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Introduction

Being a lean leader is an inherently rewarding job. You don’t need to wait

for a quarterly report or annual performance review to know that you are
making a difference. Improvements happen all the time, and everyone you
work with can see and feel them.

But being a lean leader also can be immensely difficult and — at times

— seemingly impossible. In a complex work environment run by people

(who naturally make mistakes and can be uncomfortable with change)
performing multiple processes (which naturally become less efficient and
effective over time), building and sustaining a continuously improving culture
takes never ending effort, a laser-like focus on principles and purpose, and
constant realignment.

Many books teach application, but we have seen few that guide leaders

through the day-to-day requirements for transforming organizations for long
term success through development of lean people. Yet, without effective
daily leadership, lean gains are subpar and/or difficult to sustain.



This book addresses that gap. It is a collection of what we have learned by
leading lean teams for more than 20 years within all types of organizations
and functions. The 15 chapters cover the high-level concepts, activities,
principles and practices that a lean leader must intimately know and
constantly apply. This is not a tactical workbook for improving point
processes. We are assuming that readers have a basic understanding of lean
management and some experience with lean tools. We discuss fundamental
tools and principles, but we do so in the context of leadership with a
simultaneous focus on short-term results and long-term sustainability.
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In addition to the main text, we’ve used several elements to present
information in each chapter:

Figures: Tables, graphics and illustrations that further support the text.

Figures that are referred to repeatedly are listed in the front of the book and
subsequently referenced.

Key Concepts: Ideas that are crucial to lean leadership success. They must
be clearly understood and consistently applied.

Real World Advice: Tips from the trenches — challenges we’ve faced in

our careers and solutions that have worked for us.

For Your Information: Ideas that are not a formal part of lean theory, but are
widely used and are complementary to lean.

Checklist: At the end of each chapter, we relist the sub-topics in the form of
a checklist.

We hope this guide becomes a constant companion on your lean-leadership

journey. The guidance has come from both the darkest and brightest moments
in our careers. You will experience both as a lean leader, but we hope that by



sharing our knowledge with you, your brightest moments will outnumber
and outshine your darkest.

Sincerely,
Steve, Robert, Walt and Roger
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Prologue:

The Lean Enterprise System and The

Lean Le ader

The lean leader is an essential component of any lasting lean culture.

Probably, one of the first visuals you encountered when learning about lean
theory was the “house of lean” or some variation. Figure 1

on Page 9 is a version we use and will refer to in this book. How does a lean
leader fit into the house of lean?
Below is an explanation of the leader’s role as it relates to people, purpose

and process. Figure 2 on Page 9 provides a visual depiction of this role. As
you read, keep in mind how both concepts work together.

People — The lean leader:

« Effectively collaborates cross-functionally across the organization and the
supply chain.

« Encourages people to expose problems and stays with them to

implement
true solutions.



« Uses continuous coaching and dialogue to empower people to solve
their own problems.

« Builds future lean managers and leaders.

« Supports organizational learning.

Purpose — The lean leader:
« Creates and delivers customer value at the lowest-possible total cost.

- Creates flow through the entire value stream through cross-functional
col L abor ati on.

« Develops a problem-solving culture where problems are identified and
fixed at the root cause.
« Engages in relentless pursuit of continuous improvement.
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Figure 1: Lean Organization: Creating Customer Value, and Respect for

People, Purpose, Process The “house of lean" illustration visually
depicts the lean management philosophy.
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« Ensures that the company takes a long-term view, yet is sensitive to
the need for immediate actions and waste reduction.

- Creates the learning organization inside the company.

Process — The lean leader:

« Understands how to articulate the implications of an action or choice
(systems impact) throughout the entire value stream.

« Goes to the worksite to understand and solve problems at the root cause.
« Knows not to be complacent with current processes.

« Teaches fundamental problem solving (PDCA) to find problems, define
them, fix them, and keep them from coming back.
- Creates a formal, effective process for sharing best practices.
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Figure 2: The Lean Enterprise System and the Lean Leader

Corporate vision is at the
center of a lean leader's work,

Why Lean Leaders Use PDCA:

Figure 3: PDCA Cycle

Plan, Do, Check, Act

Throughout the book we refer to the PDCA
problem solving tool. This is a cycle of four

steps that ensures everyone is solving



problems permanently when it is used as a

standard methodology. It starts with a plan

to solve a problem and ends with adjusting

the plan as needed based on results in the

check phase. It can be used for a onetime

solution or for ongoing work, such as part of a daily work plan for a team.
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Figure 4: A3 Document

Why Lean Leaders Use A3 Documents

An A3 document is an effective way to visually depict continuous
improvement work because it limits problem-solving planning and execution
to one piece of paper. This limitation forces a team member or a team to
succinctly document a problem, the analysis of the problem, the corrective
action(s) plan, and responsibility.
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Figure 4: A3 Document
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Chapter 1:

A Deep Understanding of Lean Thinking

To be a successful leader in a continuously improving organization, you need
more than hands-on and classroom knowledge of lean. You need a deep
understanding of lean thinking. This is because while lean concepts are
straightforward, applying lean in a complex work environment can be
extremely difficult. Competing priorities and unforeseen obstacles challenge
focus and decision-making each day.

This chapter covers concepts that you need to deeply understand, internalize,

and act upon to build a successful lean enterprise.

Key Concept: Building The Learning Organization
The core activities of a lean organization are:

- Seeing problems.

« Fixing/solving problems.

- Learning.

« Sharing the learning to continuously improve.

We'll refer to the Core Lean Activities cycle throughout this book. It applies
to all types of lean organizations in all industries; and to both short-term
(tactical) and long-term (strategic) work. Fundamentally, your job is to create
and sustain a workplace where the Core Lean Activities are part of
everyone’s job each day. No one of them is more important than the others,
and no two alone are enough to build a successful lean organization.

People: A leader’s day-to-day guide to building, managing, and
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Figure 5: Core Lean Activities

Core Lean

ACTIVITIES

Chapter 1: A Deep Understanding of Lean
Here’s how they work together:

When we can see problems and fix problems at their root causes using lean
tools, we learn how to be more efficient, which, when shared with others,
improves our ability to create the highest quality customer-defined value at
the lowest possible cost.

During this cycle, progress happens in small-but-simultaneous steps that can
cumulatively yield substantial and permanent business gains over the long
term. The wider and deeper the adoption of this cycle within an organization,
the more resilient the organizations becomes

— as long as leadership support continues.

To gain and sustain the needed support, you'll need to work with directors
and managers to build the tactical infrastructure that propels the cycle of
seeing, fixing, learning, and sharing to continuously improve. This work can’t
begin, though, until everyone in the organization understands the
organization’s common goals and collective purpose.
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Articulate The Organization’s Purpose and Customer Value Proposition

Make sure everyone knows what customers value and how everyone’s work

adds that value to products and services. This gives meaning to work and
keeps all work focused on supporting the organizational purpose.

This point has several common pitfalls to avoid:
e Saying it once is not enough.

People will forget. But when you perform value-creating work alongside team

members and team leaders, the company’s purpose is articulated clearly and
repeatedly in both words and actions.

- Asking once is not enough.

Customers’ needs change, as do the needs of employees, suppliers, investors,
and other internal customers. What’s very valuable today might be marginally
valuable tomorrow. Ask external and internal customers often — even daily

— what they value and what they need.

- Respect, but don’t live by, the spreadsheet.

Performance targets and measurements are necessary tools for a business to
make a profit. They are not, however, what actually makes a business
profitable. People do. Don’t make numbers more important than people.

Show Respect for People Using Knowledge, Resources and Action

How do you unleash a team member’s ability to contribute to profitability?
First, show respect. Do this by:

Asking those who actually do the work what problems they see andhow
they would fix them.

They either already know orare more likely to see immediate problems and
solutions before someone who is unfamiliar with their work.
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- Providing the things that people need to do their work safely and

efficiently. Outside of standard safety practices, ask people what they need to
work more safely and efficiently. Often, doing this unearths a simple, low-cost
solution that is superior to a costly high-tech one.

 Banishing blame.

When you find a problem, don’t be surprised or frustrated. Take action.
Remember that fixing problems is an essential part of learning; also, don’t
allow others to blame. Teach them to focus on facts and solutions.

Show Respect for Process Using
Stability, Standardization and Quality-

deamanBowers can’t be pulled away to fight fires if they are going to create
the greatest amount of value they can at peak efficiency.
Creating a level and predictable flow of work from end-to-end will minimize

firefighting. Here are the steps to get there: 1. Stabilize processes that are
unstable.

2. Preserve the stability by creating standard work that is documented and
repeatable.
3. Teach quality-at-the-source at each value-adding point to minimize errors.

4. Build in a work-review mechanism that holds people accountable to

standardized work and quality-at-the-source. Preferably, this would be PDCA
(Plan, Do, Check, Act).

