other initiatives like Reengineering, Six Sigma, TQM, TPM, etc. all share components of these principles as well.  What differentiates Lean by Design is that “all” of the principles are considered in a systemic way, not just parts or segments or partial applications.  These principles are: 

· COMPATIBILITY – The organization must be designed to achieve the organization’s strategy and purpose.
· All organization members participate toward the same objectives.  No one can be omitted. 

· Working within an organizational structure in which the processes are aligned with the objectives allows, encourages and supports commitment by individuals the processes and organization.

· MINIMAL CRITICAL SPECIFICATION – Only essential specifications are mandated by the system.

· Identify only what is essential and specify as little as possible about how the work is to be done.  

· In defining roles, tasks, objectives or boundaries only the key minimum requirements should be specified so as to not close-off options and possible improvements by those who will do the work.

· After in specifying only what is essential – a new level of discipline and accuracy to these minimal critical specifications is required within the organization.
· VARIANCE CONTROL – The lean operating core products “perfect products” through the control of product variability.

· Variances should not be exported across unit, departmental, team or other organizational boundaries.  This disrupts the ability of the people to respond and account for product variability.

· If product variability cannot be eliminated, it must be controlled as close as possible to its point of origin. 

· Controlling variances at places other than their source has the effect of trying to correct their consequences rather than preventing them.  

· Control of variances is also greatly affected by the location of internal boundaries.
· BOUNDARY LOCATION – Organizational responsibilities for “whole product” production depends on proper boundary establishment.

· Determining internal organizational boundaries; i.e., the separation between units, sections, divisions, is critical in the design of any organization.  

· Boundaries must not impede the sharing of information, knowledge, and learning. Boundaries should be drawn so that:

· Members have access to and control over the variances that occur while performing work;

· Members can develop substantial control over their own activities in achieving the goals;

· Members have access to all the information they need to solve the unit’s problems and assess its performance; i.e., they receive adequate feedback;

· The unit can complete a whole transformation process or produce an identifiable output; i.e., the boundary should not cut-through the middle of a process;

· Coordination between activities and people can be accomplished within the unit, leaving integration with other units to boundary managers;

· The unit contains all the skills and abilities needed to accomplish its work;

· The need for external control is minimized as the unit is given the means to regulate it.
· INFORMATION FLOW – Effectiveness is dependent on the right information getting to the right people at the right time.

· Information processes allow the continual flow of information to a work unit and throughout the system.

· Information should be available quickly to those who require it and should be in a visual format that is understandable, timely and actionable.

· Blocks to information flow are not only horizontal, but also vertical.  

· Information systems that provide management with comprehensive and detailed information about the operations offer a virtually irresistible temptation to over-supervise and to intervene in subordinates’ decisions.  Under these circumstances, the individual or team cannot feel ownership of the unit’s performance and cannot truly be held responsible for it.  

· The key to designing effective information systems is to design them in cooperation with their primary users and to remember that primary users should always be the first to receive information needed to take action or control variances.

· Information required for record should be readily available for recall when needed.  Information for the control of behavior is an element of the “old paradigm” design, and if considered at all in the new design, should be given directly to unit members or teams as part of their information base for self-management.
· POWER AND AUTHORITY – Responsible associates must have the power, authority and ability to respond.  Accountable associates must have the opportunity, responsibility and ability to account.

· Those who need equipment, materials, or other resources to carryout their responsibilities should have access to them and authority to command them.

· In return, they accept responsibility for them and for their prudent and economical use.

· THE MULTI FUNCTIONAL PRINCIPLE—ORGANISM VS. MECHANISM – Effective systems grow and develop and require the ability to function broadly rather than in narrow and limiting jobs.

· The traditional form of organization relies very heavily on the redundancy of parts and requires people to perform highly specialized, fractionated tasks.  People are seen as a replaceable part.  Simple mechanisms are constructed on the same principle.

· Complex systems require a large repertoire of skills, abilities, and knowledge from the participants. 

· This flexibility allows both generalization and specialization within the organization.

· The Organization is more adaptive and less wasteful when each element to possesses more than one function.
· SUPPORT CONGRUENCE – Functions and resources that exist alongside of the primary lean operation must be aligned to support and promote rather than control and throttle people and performance.

· The systems of social support should be designed so as to reinforce the desired results and culture.

· If, for example, the organization were designed on the basis of group or team operation with team responsibility, a pay system incorporating individual members would be incongruent with these objectives.  

· Not only payment systems, but systems of selection, training, conflict resolution, work measurement, performance assessment, timekeeping, leave allocation, promotion, and separation can all reinforce or contradict the behaviors which are desired.  

