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Gaining More
Support For Lean

Presented by: Jerome Hamilton

“A total management system is needed that develops
human ability to its fullest capacity and fruitfulness,
utilizes facilities and machines well, and eliminates
waste. This system will work for any type of business”

Lean Enterprise Operational Management System TPS — Taiichi Ohno




TRAINING THE TEAM
Salaried & Hourly

Create Flow Create Pull eek Perfection throu
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Enterprise Lean
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O I’gan | Zatl (0] nal De p I Oym ent Wave One - Strategic and Operational Alignment

Wave Two - Value Stream Assessment

Business Business Business Corporate Corporate Corporate

Wave Three - Create Foundation

Creating Conditions for Wave Four — Work Cell Flow Improvement
Sustainable Lean

. Wave Five — Value Stream System Improvement
Continuous Improvement

Wave Six — Lean Operational Planning

Wave Seven — Continuous Improvement - Repeat Waves Two Through Five




Value Stream Mapping Process

i8 Create Current State Map 3| Create Future State Map

Define
Improvements
needed to
achieve the

future state
- -

Prioritize improvement
projects and define 90 to
180 day improvement
project plans

Problem Consciousness

What should be happening? (Standard)

Gap = Problem

What is actually happening?

Source: Getting the Right Things Done, Pascal Dennis
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“Investing in People to Get a Return.” A Lean Culture invest in
people to get a return from their applied knowledge. One of the
biggest elements of culture change is not just paying hourly
workers for their hands but their minds as well. Getting rid of the
eighth type of waste “lack of return on knowledge”. Then training
the entire workforce on Lean principles and practical problem
solving. Which is what NUMMI did!”

Jerome Hamilton




360° Lean Culture Coach Development Assessment

[Sensei - Coach other Caaches 156 -15 Points - Continue to work on moving ¥s to 5's

| Coach - 117-155 Points - Continue development to moving 1's to3's and s to 5's

117 - € e Tsto s and *gossiping” damages great teamwork}
Respect for People - Leading by Example W uggestions for
[= dignity and Respect
Encourages team members to contribute their ideas in team meetings
it to admit mistakes
ilitate: team members in decisions that affect their work
istens attentively to team member's issues
Focuses team members on nat some to blame
Reaches conclusions, only after discovering the facts
Gives recognition to the teams to the larger organization
Provides con: feedback to
Respect: time [ie start: schedule)
Regularly recognizes team membs tothe
12 |G tently rewards team members for their jt

Wiotivates team members to continously Improve their knowledge and work skl
x 2am mambers, insuring they recaive Job
Teaches all team members coaching skills and [eaders how to train and coach their tsams
Coaches team members and gr i ently and constructively
a5 ‘members to look for and expase problers 5o they can be worked on and solved
Takes and “System” perspective when loaking
k ‘team approach ta problem solving

g ‘members to share their ideas and knowledge with others
fakes themselves available to assist team's from ather areas in prablem soving
Suppors team members when they i
. dy proven solutions and promates them with teams and team members
acilitates and encourages coni stomer and job security
Lean Process and Methods Execution
ngages team members in establishing work p
tegularly validates adherance to work processe:
d ‘when probl her his level
nsures disciplined application: method: ise - No Just do it's!
ncourages team members to stop the process i
tequires teams to deploy visual canstrols in all
Is disciplined to take action an team members suggestions to improve the processes
Makes decisions on a timely basis
s a good example by making decisions on data and facts not subjective i
Follows up ta ensure control plans are in place so salved problems don't reaccur
olds teams, leads for excuting their responsibilities.
Focuses on external and internal customer's needs and
nsures team members receive needed information on a timely basis to be able to d their job
B icates regularly the business priorit how art them
Creates an open icati i peaple feel free to express themselves

Team Member:
Area/Dept: Date (MM/DB/VYYY):

THE LEOMS’ PEOPLE LEADERSHIP EXPECTATIONS:

Engages people at all organizational levels

Teaches team members to focus on work, material flow & value stream to see waste
Gives team members deep technical and process knowledge

Pushes responsibility for management and improvement to the lowest possible level
Introduces metrics to encourage horizontal thinking

Creates frequent problem solving loops between themselves and their superior and

themselves and their subordinates

Accomplishes these six leadership responsibilities through application of policy

deployment, A3 analysis, standardized work with standardized management and kaizen.




LEADERS AS COACHES

Ask questions about team member’s job responsibilities and activities

. What problems are you having?
. Why is this happening?
. What temporary or permanent counter measures have been considered?
. Why is the implemented counter measure the best choice?
Show respect for team members’ work

. Verify that clear responsibility is assigned for every process and problem

PROBLEM SOLVING TIPS

When Visible abnormalities appear. “swarm the problems”; this infers that frontline
organization structures should be designed similar to Toyota’s, which allows group
leaders to respond when needed.

Favor actual observation of problems vs. brainstorming in a conference room;
nothing beats being at the scene to keep root-cause identification focused on
reality.

Perform rapid experimentation to implement temporary countermeasures until
permanent counter measures/solutions are found and implemented.




PROBLEM SOLVING TIPS

Stop/fix problems within Takt time to not cause lost time, missed shipments and
rescheduling. Violating Takt time has major cost penalty as all plant cost will not be
“absorbed” by the unit(s) of product during lost time, resulting in higher fixed cost.

Take determined action to reach toward achieving target state conditions, as it is the only
way to continuously improve quality and reduce defect cost.