Make Problems Visible and Solve Them in Real Time



Making problems visible can be painful, but it is necessary to permanently
correct them. When company leaders and team leaders stop placing blame,
team members are less afraid of problems and so solve them quickly and
permanently. Don’t lengthen or complicate the problem- solving process by
collecting too much data or involving too many people. The most efficient
way to solve a problem is to fix it the moment it becomes visible.

People: A leader’s day-to-day guide to building, managing, and
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At LeanCor's
headquarters
in Florence, KY,
team members
don’t need to
guess what the
organization’s
biggest problems
are. They are
displayed as
“LeanCor’s Five
Most Wanted,”
on this board.

Real World Advice

Lean can mean different things to different people. We have seen
where people think having a lean culture means simply adding a
55 program. Talk to your teams about what lean means to your
organization. Define it and publish the definition so everyone is
singing from the same songbook.




Problems will become visible only if people look for them. Help everyone to
see problems by teaching them to look for waste.

Chapter 1: A Deep Understanding of Lean Thinking

R

If team members feel overwhelmed by the size or number of problems that
need to be corrected, however, they will stop looking for them.
Prevent this by checking each day on what problems were fixed yesterday and

which ones are being worked on today. Give team members guidance on
putting projects on a priority list and/or breaking big projects into smaller
ones.

Another thing to check on each day is how problems were fixed yesterday. If

the solution is not repeatable and hitting the root cause, then the problem was
not resolved.

Eliminate Waste and Waste-Creating Work Every Day

People: A leader’s day-to-day guide to building, managing, and
sustaining lean organizations
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PDCA Cycle, See Page 11

There are three kinds of work: value-creating work, waste-creating work, and
necessary-but-non-value-creating work.



« Value-creating work is absolutely necessary to satisfy the needs of your
customer.

- Waste is work that is not
absolutely necessary to satisfy the
needs of your customers.

« Necessary-but-non-value-creating
work doesn’t create value for the
customer, but is needed to keep
things running smoothly, such as
safety training and audits.

Work each day to eliminate wasteful
work! The most important question
you can ask is, Why are we doing this? If
the work isn’t creating value for the

customer or needed to keep things running smoothly and safely, stop doing it.

Focus on the Work

From a tactical perspective, clearly articulating organizational purpose and
customer value proposition happens at the worksite, where the work is being
done. For this reason, you need to know how each job in the value- creating
process is done — whether the end product is a finished good, an answer to a
loan application, or a medical procedure.

Many leaders have not been connected to the actual work of their

organizations for a long time. This is unfortunate because it is impossible to
be a good teacher without intimately knowing the material. The worksite is



where teachable moments present themselves. You need to be familiar enough
with the work to know where waste exists and then guide team leaders and
members to see that waste by probing how each action creates — or fails to
create —

val ue.

Also, without being familiar with the work, how can you teach quality-at- the-
source? When problems aren’t stopped, they travel farther and farther away
from the root cause and closer and closer to the customer.

People: A leader’s day-to-day guide to building, managing, and
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Use the Power of PDCA

PDCA is a powerful tool used to see and solve problems. It incorporates the
key concepts we've discussed in this chapter by:

« Ensuring that the Core Lean Activities are happening daily.
- Reiterating organizational purpose and what customers value.

« Embedding a standard way to keep asking external and internal customers
what they value.

« Showing respect for people and process by providing a regularly scheduled
opportunity to gather feedback and check in.

» Establishing priorities and steps in the process so team members are not
overwhelmed.

These key concepts sound simple and straightforward. You might even be

saying, “We already do that!” However, a deeper look at how lean concepts
compare with traditional leadership reveals why instilling them into a
workplace’s culture — not just in sayings and speeches —



can be extremely difficult. But organizations that have successfully done so
have a competitive advantage that can’t be copied, stolen or otherwise
threatened.
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Chapter 1 Checklist:

A Deep Understanding of
Lean Thinking
I understand how to:

I:I Build the Learning Organization with Core Lean
Activities

Articulate The Organization’s Purpose and
Customer Value Proposition

Show Respect for People Using Knowledge,
Resources and Action

Show Respect for Process Using Stability,
Standardization and Quality-at-the-Source

Malwe Problems Visible and Solve Them in Real Time
Eliminate Waste and Waste-Creating Work Every Day
Focus on the Work

Use the Power af PDCA

T T T
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Chapter 2:

Traditional Leadership Vs. Lean Leadership

Resistance to lean at all levels of an organization often comes from tribal
knowledge and experiences accumulated under decades of traditional
leadership. This is why creating a lean culture can be so difficult and time
consuming — you are teaching behavior that is radically different from the
norm. Understanding the differences between the two leadership philosophies
can help you to recognize the roots of resistance and craft a strategy to
overcome it.

Key Concept: The Differences Between Traditional and Lean
Thi nki ng

dhzeiyaigrandmmahefuumaation of the
tactical infrastructure of lean. Everyone must be trained to observe processes
to look for waste, and then find the root cause of waste by asking questions:

Do we know who the customer is, what they expect, and are those
expectations visible? Is there standard work in place for critical processes?
Is the current status of the process visual for all to see? Is there a process
for gaps between plan and actual to be identified?

Manage the Balance Between Tools and Thinking

Your job isn’t only to teach how to do; you must also teach how to think.
Team members have been encouraged to get things done without stopping to



think about what they are doing or why they are doing it. The lean enterprise
is different. The Core Lean Activities cycle is composed mostly
thinking/learning/sharing.
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Traditional Thinking Lean Thinking

Push, economies of scale, unit
cost, “make the numbers.”

Full, makefmove only what the
customer has ordered.

Batch and queue, make/order and
move big batches.

One-piece flow, move small
batches and keep thern moving.

Mo standards; or complicated
standards hidden in a binder

simple, visible standards for all
critical processes for all to see.

Move the product and let defects
flow down the supply chain.

Stop the process immediately to
deal with defects at root cause.

Engineers solve problems and
create the best way to do work.

The pecple doing the work design
it and solve the problems.

Hire brilliant people to try to fix
broken processes.

Empower regular pecple to
improve upon brilliant processes.

Hide problems by throwing
inventory and resources at them.

Expeose problems by reducing
inventory and resource levels.

Managers work in offices and
manage with data and reports.

Managers “go and see" and
manage with data and facts.

Execute fast and go on to the
next “new™ thing.

Flan, Do, Check, Act to get the
right things done in the right way.

A problem is an unclear
cpportunity. It is optional to fix it

A problem is a deviation from the
standard. It must be fixed.

The cause of a problem is pecple,
so we ask who?

The cause of a problem is the
process, so we ask why? (We ask it
five times to get to root cause.)

We become defensive if others
suggest problems in our area.

We are thankful others see what
we do not see ourselves,

The business is a collection of
independent departments.

The business is a system of inter-
dependent processes.

Focus on outputs and cost
reduction.

Focus on inputs and lead-time
reduction.

If it's not broken, don't fix it.

It can always be improved.

While tools can be introduced in a classroom, learning to think comes from
experience. So you need to challenge team members to increase their output of
thinking in addition to doing things differently using lean tools.
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Real World Advice

Resistant team members might be clinging to doing and be un-
comfortable thinking because they have been discouraged from
thinking. This is an opportunity to show respect for people by
continuing to ask questions about their work and how they would
make it less frustrating and more efficient. Frequently, employ-
ees have already done some thinking about this. Unearth those
thoughts. Let them elaborate; and then explain that through lean
continuous improvement, they can take ownership of making
their work less frustrating and more fulfilling.

Base Decisions on Facts Observed Where the Work Is Being Done

Traditional leaders make decisions based on reports prepared by others about

what is happening in the business. This is highly ineffective because the nature
of these reports has evolved over time so that they:

« Are usually cleansed of information that is factual and meaningful.
- Are limited to the author’s perception of a situation.
« Look backward at what has happened, not forward at what should happen.

« Foster distrust because only a few people within an organization are
allowed to see them.

Software-driven business-information reporting tools have made it

particularly easy to replace observation and thinking with columns and rows
of numbers. But there’s always context around data — a story —

and if a leader doesn’t know the story, he won’t truly understand the data.
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For Your Information: Why “Story” Is Important:

Narrative Leadership

“Stories provide illustrations of how an organization might go
about adapting to change and transition. One senior leader recently
invited members of his organization to see the new vision that was
in front of them. To achieve the new vision required reorganization
and tremendous organizational flexibility. During the presentation
of the new vision to the entire organization, he used the story of
Lewis and Clark’s expedition as an example of what the organiza-
tion would face. As he told of the many unexpected twists and turns
in Lewis and Clark's campaign, he noted their willingness to adapt
along the way. Through the story, he called on his organization to
appreciate and cultivate the same disposition.” — David Fleming,
“Narrative Leadership: Using The Power of Stories,” Strategy &
Leadership, Volume 29 Number 4, 2001

Be Tough on Process and Talk to People about Their Work

When you discover a problem, start talking to team members about their work,

I.e., the process. Ask why and not who. If a team or organization is not
providing good quality to the customer, it’s because the process is not
providing good quality to the customer. This is perhaps the most striking
difference between the two leadership styles, and hence is often the concept
traditional leaders find hardest to accept.