· Management philosophy should be clearly expressed and their actions should be consistent and that philosophy.  It is not uncommon for a management team that openly expresses one set of values to create an organization whose practices contradict the philosophy.
· TRANSITIONAL ORGANIZATION  -- Improving the organization increases stress, chaos and frustration that must be allowed and supported since all growth occurs at the edge of chaos.
· Starting up a new design entails a lot of stress.  

· Transition activities and leadership must continually apply and observe the objectives and philosophy of the new design or the lack of resolve will undermine the change effort.

· Developmental and selection processes demonstrate the reality of the new philosophy.

· INCOMPLETION OR THE FOURTH BRIDGE PRINCIPLE – Effective organizations are never complete and finished but are always improving and therefore incomplete.
· Design is a reiterative process.  Closing one door will open new ones.  At the end, we are back at the beginning.  The new paradigm is that of an organization flexibly adapting to its environment.  Although a certain degree of stability is necessary to operate, the organization must be prepared to review and revise its design.  Being prepared means having mechanisms built into the structure of the organization at all levels to deal with changes it must make on a continuing basis.  “Redesign is not the task of a special design team; it is the function of self-regulating operating teams provided with the techniques of analysis,... and the principles of design.”  (A. Cherns)

(Adapted from “Principles of Sociotechnical Design Revisited” by Albert Cherns, 1992)
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Lean Enterprise Assessments

Lean Enterprise Assessments

§

Assessment Team

§

STS Consultants AND Organizational Associates

§

Observations and Measures

§

Interviews 

§

Assessment Profile

§

Employee Survey

§

Analysis and Recommendations

§

Overall Lean Enterprise 

§

Quick Hits 

–

Just Do It!!!

§

Design Hits 

–

Planning and Implementation

§

Implementation Support

§

Regrouping and Continual Improvement
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Assessment Focus

§

The Lean Assessment is designed to:

§

Evaluate the organization based on the Lean  

Enterprise Principles.

§

Create a broad understanding of our successes, 

struggles and opportunities in the Lean Areas:

§

Lean Manufacturing Core

§

Organizational Agility

§

People

§

Learning Organization


	LEAN BY DESIGN

The STS Lean Quick-Assess TM Process 


Although specific elements of the STS Lean Quick-Assess TM process will change and be unique for individual organizations, there are several key factors that are critical to an effective assessment.  These are offered in a general process order.  

1.  Chartering and developing the Lean Quick-Assess Team


Effective assessments include both external and internal resources to provide both the experience and direction of the STS professional, and the history and system understanding of the organizational professionals.  This makeup of this team is generally as follows:

· 2 STS Consultants

· 5 to 7 organizational professionals from a broad cross-section of the organization.  Included should be:

· Plant Leadership

· Accounting /measuring

· Middle Leadership

· Front-line operations and technical professionals

Selection of the team is only the beginning.  This team will have the initial opportunity to “learn while doing.”  The Lean Assessment skills this group needs will be gained in the process of defining, doing and evaluating the assessment.  They will be required to “begin with the end in mind” by learning about the assessment process and then establishing the objectives, key areas of focus, in effect the assessment strategy for the team.  During the first meeting of this group, they will begin to assess the Learning and Strategic Agility components of the organization, by looking at past performance, measures, organizational values, changing trends and other “drivers” of the organization.  They will then shift from the “outward” look, to the inward look and create the specific framework and metrics by which the assessment of the People Processes and the Lean Operating Core will be evaluated.

2.  Assessing the Organization


With the strategy in hand, each area of the plant will be observed and measured, several key processes will be mapped, and ”waste” sought.  This process is very visual and requires the ability to see the information, capture the data, and integrate “impressions” into a solid assessment.  


Assessment begins with the Lean Operating Core.  The Technical, control and organizational processes are observed and mapped.  The Lean Operating Core clarifies our actual performance in transforming Inputs into Outputs that meet the needs of our customers and stakeholders.  


People processes provide the potential we need as an organization to truly move forward and face the challenges of this new century.  The degree to which these process support growth, learning and opportunity, have a great deal to do with our ability to keep the Lean operating core functioning and improving.

3.  Evaluation and Recommendations


Unlike more “expert” driven evaluations, the final part of this process involves drawing conclusion by the members of the team which will be formulated into a final report and meeting with Plant leadership.  At this point there is significant data to compare the initial assessment and strategic targets identified by the assessment team with the observations in the field.  


The recommendations will include both “low hanging fruit” and “significant opportunities requiring planning and resources.”  In each case, conservative return son the effort expended and investment requested is estimated.  

4.  Organizational Leadership Summit


The organizations leadership chartered this group to do work.  It is essential that together we now review the data, explore the recommendations and build a specific plan for accomplishing significant and sustainable improvement.  
	Learning Processes

JIT Learning


Key Assessment Areas:

· Tolerance by the organization for learning from mistakes and taking risks.

· How are accidents and mistakes processed?

