Y Y

LEAN PRACTITIONER
MANAGEMENT TRAINING GUIDE

A GUIDE OUTLINING YOUR ROLE TO HELP INDIVIDUALS COMPLETE THE
LEAN PRACTITIONER CERTIFICATION



This guide outlines what will be taught
in each workshop and helps participants
reinforce the development outcomes.
You will be able to speak the same
language and help them apply what
they are learning. Individuals in
certification deserve the support and
accountability required to complete
the training, this guide will help you, as

their manager provide both.

To your sustained success,

Kirby Sneen, President

Manufacturers Alliance



GETTING STARTED

Prepare your answers in each “Management

Debrief” section.

Schedule a 15-minute meeting after each

workshop with the person in certification to

cover the management debrief section together.
m Document the days your team member will be in

training below:

Learning to See Waste:

Creating Process Maps:

Root Cause Analysis:

Visual Management & 5S:

Standard Work:

Kaizen Rapid Improvement:

Certification Completion Deadline:
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THE FIRST WORKSHOP

LEARNING TO SEE WASTE

The purpose of this workshop is to develop the skills to improve performance by identifying and
eliminating waste from a process. Individuals will learn how to work together as a team to
improve processes and solve problems.

The primary ideas and improvement techniques in this training include: PDCA, value add, non-
value add, waste, Kanban, takt time, cycle time, visual controls, value stream mapping, cells,
batches, push and pull systems, standard work, teamwork, prioritization and kaizen.

We all eliminate waste so we can use resources to do work the customer is willing to pay us for.
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Individuals will learn the typical causes of waste including layouts, setups, large batches,
ineffective production scheduling, an unorganized workplace and others. After this, they will
practice identifying waste during hands-on simulations and discussions about their own work.

MANAGEMENT DEBRIEF: /

Ask: What examples of waste at work came to mind after attending the workshop?

Share: One example of waste in my process is

Ask: What process would you like to improve that could be the focus of your project?

Ask: When will you take the test for this workshop?
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THE SECOND WORKSHOP

CREATING PROCESS MAPS

The purpose of this workshop is to develop the skills to improve performance by learning how to
map current and future state processes so structural analysis can be performed, and
improvement can be made. Participants will understand that maps are used to identify hand-offs
between functions, flow between transactions, delays, value-added steps, and non-value-added
steps in the process.

The three mapping techniques covered are Value Stream Maps, Spaghetti Maps,
and Process Flow Maps.

Individuals will learn the steps to map a process including:

Develop a charter

Communicate with stakeholders

Gather supplies and the team

Map the process

Identify improvements and communicate next steps
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This will help you realize the benefits such as: make the process visible, work on the big picture,
enable all team members to understand the process, establish a common language, removing
waste, shorten cycle times, and improve delivery to the customer.

MANAGEMENT DEBRIEF: /

Ask: Will mapping a process support your project?

Share: When | mapped a process my experience was

Ask: What is your project’s problem statement?

Ask: When will you take the test for this workshop?
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THE THIRD WORKSHOP

ROOT CAUSE ANALYSIS

The purpose of this workshop is to learn how to systematically determine what happened, how it
happened and why it happened in order to identify actions toward preventing future
occurrences. Participants will also learn how RCA can reduce risks, improve product performance
and reliability, and reduce costs through scrap and rework reduction.

The two primary techniques covered include Fishbone and 5 Why. The difference between
symptoms and causes will be defined, the best time to use each, and how they fit in the strategic
problem-solving process.

Define > Identify > Determine > Action

Problem Causes Solutions Plan
Causes Effect
Wrong drill bit used
[ People ] [ Equipment ] [ Materials ] Wrong drill bit at the workstation ]
Operator visually identified the
wrong drill bit
Wisually hard to tell the
difference (.01 differenca)
Size marking were rubbed off ]
Problem
Statement Bits were wsed frequently
[ Process ] [ Environment J [ Measurement ] Poke Foke kieasurement Device Created ]

MANAGEMENT DEBRIEF: /

Ask: What was the most interesting part of this workshop? Why?

Share: One RCA technique I've used is

Ask: Which RCA technique would you like to apply to the problem your
project addresses?