By making problems visible and people accountable, lean management makes

blaming a pointless practice. The facts are there for all to see. Furthermore,
by focusing on process failure instead of people failure, you take
responsibility for that failure because it’s a leader’s job to make sure
effective processes are in place and standard work is being followed.

Give Credit for Good Work to the People Doing the Work In a lean

organization, team members own their work, not managers or executives. So
when a team improves their work so that it aligns
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more closely with organizational purpose and the customer-defined value

proposition, give the glory to the members of the team. Your reward comes
from quietly shining at the back of the room while they take a bow.

Ask Good Questions and Be Straightforward

Sometimes, a person is a problem because they haven’t been properly
trained, have a bad attitude, are violating rules, or are doing something else
that harms the performance of the team or organization. If you identify that a
team

member is the problem, be sure that you’ve come to that conclusion after
going through problem solving around the process first.

At times such as these, be straightforward. Instead of beating around the

bush,

using analogies, or wasting time on a warm-up preamble, show respect to
those around you by addressing problems head on and asking pointed
questions that will identify the root cause, and ultimately, a solution.

(Think about all of the wasteful policies and practices that you’ve

because someone didn’t
%ress a proglgfnw&% ?(%ﬁ;?ﬁ %fgq,P%fﬁPEﬂ[ @éer&

Learning starts with identifying what you don’t know, so it’s 0.K. to say you
don’t understand something or lack an answer to a question.
This can be devastating for a traditional leader. On the flip side, it can be

devastating for a lean leader to say he understands something when he doesn’t
know the full story.

Humility in leadership is discouraged in a traditional management structure;

but in a lean organization, humility is essential. You alone can’t solve the
problem. You need the knowledge that resides within other people, and to



elicit that knowledge and the performance needed to fix problems, you
must show respect to those doing the work.

At the same time, be confident and diligent as you set high standards and
expectations. This also demonstrates respect for people and feeds
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the never-ending quest to reduce waste: As more and more wasteful work is

removed, value-creating work expands, so lean process improvement —
through improvement events, standard work, PDCA

— spreads throughout the organization.
Never Be Satisfied: Current State, Progress and Self-Improvement

Over time, you'll start seeing opportunities for improvement everywhere and
expecting the same from those around you. So you’ll need to learn to be
diplomatic and forward-focused when talking to team members about
problems,

and accepting of their weaknesses as inherent challenges that need to be

managed accordingly. When you take time to see weaknesses as things to be
managed instead of roadblocks to progress, you are developing people for
long-term success.

Examine your own weaknesses as well, and learn how to manage them so they
don’t impact the team. Mitigate instead of wasting energy trying to fix them.
And make time in your standard work to learn yourself based on your own

self-reflection. As the wise Greek philosophers said, “I know that I know
nothing.”

Learn from Mistakes and Capture Learning by Teaching In addition to
reading and studying, learning comes from recognizing and correcting



mistakes, so use mistakes as learning opportunities to further develop team
members’ skills and knowledge.

Ultimately, aim to create an environment where people have the skills,

support and confidence they need to fix problems on their own. When you
achieve this, step back and give the team support from a farther distance while
still keeping opportunities for observation and other check-ins in your
standard work.
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Chapter 2 Checklist:

Traditional Leadership Vs. Lean
Leadership

I understand how to:

Manage the Balance Between Tools and Thinking

Buase Decisions on Facts Observed Where the Work
Is Being Done

Be Tough on Process and Talk to People about
Their Work

Give Credit for Good Work to the People Doing
the Work

Ask Good Questions and Be Straightforward
Be Humble, but Confident; Fair, but Diligent

Never Be Satisfied with Current State, Progress
and Self-Improvement

EENEEIE S

Learn from Mistakes and Capture Learning by
Teaching

T— —
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Chapter 3:

Leading with Purpose and Principles

You might think that everyone already knows the purpose and principles of
your business, and everyone might — but how can you be sure? Your job is to
align everyone — and keep them aligned — by articulating the business’
purpose and principles, which, like everything else in lean management, starts
with the customer.

Key Concept: Leading from High-Level Principles (Values)

Display your principles for all to see.

A principle is something that you believe to be right without data to support it.
Lean leadership is based on timeless principles. These are the values of time,
people, customer, process and trust, all of which drive lean leaders to ask
questions, make observations, reflect, challenge thinking, teach, coach, and
aid in the development of tools and processes to create value, solve problems
and grow people.
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Know, Communicate and Support the Purpose of the Business

Profits are important. They enable growth; pay for benefits, bonuses and
incentives; and help to make workplaces safer and more efficient.

But profits are a by-product of purpose, not a purpose themselves.

Your business’ purpose is to satisfy a customer need or solve a

customer problem with the highest-possible quality at the lowest-



possible cost.

Clearly defining and articulating this purpose provides direction and
guidance. This is a prerequisite to teaching anything else about lean.
When articulating purpose, you must convey the urgency of change, i.e., why

team members should care. Address the issue directly and with straight talk.
Sometimes, organizations adopt lean after receiving an ultimatum from
customers or competitors — change, or close your doors. Sometimes the
message comes from headquarters or investors.

Verbally articulating purpose and urgency once is not enough. You need to
convey these messages through sincere actions every day.
Team members need to know that leaders understand how important their jobs

are to them and their families and are committed to success because of this. If
there is any insincerity or ambiguity in a leader, the leader won’t gain trust.

Know, Communicate and Support the
Operational Principles of the Business

Operational principles are different from the high-level principles discussed
earlier as a Key Concept. Operational principles are tactical in nature. An
organization driving lean may use any of these operational principles:
principles: continuous flow; standard work; quality-at-the-source; leveled
work; and pull replenishment. Having these principles allows us to refocus
and realign when needed.

Know Who You Need To Support To Live Your Principles You will need to

communicate these and other lean principles constantly to make sure that
everyone in the organization
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understands them. One of the telltale signs that an organization is struggling
with lean transformation is that people are arguing about lean principles.
Don’t let these arguments start. They waste time. Your organizational purpose
and operational principles are non-negotiable.

One reason people argue about lean principles is that they can be

counterintuitive. For example, level loading through increased delivery
frequency often requires more expense and/or more work up front; but over
time, as the process stabilizes, firefighting decreases, and less action and
fewer resources are needed.

Keep this in mind when you see people struggling with change. The benefits

of a lean transformation are cumulative. As more processes reach higher
levels of quality and efficiency, everyone’s work gets easier. Document the
lean principles you are using by putting them in writing and making sure
everyone sees them. Refer to them as you guide others through the process of
identifying problems, thinking about them, and then fixing them permanently.

Align People and Processes Around Customers’ Needs A lean organization

serves multiple customers — end customers consuming goods and/or
services; other external customers such as investors and the local community;
and internal customers within the value creating continuum. You need to know
the needs of all customers and align people and processes around them.

Key Concept: Value-Stream Thinking

A value stream is “all of the actions, both value-creating and non-value
creating, required to bring a product from concept to launch and from order to
delivery.” A leader uses value-stream thinking to see and manage the whole of
a system or enterprise, as opposed to sub-optimizing single processes or
silos. When doing process-improvement work, it is common to make a map of
a value stream so that all of its connected parts are visible. This is called a
current state map. The mapped vision of the improved value stream is called
the future state.

“Lean Lexicon: A Graphical Glossary for Lean Thinkers, Fourth Edition,”
2008, The Lean Enterprise Institute, Cambridge, MA, USA, www.lean.org. _


http://www.lean.org/
http://www.lean.org/
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When a company’s vision is displayed dearly and visually, everyone is singing from the same
songbook.

Get used to thinking in terms of value streams. It is a straightforward way to
identify where value is being created, where it is not being created, and how
best to streamline and accelerate value-creating processes for both internal
and external customers. When done on an enterprise wide level, value-stream
management makes the intersections of creating processes clearly visible,
which is an important piece of information when identifying waste because
much of it occurs during hand-off between processes.

Know and Communicate Where People Need to Start

Maps tell people where to go next: “Here’s the current state. Here’s the
future state. Here’s a map to show you how to get to from the current state to
future.” Your instructions should be that clear.

Expect people to feel overwhelmed with the idea of a lean transformation.

In addition to being scary, it is an enormous undertaking. Your team

members

will look to you for guidance on where to start and what to do at each step. A
good place to begin is with the customer. What does the customer want? And
what has to change in order to deliver this?
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Observation might tell you to begin by stabilizing processes, but you won’t be

able to do this immediately, so don’t “put off” making obviously needed
changes until processes are stable. Some improvements will fall into the “just
do it” category, such as workplace organization, eliminating unnecessary
paperwork, and relocating value-stream team members into the same space (if
that makes sense). These small improvements will help to build momentum
and support because their benefits will be seen and felt right away. At the
same time, rigorously oppose efforts to make changes that don’t support your
organization’s purpose and principles. Stay on course by referring back to
these often.