· What “consequences” are demonstrated within the organization?

· What are the stories about failures? – What happened to people?

· How do individuals prefer to learn?

· Classroom settings?

· Off-sites

· Hands on

· How is learning (on and off the job) encouraged?

· Rewards?

· Tuition Reimbursement?

· Organization sponsored education?

· How is learning measured?

· Training hours?

· Skills transferred?

· Other?

0

	(0 = no evidence   1 = some evidence  2 = Strong evidence)                                          Learning 
	Detractors
	Designed
	Demonstrating

	By:
	
	Area:
	
	
	
	

	Assessment Category
	Comments
	
	
	

	JIT Learning
· Learning Moments

· Planned “on the job/real situation” learning
	
	
	
	

	Visual Mapping for Understanding
· One Point Lessons

· Marking and Labeling
	
	
	
	

	Change Readiness 
· Culture of Ready-Fire-Aim

· Learning Beyond Entitlements
	
	
	
	

	Whitewater Learning((
	
	
	


	Strategic Agility


	(0 = no evidence   1 = some evidence  2 = Strong evidence)                                         Strategic Agility
	Detractors
	Designed
	Demonstrating

	By:
	
	Area:
	
	
	
	

	Assessment Category
	Comments
	
	
	

	Organizational Measurement
· Insure that our results measures are “real” and reflect our performance
	
	
	
	

	Benchmark the Marker
· Identify “competitive model organizations” which we can use to compare our performance for position within the market

· Identify and understand the trends of the future and the impact it may have on us.
	
	
	
	

	Set the Standard
· Continually change and grow organizational processes toward market leadership and dominance

· Strategy, Vision, follow-through
	
	
	
	

	Benchmark((
	
	
	

	Focused Mission
· Clear on why we exist and what the goal really is.
	
	
	
	

	Guiding Principles
· Understanding of the Culture we have created and value the best of what “is”

· Clarify the values, which will drive us toward our Vision and have the courage to hold the course.
	
	
	
	

	Clarity of Vision
· Specific, quantifiable targets beyond 5 years

· Strategic planning an follow-through
	
	
	
	

	Focus ((
	
	
	

	Responsive to and interactive with:
· customers

· The larger Organization

· Regulatory Agencies and Community
	
	
	
	

	Connecting the Environment to the associates
· Communication of response issues and opportunities

· Engagement of associates with the Environment
	
	
	
	

	Anticipating
· Building beyond today’s expectation to take advantage of tomorrow’s opportunity
	
	
	
	

	Responsiveness ((
	
	
	


	People

	(0 = no evidence   1 = some evidence  2 = Strong evidence)                                          People
	Detractors
	Designed
	Demonstrating

	By:
	
	Area:
	
	
	
	

	Assessment Category
	Comments
	
	
	

	Commitment and Engagement

· Involvement in decision making, system understanding

· Clarity of roles, responsibilities and accountabilities

· Meaningfulness of role
	
	
	
	

	Performance Management

· Managing for results and improvements rather than “paper trail”
	
	
	
	

	Future Focus

· Opportunity to advance, grow and develop.
	
	
	
	

	Individual Vitality((
	
	
	

	Visibility of Leaders

· MBWA (Management by Wandering Around)

· Immediate Response (never sanction incompetence)
	
	
	
	

	Transformational Leadership Activities

· Transfer “Directing and Coordinating” to teams

· Learn to “Enable and Allow”

· Lead as a “Partner”
	
	
	
	

	Right Way/Right Results Integration

· Clarify “What’s” or results expected

· Build understanding of Cultural “hows” or Ways

· Walk the Talk
	
	
	
	

	Leadership Competency((
	
	
	

	Visual Measures (Metrics)

· Standardized Control, visual markings

· Signals, Panels, visible machine works
	
	
	
	

	Regular Accounting

· IT/Lean Aligned Measures

· Daily Handoff

· Public, Direct and future Focused

· Cross Team Inspections
	
	
	
	

	Action Orientation

· Do/Doing/Done

· Post Incident Assessment and Local Master Planning
	
	
	
	

	Stewardship and Accountability((
	
	
	


	Lean Operating Core

	(0 = no evidence   1 = some evidence  2 = Strong evidence)                                          Lean Manufacturing Core
	Detractors
	Designed
	Demonstrating

	By:
	
	Area:
	
	
	
	

	Assessment Category
	Comments
	
	
	

	Order – Clean, Safe, physical environment

· Clean/Inspect/Detect & Perfect Processes

· Red Tagging/Visible Tracking

· Do-Doing-Done Action Focus

· 5 S’s – Floor Layout and organization
	
	
	· 
	· 

	Equipment Reliability

· OEE / Downtime Focus

· Total Reliability Systems (TPM)

· Preventive/Predictive Maintenance
	
	· 
	· 
	· 

	Operational Flexibility

· Quick Change-over

· Standardized Parts/Modular Assemblies
	
	· 
	· 
	· 

	Lean Operation((
	· 
	· 
	· 

	Team Based/Focused

· Clear Goals and a defined playing field

· Operating roles and Organizational Roles

· Limited Hierarchy (only value adding positions)


	
	· 
	· 
	· 

	Cross Skilling and Role Sharing

· Multi Skilled associates

· Responsibility to a “broad role”, not a “narrow job.”