Practice knowledge sharing — Yokoten:
Horizontal, peer-to-peer sharing of what, how, and replication of improvements
Systematic dissemination
Knowing “Why” is as important as knowing “How”
Sharing methods: 5 minute meetings, team/group meeting, storyboards and learning labs

Objective MAXIMIZE PROFITS

L)

TOTAL ELIMINATION OF WASTE

t

BUILD & MARKET HIGH QUALITY/HIGH VALUE PRODUCTS

t t t

Superior Quality Superior Productivity Superior Flexibility

t t t

Assuring Pursuing Maintaining

t t t
Zero QC / Jidoka Waste Elimination Flexible Workforce (Shojinka)
Tactics Product / Process Design Investment / Product. High Volume / Small Lot
Methods Design Capacity / Throughput Heijyunka
Inspection & Feedback J.L.TP. (One Piece Flow) Equipment Design
DFM / DFA Cost Reduction Production Control Practices
Successive Impl / L.V.C. Target Costing Low Volume/High Diversity
Action Error Prev / Defect Control Total Value Delivery
System Improvement

Strategy

Rational Manufacturing Techniques

>>>>>>>>HOSHIN KANRI<<<<<<<

Enabler Abnormality Detection, Control & Elimination

Eré)scoel]:’rsces People, Material, Equipment, Information, Capital
é{}gtem Waste Elimination / Kaizen / PDCA / Problem Solving

B on

Development of Human Potential

Management Systems




Quality Prindiples and Rules
All Defectsare Preventable

1_|Pan new product based on dear understanding of customers ations
X 2 which exceeds our customers: ionsis our first

3 _|atistical Process Qontrol will be used where applicable

4 |Qual wil be resolved at the earliest s

5 _|Quality Froblem will be conducted based on factsand data

6 gh testing p be

7 |The RD-CAcyde will be utilized Quality related activities
X| 8 |Standardized Workwill be followed to assure consistent

9 |Rrovide clear ‘standards to be observed by all concerned

10 | Process capabiitty wil be proven at the pilot stage
11 materials and vehides will be handled so asto

X| 12 |rarts, materialsand will be processes on a first-in first-out basis
13 |suppliersare: 1o supply only 100%: and material

X | 14 |Quality will be built in at each step of the p (Jdoka,

X| 15 | Al team members contribute to quali; activities.
16 quality
17 | Throx vehidesto assure customer satisfaction

18 | Quality Audits will be conducted by all GO’ QAsystems

19 |QCeducation and training will be provided
| 20 |Quality information will be dearly communicated
21 | Be a worldwide innovation leader in quality
x=Highest Priority for quality meetings

Top 3 Quaiity Rules (Right Now)
1_|Follow Standardized Work without exception
PFroduction, ingpection and maintenance should conduct the specfied task at the specified
timein i conduct o i

2 |Build quality in station
| heck your own work and correct defects. Stop the line if necessary

process. Apply
3 [Handle parts, materials and vehides with care to prevent damage
[Carefully i ivery and i ion. Untilized personel and equipment

damage to vehides.

NATURAL LAW OF WASTE

THE SEVERITY OF WASTE CONSEQUENCES IS INVERSE TO ITS LOCATION IN THE PROCESS FLOW

Support the Operator
(by reducing waste in team member’s operation)
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Organizational Alignment

No organization Vision:
Individuals work towards different goals;
energy is diffused.

Organization Vision Without Organization Vision With Departmental and

Departmental and individual alignment: individual alignment:
Energy is still diffused. Goals objectives, and strategies are focused and mutually
supported.
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Check

Resource Allocation & Alignment Execution

Accountability

Act
for “Adjust”)

Copyright Hamilton Husby Associates 2018

Grasp the Situation

Data Driven Discovery Process

0 Execute Countermeasures 0 Where have we been
0 Adjust the plan as needed 0 Where are we going?
0 Make the changes 0 Develop SMART Metrics
0 Start Over!l! 0 Develop Action Plans

Grasp the
Situation

0 Periodic Monitoring
0 Swarm the problems 0 Work the Plan
0 Determine Root Causes Engage and build the team

0 Develop Countermeasures
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Basic Elements of a Practical Problem Solving

How

Problem

1) Initial Proble
Perception Clarify the
(Vague, Complicated

Problem) Abnormality

of Cause

Grasp the Situation

[

nvestigation

(First abnormal event that

Cause Investigation

Cause

nduring Market Leadership

Grab a copy of the book today!
Order form required

Problem (to identify

Point of Cause

not prevent reoccurrence

Confirm Root
‘ Countermeasure ‘

1) Determine What Actually Happened
2) Determine What Should Be
Happening - Visualize Process

3) Go See (Genchi Genbutsu)
4) Breakdown — Categorize to focus

: I) Trackback (When work flow is
2) Real Problem | E>Locate Area/ Point E> Apparent)

2) Narrow Down

O Collect Data & Analyze

. . [1) Grasp the Tendency
|3) Point of Cause | E>Gra5p Situation at E> O Observe Pattern of Occurrence

[[) Look for Direct Cause by Go See
|4) Direct Cause | E>Cause and Effect $ O Identify Potential Causes

O Check Potential Causes One by
One

-1) Ask Why to Next Level Cause

. 2) Check, Confirm, Repeat if
5) Root Cause E>F|ve Why Cause E> Necessary
H : 3) Stop at Root Cause
sets off the chain of Investigation L

abnormalities)

ﬁ (When addressing direct cause does _1) Recurrence is Prevented by

Addressing Root Cause

2) Try “Therefore” Test
3) Asking “Why” again leads to another|
problem

Thank Youl!

Presented by: Jerome Hamilton
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Manufacturers Alliance
Thank you for joining us!
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