If you find yourself struggling with how to start, stop and do some of your own
thinking about the customer while still observing processes.

Most of lean leadership is thinking about what to do. If you get stuck, think
your way to the next step.

Chase Improvement, Not Numbers

Too many organizations have metrics and measures driving misguided
improvement efforts. You'll need to manage to these metrics at times, but
understand that these numbers are outputs of the process. Expect to meet
resistance in the form of someone quoting “discouraging”

metrics during a lean transformation.
Here are two responses to that resistance:

« Some metrics tend to get worse before they get better in a lean

transformation because hidden waste is now visible and being reduced.
Inventory is a great example. Inventory is an asset to accountants. So when
fewer finished goods are on warehouse shelves, it appears on a spreadsheet
that assets have decreased.



Before long, this decline will be more than offset by increased cash flow,
lower cost of quality, lower storage costs, and less damaged and obsolete
finished goods. Idle inventory is really just frozen cash.

« It's normal to have performance setbacks while transitioning to lean.

This could cause discouragement in team members who feel they are working
harder and are less productive. The antidote to this is a highly visible lean
leader who sees what is happening before the team members do and is ready
with explanations and
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Real World Advice
When talking to someone about their fears, use straight talk and

probing questions while reassuring them: What is it about lower in-
ventories that scare you? Why does electronic-funds-transfer fright-
en you and paper processing make you feel secure?

When they respond, listen; and then point to the observations and
facts that you have gathered. Remind them that waste will always
make their work more stressful and jobs less secure. Lean will make
the worksite less stressful and jobs more secure.

encouragement. Unlearning behavior is very difficult, and learning new
behaviors can be scary. Show people that you have confidence that they can
make the transition, no matter what the output numbers are; and that processes
and standard work can be adjusted if something just isn’t working.

Understand and Address your Fears and the Fears of Others

People will be scared. Ask them what they are afraid of and address those
fears. If you don’t, fear will get in the way of your work. Some people will
resist because they’ll think: I'm losing this power that I've had for years.



Address the fears with patience and encouragement, and they will diminish
them over time. Results are the ultimate way to eliminate fear, and as people
see the results of their commitment to lean, they will realize how vital their
role is and that they have nothing to fear.

Embrace the True Reality of the Current State — as Bad as it May be

The reality is that every business is broken. Some have more cracks than
others, but there is always something that can be fixed and/or
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improved. If you think your business is not broken, you are not taking
responsibility for the current state.

Although by definition the current state is not where you want to be as an

organization, it is where you will find the roadmap to the future state. The
problems you and your team find will become the pathway to change; and
working together to identify problems, talking about them, and then solving
them will provide many opportunities to remove fears and cement changed
behavior.

Don’t be too aggressive with timelines. The danger of trying to solve

problems too soon is that you will put the wrong solution into place or one
that just pushes the problem or waste upstream or downstream.

Give yourself and your team the time and mental space that is required to
make good decisions and permanent fixes.
The crux of moving from the current state to the future state lies in what

customers expect from your organization. Gathering this information is not
something done only once, however. Because customer demand drives
purpose and principles, it’s essential to have a clear definition of what
customers want and align focus on this vision each day. The next chapter
discusses how to make this part of a lean culture.
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Chapter 3 Checklist:

Leading with Purpose and Principles

I understand how to:

T, 50 o ) ™ |

Lead from High Principles

Know, Commumicate and Suppeort the Purpose of the
Business

Know, Communicate and Support the Operational
Principles of the Business

Know Who I Need To Support To Live My Principles
Align People and Processes Around Customers’ Needs
Use Value-Stream Thinking

Know and Communicate Where People Need to Start
Chase Improvement, Not Numbers

Understand and Address My Fears and the Fears
of Others

Embrace the True Reality of the Current State — As
Bad as it May Be

I — T ——

People: A leader’s day-to-day guide to building, managing, and
sustaining lean organizations

Page 38



People: A leader’s day-to-day guide to building, managing, and
sustaining lean organizations

Page 39

Chapter 4.

Leading The Vision — Focus, Alignment
and Constancy Of Purpose

What does leading with purpose and principles look like on a day-today

basis? It starts with the question, What does the customer want from us, and
are our processes designed to deliver that?

If they aren’t, you need to call the discrepancies out, and make sure immediate

discussion and action occurs. This should happen at all levels and in all
processes each day. No inconsistency or problem is too small.

Start With the Perceived Customer Wants and
Work Toward Real Customer Value

Oftentimes an organization will define what a customer wants based on
accumulated experiences with other customers. While this seems to be a
logical course, it goes against the basic lean principle of basing decisions on
gathered facts and observations. How do you know for certain what a
customer wants unless you observe and ask questions?

While you don’t want to delay early lean improvements until you have
gathered all of the information needed to define customer wants —

start with customer need — closing this gap is an essential part of lean

infrastructure and should begin as soon as resources are available and
processes stabilized.
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Key Concept: Voice of the Customer

What does the customer want? Everyone’s work should be focused on
delivering only what creates value from the perspective of the customer.

To understand this, you need to answer two questions:
« What is the customer’s expectation of cost, quality and delivery?
« What is the customer’s perception of cost, quality and delivery?

Finding the answers is best accomplished by surveying customers face-to-face
to determine Voice of the Customer.

The gap between a customer’s expectations and their perception of services is

a measure of satisfaction. Perceived service should match expected service.
However, this presents an inherent challenge: Once customer perceptions
meet their expectations, expectations will increase. This reality needs to be
addressed by ongoing Voice of the Customer research and tools such as PDCA
to continuously improve customer service.

Know the Difference Between a Need and a Want

A need is binary, whereas a want is some arrangement of expectations.
In order to satisfy wants, you will first need to have
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Real World Advice

Defining what is important and making it visual can be very diffi-
cult. Visuals themselves are not the end game. The purpose of a vi-
sual is to add value to people doing their work in support of adding
value to the customer. If the visuals could go away today, and the
team wouldn’t care, then the visuals are not adding value. Keep
working on your visuals until the team says, “without this visual
we could not effectively do our jobs.”

stable processes that can consistently satisfy needs. In this way, you’ll have
standard processes with room to satisfy variable wants.

For example, on an assembly line, a cell needs parts from the prior cell to

produce its work as scheduled each shift. This is basic — if this doesn’t
happen, the end customer won’t get what he needs, which is finished goods.
But when the supplier elevates the process from serving only needs to serving
customer-defined wants — such as perfect assemblies delivered at precise
times in precise quantities and packed in a precise way — the supplier is
delivering something of much greater value with the same amount of
resources.

Ensure a Common Direction and Common Message

Once you have defined customer needs and wants, ensure a common direction
and common message by making sure team members know the organization
won'’t be able to deliver customer wants and needs if they don’t do their work
properly. This can be done during teaching problem solving at the worksite (
See how if this doesn’t happen properly, we can’t complete the next step? )

and through visual depictions of roles, responsibilities and accountability —
such as on process maps and A3s.

In addition, people need to know how their individual roles support the
organization’s strategy. So always bring teaching and problem
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Visual displays tell everyone the current status of the
operation, enabling them to manage and correct
problems in real time.

solving back to the organizational purpose of satisfying customer needs

braldirag Thhex ¥
Define What is Important and Make it Visual

In addition to defining what is important on a strategic level, you need to
define and make visible what is important on a tactical level each day. How
many trucks are we going to get out today?



How many suppliers are we going to engage with today? How many
customers are we going to talk with today?

Define this information for employees through visuals, whether they are

boards, standard-work instruction sheets or electronic signals. And don’t be
afraid to be redundant with the visuals. You can’t go wrong
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with repetition, which is how culture change and new thinking gradually sink
in.

An A3 document is an excellent tool to manage alignment in real time

because

it provides a clear map to follow as well as a method to check alignment in
real time.



Adding a visual element to PDCA also can be highly effective for
communicating what is important. Really, PDCA at its most basic function is a
way to ensure that assets are deployed most effectively; or, as the saying goes,
“that you are getting the most bang for your buck.”

In a given year, an organization has only 52 weeks to reach annual

improvement goals. This makes visual depiction of what’s most important
essential since time is the scarcest and most valuable resource anyone has.

Key Concept: Cascading Vision to Strategy to Tactics with an
A3 Document

People: A leader’s day-to-day guide to building, managing, and
sustaining lean organizations

Page 44

An A3 is a document that was originally named for the size of paper that was

used. It doesn’t matter what size of paper is used, but what makes an A3
effective is that it is limited to one piece of paper. This limitation forces a
team member or a team to succinctly document a problem, the analysis of the
problem, the corrective action(s) plan, and responsibility.