	
	· 
	· 
	· 

	Selecting and Retaining the Best

· Team based selection process

· Success Dialogue as the driver in Performance Management

· Reward and recognition systems aligned with expectations and values
	
	· 
	· 
	· 

	Lean Organization((
	· 
	· 
	· 

	Baselines and Procedures – 3 M

· Visual Factory (Controls)

· Repeatability, Standardization

· 3 M’s (Mark Machinery, Measure Material, Mandate Methods)
	
	· 
	· 
	· 

	Cellular/Product Focused Design

· Locate the Gate/ Bottleneck analysis

· Product Variability Control
	
	· 
	· 
	· 

	Pull system/Kanban Inventory

· Level Scheduling

· WIP Analysis and Strategy

· JIT Parts Inventory Strategy
	
	· 
	· 
	· 

	Lean Processes & Controls((
	· 
	· 
	· 
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Lean by Design -- 

Strategic Agility
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Effective organizations    Respond to the Environment                Benchmark Outside      Focus and Strategize 

With Lean Internal Systems for Operating and People -- the Organization must be connected strategically with their environment of stakeholders, be competitive, and have a clear vision of the future. 
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Four Continuous Steps

Discover

		Understand the principles of Lean enterprise and its reliance on leadership

		Assess the current state against the principles

		 Identify the gaps, opportunities, and actions 



See

Initiate

		Understand the principles of Lean enterprise and its reliance on leadership

		Assess the current state against the principles

		 Identify the gaps, opportunities, and actions 



Design

		Understand the principles of Lean enterprise and its reliance on leadership

		Assess the current state against the principles

		 Identify the gaps, opportunities, and actions 



Implement

		Understand the principles of Lean enterprise and its reliance on leadership

		Assess the current state against the principles

		 Identify the gaps, opportunities, and actions 



Act

Plan

Improve
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Lean By Design --

People
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Effective organization have: Effective Leadership Individual Vitality Accountability

The Organizational Systems for Leadership, Accountability and Individual Contribution protect and enable the operating core..  
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Lean By Design -- 

A “3D” Systems Model
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Environment

In system’s terms;

Organizations exist and thrive within an Environment by taking Inputs from the environment and transforming them into Outputs toward accomplishment of their Purpose.
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Lean By Design --

Lean Operating Core
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The Technical, Social and Control Systems combine to actually produce the organization’s product.  

Effective organization have: Lean Operating Systems Lean Organizations Lean Process Controls
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Elements for “Designing” Lean	

Cellular/Product Focused Teams and Equipment Layout

Team Based/Visual Metrics – System Wide Accounting

Cross Skilling

Process Development and Control the responsibility of the Team

Quality, Safety, Communication, Performance Reviews the responsibility of the Team

Pull System “Triggers” to minimize inventories

Integration of support functions within Teams

Visible / Transformational Leadership

Decisions made closest to the work – Leaders as Partners and mentors
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Lean By Design --

Learning
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Highly Effective Organizations       Learn Continually              Think Systemically             Create the Future

Overall, the organizations which survive and thrive in the complexity of today learn.  They integrate concepts, think systemically, and develop the discipline to continually seek the perfect product. 
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Lean Enterprise Assessments	

Assessment Team

STS Consultants AND Organizational Associates

Observations and Measures

Interviews 

Assessment Profile

Employee Survey

Analysis and Recommendations

Overall Lean Enterprise 

Quick Hits – Just Do It!!!

Design Hits – Planning and Implementation

Implementation Support

Regrouping and Continual Improvement
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Elements for “Working” Lean

5S’s – Order and Constancy

Quick Change Over

Team Inclusive Scheduling Control

Total Reliability Systems/Total Productive Systems

Predictive Maintenance

Team Based “Process Mapping and Value Analysis” (“Box to Box Analysis”)

Visual Metrics

Daily “Hand-off” or Huddle Meetings

“Stop the line” and fix a problem rather than running it poorly until there is a good time to fix it.

The Perfect Attitude – everything must be done right!!!
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Assessment Focus

The Lean Assessment is designed to:

Evaluate the organization based on the Lean  Enterprise Principles.

Create a broad understanding of our successes, struggles and opportunities in the Lean Areas:

Lean Manufacturing Core

Organizational Agility

People

Learning Organization
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