Ask: When will you take the test for this workshop?
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THE FOURTH WORKSHOP

VISUAL MANAGEMENT & 55

The purpose of this workshop is to learn, through hands-on simulations, the impact visual
management and 5S improvement techniques have on safety, quality, costs, and delivery
business metrics.

Participants will learn that 5S is a conditioning principle for continuous improvement and a
fundamental discipline for creating a highly standardized high-performing workplace.
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Maps Alarms width Limit switches through a process including planning,
Bim address | Audio signals | Container slze Vislon systems . . . .
Barder lines educating, piloting, and reflecting.

MANAGEMENT DEBRIEF:

Ask: What was your biggest take-away from the workshop?

Share: One Visual Management practice | use is

Ask: How could 5S or Visual Management support your project?

Ask: When will you take the test for this workshop?
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THE FIFTH WORKSHOP

STANDARD WORK

The purpose of this workshop is to learn, through hands-on activities, that without standards
there can be no improvement and without standard work improvement cannot be sustained.

Participants are introduced to standard worksheets, combination tables, and standard work
instructions as well as a 9-step implementation plan that includes how to do time studies,
identify the least waste way to perform a task, and remove variation. All participants learn how
to create their own standard work.
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MANAGEMENT DEBRIEF: /

Ask: Where do we not have a standard where we should have one?

o
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Share: One area which we have a great standard in place is

Ask: How will you standardize the impact of your project work?

Ask: When will you take the test for this workshop?
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THE SIXTH WORKSHOP

KAIZEN RAPID IMPROVEMENT

The purpose of this workshop is to learn how to implement improvements and improve
performance as a team. Individuals will learn the types of kaizen events as well as how to select,
plan, implement and follow up from the event.

The types of Kaizen events include Flow Kaizen’s which focus on the entire value stream and
Process Kaizens that are event-based. Process Kaizen is also referred to as: point kaizen,
breakthrough, blitz or rapid improvement events.

Participants are introduced to an event strategy that is based on opportunities identified from
Process Mapping, CAPA systems, and Cl Idea systems. Then they will learn the logic behind the
decision-making process to identify the best event type.

Lastly, participants will be taught the common problems people face and how to overcome them
such as scope creep, setting measurable objectives, team makeup and dynamics, structures of
the event, and having enough time.

R DR KAIZEN PREPARATION /

Determining what tool to use

i . = Pre-event Preparation Checklist
—— =g « Define Scope
T = Define Objectives
. - . = T = Choose lzader
o - * Chogse team
= Arrange logistics (facilities, meals)
= Supplies
o EERETEI = Approve overtime
= Identify support team (teeling, maintenance, purchasing, management)
N~ = Take “before” pictures of the area

= @& 2

MANAGEMENT DEBRIEF: /

Ask: What was your biggest takeaway from this workshop?

Share: The last improvement event/blitz | was a part of focused on

Ask: What lesson from this workshop could be part of your project?

Ask: When will you take the test for this workshop?
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THE MANAGERS POST-TRAINING

3-STEP SUSTAINMENT PLAN

People attend training and experience a burst of better performance and more effective
working relationships. The problem is that this doesn’t last. Avoid the starts and stops by
implementing a sustainment plan.

STEP 1: DEBRIEF
Review their Lean Practitioner Project, discuss what went well and what didn’t. Ask what
you can do to help them continue to practice what they learned.

STEP 2: RECOGNITION

Find three opportunities over the next 60 days to recognize how they have become a
better problem solver. For example, if you observe them quantifying a gap in
performance, recognizing there is no standard, or determining the root cause of the
issue recognize them for it. The key here is to connect the learning from the training to
their behavior change.

Over the next 90 days, meet with them three times so you can ask them how you can
help them continue to apply what they learned.

STEP 3: CONTINUING EDUCATION

Identify one educational resource for continued learning and schedule time for them to
consume it. Consider Podcasts, Webinars, and Peer Groups as ways the learning can
continue. A few resources we suggest include:

e The Manufacturers Alliance Podcast
e Educational Webinars
e Benchmarking Peer Groups_

To your sustained success,

Kirby Sneen, President
Manufacturers Alliance
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http://www.mfrall.com/Podcasts
http://www.mfrall.com/Podcasts
http://www.mfrall.com/upcomingwebinars
http://www.mfrall.com/upcomingwebinars
http://www.mfrall.com/peers
http://www.mfrall.com/peers