We once knew a manager who loved to review A3 plans with his team

because, he said, “That is where I get a chance to look at that manager and
identify where his opportunities for improvement are.” His sole purpose was
not necessarily the final result, but making better leaders.

“Inthe past, I was the fire chief in the firehouse,” he explained. “With this

new way of thinking, I am developing people to make sure the fires never get
started.”

Manage Execution of Focus and Alighment in Real Time Every day brings

new opportunities and unforeseen challenges. You can’t rely solely on a
written plan or budget to reach your goals. You need to be checking on
alignment and making adjustments to stay aligned in real time. A tiny



misalignment that goes unnoticed will travel through the value-creating
process, growing bigger, and ultimately reaching the customer.
Constancy is important because if you don’t address all problems in the same

way, you are sending the message that lean can be applied inconsistently. It
can’t if you want to be successful.

This is where the check-adjust side of PDCA is so important. If you see

someone going off of the original plan, it’s important to talk straight in real
time. Ask, Why are we doing this? and then recalibrate to get back on track. If
you do this, you will be leading by showing others how important the plan that
was articulated through value-stream maps and A3s is.

Recognize When Others Are Tampering With
the Business: Follow Standard Work First
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Tampering is when someone wants to disregard a plan already in place as an
over-reaction to a single event.

When someone wants to go off of plan, you need to step in, probe the situation

with questions, and rely on facts to determine if the event truly calls for a
change in plans. What’s most important is to stick to constancy of purpose and
lean principles; and to focus on inputs that will drive outputs, not outputs
themselves.

View such attempts at tampering with the plan as opportunities to both teach

and learn. Not everyone in the organization will be as close to lean principles
as you are. This doesn’t mean they are not hard-working, valuable employees.
They lack information about lean, and you lack information about their point
of view. Start a conversation —

being a teacher and a student is part of being a lean leader.
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Chapter 4 Checklist:

Leading The Vision — Focus,
Alignment and Constancy Of Purpose

I understand how to:

T

Use Voice-of-the-Customer

Start With the Perceived Customer Wants and Work
Toward Real Customer Value

Ensure a Common Direction and Common Message
Define What is Important and Make it Visual

Cascade Vision to Strategy to Tactics with an A3
Document

Manage Execution of Focus and Alignment in Real
Time

Recognize When Others Are Tampering With the
Business and Follow Standard Work First

I — —
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Chapter 5:
Leader as Student and Teacher
Learning is everyone’s job in a lean organization, and this includes you.

Later, we’ll discuss setting the highest bar possible in order to achieve

optimal performance, but this starts by setting the highest bar possible for
yourself.

Understand What You Need to Learn and Create
a Personal-Development Plan

We have observed a competency gap in many businesses — as a leader’s
work becomes a larger and more important part of the business, he has less
time to learn. Because learning is a foundational element of lean, you need to
find the time and space to learn. Make learning part of your standard work and
stick to It.

There is a Learning Opportunity In Any Situation: Be Willing to Learn

Learning also will take place every day if you are open to recognizing the
learning opportunity in any situation and be willing to learn. Any time you
interact with other people — whether upstream or downstream — there is an
opportunity to learn.

Some people have a natural sense of urgency to learn that is awakened by

being encouraged to ask questions and seek solutions. If you have someone
who is asking why all the time, feed that appetite.

Challenge them by providing reading material and opportunities to gain
additional hands-on knowledge. You are nurturing a future lean leader.

Listen and Uncover the Problem Before Talking
and Jumping To Solutions

This is an absolutely critical point relative to lean leadership for two reasons:
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Figure 7: Core Lean Activities: Action
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- First, traditional leadership has taught us to jump to solutions before
completely understanding the problem. Instead, try to really understand the
current state of the problem, the cause of the problem, and the right solution.
It’s a lean principle that the right solution becomes evident when you truly
understand the problem.

- Second, learning is part of the lean foundation, and the most effective
learning takes place during problem solving. Think about it

— if you just give kids the solutions in school, they don’t learn. So why do we

do that in the business world?

Embrace the Fact that People Learn By Doing



Let’s take a look at the Core Lean Activities again. Remember how much of
the cycle is action-oriented? Three-quarters. When we read books, we can
gain insight into concepts and principles and even tactical roadmaps, but until
we go out and do, our learning is not
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solidified. When we go out and do, we often find out what actually happens is
not what we think is happening.

You can’t learn how to ride a bike by reading a book, nor can an athlete

become professional without training. The same is true for workplace
learning.

Make Problems Visible so People Can Learn by Solving Problems

The challenge at a lot of organizations is that they don’t see their problems as
preventable problems. They see them as unique aspects of their work, such as
their industry, company or culture. But when we are honest with ourselves, we
can’t deny that all businesses are broken and could be made better by fixing
problems.

So how do you make problems visible? First, recognize that problems can be

hidden by many things, including inventory, spreadsheets, space, racking,
reports, and excessive movement. Look for problems beyond these barriers by
questioning how they are adding value.

Undoubtedly, you’ll find an excess of shelving, stockpiled inventory, wasted
movement, and reports that say nothing.
Help your team to get the barriers removed so that they can observe the

situation, gather facts, think about how to fix the problem, and then implement
the best solution.

Look for and Take Advantage of All Opportunities for Teaching



You should not only be assessing your strengths and weaknesses, but also your
team members. Sometimes this means taking a leap of faith and giving
somebody a task that they’re not totally ready for. Match people with
opportunities that will facilitate learning.

For example, if you have an opportunity, do you put in your most experienced

root-cause-analysis team member or your least-experienced one? It may take
longer and cause more momentary stress to put the weaker team member in,
but you’re all about
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Authar Walt Miller takes advantage of a teaching opportunity.

teaching, and doing this will give you information that you need to teach, i.e.,
what training the less-experienced team member needs.
By the same token, if someone catches a quality problem, give lots of public

praise. This is how a lean leader takes advantage of a teachable moment at the
worksite.

What if a student isn’t ready for the next lesson? This could be because they

need more time to reflect and process the previous lesson. Assign them some
homework in the form of questions for reflection and/or a go-to-the-worksite



task that requires deep observation. Then, allow them time to process
what they learned before checking back in.

Key Concept: Capture the Teaching Moment

We transfer knowledge so individuals and teams can increase skill to achieve
desired outcomes. This transfer could potentially take place anywhere or any
time.

In fact, teaching opportunities are everywhere in the workplace.

Follow these guidelines as you capture the teaching moment:
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« The teaching process should go at the speed that is necessary for the
student. - Different methods can be used, but the structure should always

follow
PDCA.

« Check-Adjust is a must!
« Go to where the work is.

« Get others involved, especially those who have control or influence over the
BHEERS: for Understanding of the Lesson

Through Questions and Actual Application

Lean leaders are not micromanagers. But they do check for understanding

and application, always keeping in mind that teaching and learning should
support organizational purpose and principles.



This is a way to show respect for people and process because it highlights the
importance of learning and people-based knowledge.

When checking for understanding and application, keep in mind:

 Lessons should relate back not only to the larger principles and

purpose,

but also to lean tactics and tools. Ask, Do you see how this relates to lot
size? To first-time quality? To the purpose of our work? With these check-in
moments, you are transforming a student into a teacher. Imagine if this were
going on at all levels of the business, what power that would create.

- Be aware of and embrace that everybody has different learning

styles

and personalities. Just handing everybody books on lean and expecting them
to learn is disrespectful. Everyone has very different learning styles — some
by reading, some by seeing, most by doing.

This does not need to be complicated. Just ask team members how they

refer
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and

Real Worid Advico way. We once knew a teacher

Look for and find a mentor. Having somebody take time to mentor
you can be the most important part of personal development. Ask
your mentor to tell you their story, what mistakes they have made
and what lessons they have learned. Share your ideas and what
you are thinking with your mentor and ask them to challenge your
thinking.

who said it is a lean leader’s responsibility to keep tuning the radio dial until
you find the frequency where a person will learn.



 Look for and develop as many teachers as possiblEiey are everywhere.
Coach and mentor to bring the teacher out

Know the Difference Between Education,
Training, Coaching and Mentoring

Bdeadtingthat is centered on the transfer of knowledge with no
pre-planned expectation of results. It is up to the student to decide what to
take as “golden nuggets” of learning.

Training is teaching that is centered on the transfer of knowledge with an

expectation of “please do.” The “golden nuggets” are preplanned and
effectively communicated.

Coaching is teaching that is centered on skills development, building a

relationship and driving accountability. Strong on inquiry, this form of
teaching helps students to achieve their goals.

Mentoring is teaching that is supportive and consultative. It can bridge the

professional and personal (life skills). This approach helps the student to
reach full potential.

A lean leader does all of these and knows when and how to use advocacy and

when and how to use inquiry. The next chapter describes what these two
concepts mean in a lean setting and when to apply them.
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Chapter 5 Checklist:

Leader as Student and Teacher

I understand how to:
Create a Personal-Development Plan

See a Learning Opportunity In Any Situation
and Be Willing to Learn

Listen and Uncover the Problem Before Talking
and Jumping To Solutions

Embrace the Fact that People Learn By Doing

Make Problems Visible so People Can Learn by
Solving Problems

Look for and Take Advantage of All Opportunities
for Teaching

Capture the Teaching Moment

Check for Understanding of the Lesson
Through Questions and Actual Application

Know the Difference Between Education,
Training, Coaching and Mentoring

e 0 P 1 [ |
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Advocacy Inquiry (Listening)

A process that has the aim of
Advocating a point of view. augmenting knowledge, resolving
doubt, or sclving a problem.

Stating or defending your Get to the point by asking
opinion. questionsg
e ot eachois o megiii fow Seeking to understand other

points of view while withholding
judgment.

something.




Chapter 6:

Advocacy Vs. Inquiry (Listening)

Lean leaders need to know the right time to advocate and the right time to ask
and listen (inquiry). Both are needed in a lean culture, and each has its own
techniques. Some key points regarding advocacy and inquiry are:

« Advocacy and inquiry should always be supported by the organization’s
guiding principles.

« As a leader, you will be more successful by increasing the percentage of the
time you spend inquiring.

« When a leader uses inquiry well, it sets an environment where others can

listen and contribute without fear or retaliation. It can also result in more
creative ideas, better team communication, and a greater willingness to
engage.

When is the right time to inquire/listen? If people are emotional; if what you

are trying to advocate is not clear to them; or if you observe frustration
because things you have advocated seemingly aren’t working — this is the
time to ask questions to get to the root causes of the emotions, lack of
understanding and

frustration.
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What about the right time to advocate? This is when you are trying to sell

your ideas and get people to come closer to how you think things should be
done. Advocacy is not negative. It’s explaining what’s going to happen on the



process-improvement journey you will be leading, and trying to convince
others that you want them to join you.

Understand the Power of Advocacy and Inquiry

At the start of a lean implementation, listening — and usually lots of listening
— needs to happen before advocacy. You won’t be able to convince anyone

of anything if they don’t trust you, and trust is developed through listening and
demonstrating respect. This does not mean collecting feedback via an
employee survey. We're talking about one-on-one, face-to-face talking and
listening. You don’t have to say you agree. Your goal is to keep asking
questions in an effort to understand an opinion or point of view as you keep
an open mind.

Inquiry should not be used as a weapon to “convict” someone, but a tool to
gain understanding and learning.
When advocating, it’s important to do so, again, without judging. Also, don’t

attempt to advocate a change until you completely understand the problem
(i.e., why someone thinks it’s a problem, the root cause of the problem, why
it has persisted as a problem) and how what you are advocating will correct
the problem and improve the current state.

If you don’t have deep understanding of both of these, go back to inquiry.
Advocacy shouldn’t originate from gut feel.
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Real World Advice

Here's a drill to show others the importance of listening. Pick two
students to come to the front of the group. Give them each their
own sheet of paper with an informative two-paragraph statement
written on it. Instruct them to read together, but in a voice that
is loud enough that the other person can't be heard. Keep asking
them to do this at progressively louder levels with some fun poking,
i.e., “We can still hear Bob!" then “We can still hear Mike!" After
this exercise escalates to a screaming match, stop the two students
and ask them what they learned from the words they were reading.
Their response will be that words didn't matter as much as keeping
up with the yelling. The lesson — you have to listen to learn.

Learn the Techniques of Effective Advocacy
and I nquiry
Effective inquiring requires:

- Listening intently to understand the other person’s mental models and
pos i tion.

« Understanding what assumptions/data are used to form this understanding.
« Directing questions to the problem and process, not the people.

« Using questions that aren’t leading or interrogative, but are exploratory to
improve your own understanding.
« Offering your own views and advocacy.

« Discussing the gap analysis of the different things being advocated and
looking for solutions.

- Listening for the larger meaning that may come from open sharing of ideas.

Effective advocating requires:

« Stating what you are advocating and showing an example.



« Stating your understanding of the problem and the root cause of the
problem that come from:
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« The data you have used, and

- Going to see/observe where the problem

exists. « Inviting people to challenge your ideas.

« Refraining from being defensive.

« Openly revealing where your ideas are weak.

Use Questions to Deeply Understand the Problem

In the prior section, we said that listening to a person’s pain is a skill.
Develop this skill by using these practices:

« Put yourself in the other person’s shoes: This is a basic human skill.

Why are they seeing the situation like this? What have been their personal
experiences? Only by attempting to walk in someone else’s shoes will you
understand their idea. Vs.

- Consider the other person’s perspective to be a lesson. We often think

we know what the other person’s view is, but when we stop the conversation
and listen deeply, we learn something new.

Listening and learning from others is part of the standard work of a lean

| eader.

« Use the 5 Whys: Repeatedly ask why until you get to the root cause of a
person’s feelings, opinions, resistance, and thoughts. But don’t doitin such a



matter that the person is threatened.

« After listening, describe back — using the person’s words — what their

perspective is. This shows respect by demonstrating you are making the
effort to clearly understand and reflect upon what the person is saying.
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Asking critical questions and listening will facilitate progressive learning,
- Listen at multiple levels: Unlike most people, a lean leader goes beyond
the first question when listening.

« Level 1 (what): What are you saying? What is being promoted or
questioned?

« Level 2 (how): What information is the person sharing and by what means?
How do I interpret the means? Is there meaning in the emotion?

« Level 3 (emotion): What is the emotional state of person sharing with you?
Dot idpderstand what they are trying to say? Do we understand the

Have subtleties been translated into direct points?



 Check back later on how their perspective has changed. This
shows

respect. A word of caution: None of this will work if you have an ulterior
motive. Using these techniques to “move someone along”

to your way of thinking or acting is insincere, and people are very good at

spotting insincerity.
Inquire to Create Progressive Learning
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For Your Information: The Socratic Method

The Socratic Method (or Method of Elenchus or Socratic Debate),
named after the Classical Greek philosopher Socrates, is a form of
inguiry and debate between individuals with opposing viewpoints
based on asking and answering questions to stimulate critical
thinking and to illuminate ideas.

Inquiry is also a teaching/learning tool. Asking questions to gain knowledge
and insight goes back to the Socratic method of teaching.

But the art here is coming up with the questions that are going to challenge
everyone in the group. Why do we think this is a problem?

Where is the problem coming from? Do we understand what the root causes

may be? Do we understand how this problem arose? How have we made this
problem appear to go away before? How has our culture allowed us to
tolerate this situation? Method

Coming up with critical questions in a non-threatening way will create

progressive learning. A lean leader asks these questions not because he
already knows what the answer is, but because he knows he alone doesn’t
know what the answer is. So together, through the dialogue, everyone
progressively learns.



That’s why we use the 5 Whys — because it is a progressive problem
solving model.

Use Inquiry to Engage People at All Levels

Don’t be afraid to inquire across the organization, from the board members
and CEOQ, all the way down to the front-line employees. We have
encountered lean leaders with the mentality that lean is fine on the floor with
the employees, but when they move up the ladder and are around the
executives, they are silent. Dialogue needs to happen at all levels of the
organization.

You need to use inquiry with your boss and your boss’s boss because the

higher up in the organization a person is, the farther away they are from
where the actual work is being done. That’s not to say executive
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level leadership is not important, but it is fair to say that executives tend to

be more disengaged with the realities of where value is being added. So as a
lean leader, you need to inquire both downstream and upstream.

If you’re going to get lean work done, inquiry needs to happen up and down

theorganizational s 1o T oy el AU S MR g

?edc)/r%c?ﬁ p%[n%s}( truly trying to blame/ disrespect/humiliate somebody?

Just say it out loud. If your answer is anything other than learning (either
information about a problem or information that resides in another person),
then you are producing waste. End the conversation, go reflect, and come
back at it later to continue to take those progressive steps forward.

Use Advocacy to Challenge the Situation and

Drive Critical Thinking



You have to use facts and real examples while advocating challenging the
situation and driving critical thinking. In a workplace, you will often hear
people use words such as I feel, I think. These can be based on opinion at
times, not fact. Through inquiry and walking the floor —

you’ll be able to advocate lean principles based on gathered facts and
observations.
When advocating, explain yourself this way: I am advocating that we do

THIS because of THIS. For instance, in the lean fulfillment stream, we
advocate making customer consumption visible. Well, why do we advocate
that? Because customer consumption is what should be driving all activities
in the fulfillment stream, so if we don’t see customer consumption, how do
we know how many to make or how much to order from our suppliers?

Invite Challenges, and Don’t Be Defensive

A lean leader should frequently say “challenge my thinking” because they are
both teacher and student. Remember, as a wise person, you know that you
know nothing, so hold your ego and defense mechanism at bay during this
exercise.
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Real World Advice

Identify the most resistant person in the group and put extra effort
into trying to understand their point of view. If through inquiry and
advocacy you can change that person's mind, then you can change
the mind of everyone else in the group. An additional benefit is that
the person will go from being your staunch enemy one day to your
right-hand person the next day; or perhaps you'll even change your
mind.

Of course, such discussions need to take place within the normal
constraints of business. Challenging thinking should be used to move action
along.



To keep challenges focused and productive, use demonstrations and testing in
the field to show what you are advocating rather than just telling. Don’t get
locked in a meeting room with back-and-forth discussion. Demonstrating
something is a more efficient way to be an advocate than talking about
something.

And if a challenge to your thinking causes a change in direction, don’t be

afraid to say you were wrong and someone else was right. The focus is on
improving processes, not proving who is “right.” If you find a challenge isn’t
going anywhere, it’s time to take a break and say, “WWe’re not going to get
anywhere today. Let’s both reflect and come back together later. ”

Be Willing to Change your Mind, But Don’t CompromiseRules
and Principles

Don’t ask questions if you aren’t open to changing your mind. People will
read right through you if you aren’t willing to see a better way and/or shades
of gray.
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This doesn’t mean allowing people to break rules. For example, removing

safety devices or skipping precautionary steps to speed up a process is not
lean. It is wrong. Likewise, don’t change your mind when it comes to
principles and purpose. Always connect what you are advocating to lean
principles and guiding purposes.

Doing so requires a safe environment for problems to occur, be called out, be

deeply examined, and then be fixed. The next chapter discusses how to create
such an environment.
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Chapter 6 Checklist:

Advocacy Vs. Inquiry

I understand how to:
Advocate and Listen
Use the Power of Advocacy and Inguiry

Use the Techniques of Effective Advocacy and
Inquiry

Use Questions to Deeply Understand the Problem
Inguire to Create Progressive Learning
Use Inquiry to Engage People at All Levels

Use Advocacy to Challenge the Situation and Drive
Critical Thinking

Invite Challenges without Being Defensive

T 0 5 e |

Be Willing to Change my Mind without
Compromising Rules and Principles

—— —
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Chapter 7:

Respect for People

Learning is one of the Core Lean Activities. Without it, the other activities
won’t take place. So a crucial part of your work is to foster learning all the
time and everywhere. Here’s how to do it.

Key Concept: Respect for Humanity
Redrzeeta high regard for someone or something.

Huartotatexperience of existing as a human. This includes

psychological interpretation of things that drive our actions, thoughts and
feelings in distinctive ways.

Humanistic philosophy shows that personal relationships give meaning to life.
Therefore, a humanistic leader would view each person’s life as important.
Create a Safe Environment for Learning, Both Physical and Emotional

Everybody understands why having a safe environment is important for
physical health. But lean cultures also need to be safe for making mistakes,
identifying problems, and proposing ideas and solutions.

Here’s an example of a leader fostering fear and a leader fostering a safe

emotional environment by how they verbally respond to a production cell that
has fallen short of making its assigned number of widgets in a shift:

Fostering Fear: “You only made 25 pieces! Why didn’t you make the 30
pieces that you were supposed to?”
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Fostering Safety: “We were supposed to do 30, and we only did 20.
What problems did you have, and how can I help?”

Be cognizant of tone of voice and attitude in addition to the words that you
use. You are there to help, not blame.

Educate People and Transfer the Knowledge Needed For Success

Sharing knowledge in a “no-blame” learning environment is essential for
lean success.

Very often in a work environment, knowledge is power. In a traditional
organization, typically we see that there are a few people who have all the
knowledge, and everything centers around their actions and decisions. In a
lean organization, everybody has access to knowledge, and everybody has
power to make decisions. For organizational purposes, knowledge refers to

the importance of the industry; the history and current challenges of that
industry or cause; the organizational purpose and principles; competitors
yesterday and today; and how work at the organization supports the customers
of the organization. Transferring this knowledge means making
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someone else aware of new information regarding any of these points.

Ask How You Can Help
Transfer of knowledge doesn’t happen overnight, and it is ongoing.

An important question to constantly ask employees is, What do you need to

know and learn to be successful? Sometimes the answer is training;
sometimes simply talking about the work is the answer. Even shadowing
another person for a day to see how they do their job is a beneficial way to
transfer knowledge.

Learn to See Together with No Blame

“How can I help?” is a question the lean leader should be asking frequently on
a micro level. On a macro level, the lean leader should be identifying
opportunities within the wider organization where he can use his position to
further progress.

A great opportunity to inquire about helping at both the micro and macro

levels is when a lean leader is reviewing A3s that team members have
created. A lean leader can help by coaching, removing roadblocks, and by
sharing examples from past problem-solving successes.

Assisting and sharing knowledge in this way builds trust. Sharing knowledge

about company operations also builds trust. Use straight talk in this case, i.e.,
explaining why employees need to work six days a week for a temporary
period or why a product line is being discontinued. Be honest and upfront.
Keeping information secret breeds distrust. But if there is knowledge that a
lean leader can’t share because it is private or proprietary, he should explain
why he can’t share it.

Build Trust Before Moving the Furniture

People need to be comfortable with what is being done and how it is going to
affect them before you change the world around them. If you don’t have this
trust, actions will be wasteful because people won'’t
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Real World Advice

Integrity is the workability of the system. You won’t have integrity
if you don’t do what you say you are going to do. If you say you
are going to check in, check in. And if something unforeseen pre-
vents you from checking in, apologize, explain, and check in the
next day.

comply to lean principles. The consequence is over-checking on compliance,
a waste.

Don’t choose a tool before asking operators what their problems are.

People often start a lean project with 5S because it “seems to be” a good way
to start. But this shows disrespect to the operators doing the actual work. The
same can be said for introducing lean at a company by first holding an
“executive-level rapid-improvement event.” What does this say to front-line
employees? For many, this would mean business-as-usual — another “flavor-
of-the-month”

program that will be dictated to them. This is the opposite of trust.

Integrity is the workability of the system. You won’t have integrity if you
don’t do what you say you are going to do. If you say you are going to check
in, check in. And if something unforeseen prevents you from checking in,
apologize, explain, and check in the next day.

Let the People Doing the Work Solve their Own Problems A lean leader is
not a super-hero who swoops in with all of the answers. Instead, give the
responsibility of solving problems to those who own the problems while
providing the tools and education to support them.



Why don’t people solve their own problems? Because no one asks them to,
they don’t know how, or they don’t have the tools. Make team members aware
that there is an expectation that they solve their own problems, and give them
the right tools, time and support to solve them.
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Figure 8: The ORLOE Model

Do the Work & Identify the Problem

Plan & perform the work.
Identify gap between plan vs. actual condition.

Define the Problem

Document & validate current state.
Develop a clearly defined problem statement.

Review ' Operate

Determine Root Cause

Identify all possible causes to the problem.
Isolate critical few root causes to the problem.

=
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Identify Solutions

Develop solutions that address the root causes to the problem.
Ensure the solutions support the entire value-stream.

Implement & Sustain the Solution

Communicate, train and implement the solution.
Measure and monitor the impact of the solution.

Execute Optimize

We have created and use a highly valuable tool for empowered problem
solving called The ORLOE Model. It is based on five phases of activity, with
each phase divided into Purpose, Tollgate Questions, and Processes and
Tools (Figure 8).



On the next five pages, we lay out the ORLOE Model in detail (Figure 9). We
hope that you find it as invaluable as we do in our lean leadership work.
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Figure 9: The ORLOE Model: Operate

Tollgate
Questions

OPERATE

Do the Work & Identify the Problem

Plan & perform the work.
Identify gap between plan vs. actual condition.

Do we know who the customer is, what they expect, and are
expectations visible?

Is there standard work in place for critical processes?

Is there a visible plan for the activity today?

Is the current status of the process visual for all to see?

Is there a process for gaps between plan and actual to be
identified?

Has a gap been identified as a problem that needs to go to
the review stage?

Processes
& Tools

Voice of Customer

CTQ Checklist

Team Member Standard Work

Visual Management

Run Charts

Scoreboards

Leader Standard Work
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Figure 9: The ORLOE Model: Review

REVIEW

Define the Problem

Document & validate current state.
Develop a clearly defined problem statement.

Tollgate Did we “go see” to ensure a deep understanding of the facts?

Questions | Do we need to implement immediate containment
processes?
Have we collected data that is relevant, accurate, and visually
formatted to allow effective inquiry into root causes of
problems?
Did we map the process to understand it from a value stream
perspective?
Does the problem statement clearly define the gap between
plan vs. actual?
Is the A30 completed effectively to define the problem?

Processes | A30 (A3 ORLOE Problem Solving Model )

& Tools | Go See Management

Data Collection
Process Map
Swim Lane Map
Current State Value Stream Map
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Figure 9: The ORLOE Model: Learn

LEARN

Determine Root Cause

Identify all possible causes to the problem.
Isolate critical few root causes to the problem.

Tollgate | Do we have the data, facts, and story required to identify

Questions possible causes?

Have we identified all possible causes of the problem?

Have we isolated a root cause or a “critical few” root
causes?

Has the root cause taken me out of my span of influence?

Did I identify the right team of people to devlop solutions to
the root causes?

Is the right team of people engaged and committed to
collaborate around the root causes of this problem?

Processes | Pareto - Critical Few

& Tools | Brainstorming
Cause & Effect

5 Why Analysis

People: A leader’s day-to-day guide to building, managing, and
sustaining lean organizations

Page 73



Figure 9: The ORLOE Model: Optimize

Tollgate
Questions

OPTIMIZE

Identify Solutions

Develop solutions that address the root causes
to the problem.Ensure the solutions support
the entire value-stream.

Have we explored multiple options for solutions?

Is the chosen solution getting root cause of the problem?

Does the solution fix the problem without “raising of the
water level”?

Do we truly understand the solution’s impact to the entire
value stream?

Is the solution aligned with corporate strategies?

Is the right team of people engaged and committed to
implementing the solution?

Processes
& Tools

Future State Improvement Tools
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Visual Management

Standard Work [ Checklist

Quality at the Source - Error proofing

Velocity - One Piece Flow

Leveled Flow

Pull Systems

Time and Motion Chart

Takt Time Calculation

Future State Maps & Gap Analysis

XY Matrix for Prioritization
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Figure 9: The ORLOE Model: Execute

EXECUTE

Implement & Sustain the Solution

Communicate, train and implement the solution.
Measure and monitor the impact of the solution.

Tollgate | Dowe have a visible plan in place with tollgates?

Questions | Do we know what will go wrong and have we pro actively
worked to prevent challenges from happening?

Do we have a measurement system in place to show we are
making progress?

Do we have a plan for monitoring (Check and Adjust of the
implementation)?

Have we communicated the implementation plan to all
people that need to know?

Did we celebrate success with the team?

Processes | !mplementation Plan
& Tools | Timeline

FMEA

Dashboards

Communicaton Plan

Review Process

Ask for and Encourage Open Communication from Everyone Here are
some common workplace barriers that prevent people from owning their own



problems: data, which frequently masks problems and does not always reflect
facts; reports, which give a limited view of the truth; and computer systems,
which have become a way to hide problems electronically.
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Problems need to be visible. They need to be bothersome. If they are hidden,
no one will take ownership of them, and they won’t get solved.

Not letting people own their own problems also thwarts sustainment of
improvement.
Create an environment where everyone is communicating: employees,

suppliers, service providers, customers — verbally and visually. Only when
everyone is talking and listening about the business — internally and
externally — can everyone create a roadmap for improvement?

Give People the Time, Tools and Resources to Practice Problem Solving

Problem solving is no different from participating in a sport — you have to
practice to keep your skills competitive. In lean, this means practicing
problem solving using lean tool. It’s unacceptable for a leader to expect
people to firefight for the whole workday while also improving the business
and implementing lean principles.

It’s the nature of work these days that there is never enough time. So it’s

understandable that some would question the value of setting aside an hour for
a continuous-improvement team meeting. The challenge is to make such
meetings as productive as possible by having the team focused on continuous
improvement. Also, work with operations managers to plan the time for
improvement. Don’t let all learning take place while reacting to problems.
Everyone’s schedule needs time dedicated to improvement-project work, and
that work should be checked to make sure it is adding value in an efficient
manner.



Challenge the Team to Pursue Perfection

You need to constantly show confidence and faith that if you work as a team,
you will be able to achieve great things. The best way to demonstrate this
confidence is to challenge your team to pursue perfection.
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We see mediocre performance in many workplaces where leaders are
perplexed about how to elevate performance. When we see this, we ask, Wl?at
are you doing to challenge your team to be world class? Or areyou setting
the same standard year after year?

All leaders should be challenging their teams to pursue perfection because
this is what leadership is about — leading people to a place they haven’t

been. We should be challenging performance to zero defects, to 100 percent
on-time delivery, and other stretch goals. This is what forces people to think,
learn and grow. Apply the concept of pull here. By setting the highest-possible
goal, you are pulling elevated performance through the organization.

Within a lean organization, performance can be measured in many ways:

individually, by cell, by plant, or any team-based process. Not all of these
measures will make it into a high-level score card because doing so would be
wasteful. So how should you organize work so that performance can be
measured in a meaningful way yet supports lean principles?

This is answered in the next chapter, which describes why process and value-
stream thinking are vital to lean sustainment.
Chapter 7: A Respect for People
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Chapter 7 Checklist:
A Respect for People

I understand how to:

I —

Have Respect for Humanity

Create a Safe Environment for Learning, Both
Physical and Emotional

Educate People and Transfer the Knowledge
Needed for Success

Ask How I Can Help
Learn to See Together without Blame
Build Trust Before Moving the Furniture

Let the People Doing the Work Solve their
Own Problems

Ask for and Encourage Open Communication
from Everyone

Give People the Time, Tools and Resources to
Practice Problem Solving

Challenge the Team to Pursue Perfection
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Chapter 8:

Process and Value-Stream Thinking

Successful lean leaders are process and value-steam thinkers. They
understand that a product- or service-provider’s value proposition comes
from a series of process steps that create the product(s) or service(s) and that
these process steps work most efficiently (doing things right) and effectively
(doing the right things) when there are no silos or walls between them. Each
step and each function participates in flowing streams that create value —
value streams. Silos disrupt the flow of value and create waste.

Key Concept: Process Management

It's a lean leader’s role to manage the value-adding operations and
processes that connect with customers.

Why?

- To create management work that plans and improves the stability of work
that produces the value proposition.

» To reduce waste and solve critical problems of instability and variation.
» To keep the focus on total cost reduction.

- To teach and train front-line team members on lean principles and their
application.



Define, Visualize and Articulate the Value and the Value-Stream Map
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Figure 10: Value-Stream Map

-

Articulating the value stream with a value-stream map (pictured on wall) makes processes
clearly visible and improvement opportunities easier to see.

Work is complex, but a value-stream map simplifies complexity and visually
displays how work gets done. This alone makes it an invaluable tool for
objectively assessing organizational performance.

But value-steam mapping is powerful for other reasons. For instance, it

depicts how important it is for linked processes to work together smoothly in
order to create value. When something is blocking the flow of value, it shows
up on a value-stream map in very clear terms as waste, i.e., piles of inventory,



long wait times for a task to be performed, duplicate work, unnecessary
processing.

And it does so without placing blame because people are not being mapped
— processes are.

The value-stream map also is fact-based and objective. Unlike a report, the
map shows what is happening, not what someone thinks is happening.

People: A leader’s day-to-day guide to building, managing, and
sustaining lean organizations

Page 81

Real World Advice

When communicating with those willing to change but still holding
on to fear, take the conversation back to the customer and explain
why lean is better for the organization and its employees. When a
company is operating based on what the customer defines as valu-
able, it is organized into value streams; when it is operating based
on what employees define as valuable, it is organized into rigid
functional silos. A value stream’s purpose is to fulfill a customer
need as completely as possible, which makes everyone successful.
Silos mainly fulfill the needs of the people within the silos, and suc-
cess is limited as well.

Understand, Visualize and Articulate the Processes That Make Up
the Value Stream

Another thing value-stream mapping does is ensure that all processes within
the stream are following the same improvement plan — from the current state
to the future state. It is a critical tool for getting your entire organization to
work as one.



This is another area where you could meet resistance. Part of the work that
begins after mapping is that team members’ thinking has to change from, I
work only for myself and/or my department, to We all work in the same
value stream within the same organization. This can be a difficult
transformation for some employees because it requires maturity, flexibility,
and humility. Some people just don’t have these qualities.

They will be the first to leave when they realize that the lean culture change is
for real.

Understand That the Value-Stream Map Is Not the End Game
— It’s About Improvement

As important as a value-stream map is, it is just a tool. Improvement requires
action. When everyone has agreed to the current state and future state maps, it
is time to decide the next step using the map as a guide. The gaps between the
current state and the future state will be your guides, and A3s and problem
solving will be your tools.
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A single value-stream map should result in multiple improvements that align
with the group’s KPIs. Making major improvements in only one area of the
map is not a success. Likewise, don’t stop at one map. As the synergy of your
continuous-improvement effort builds, your teams should be identifying
multiple areas to apply value-stream mapping.

Some of the maps will result in a quick transformation from the current state

to the future state; and others will require more time.
Focus on Material and Information Flow Throughout the Value Stream

The value-stream map depicts material and information flow. Most
organizations are structured vertically, but material and information flows
horizontally. So you need to be working within those constraints of vertical
functions while focusing on the horizontal streams of material and information
flow.
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