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Seeing the Whole, a New Workbook from Dan Jones and Jim Womack, Introduces New Tool for Dramatic Value Stream Improvement

Using an extended value stream map, a new breakthrough tool for improving extended value streams, Daniel T. Jones and James P. Womack demonstrate how 90 percent of the actions and 99 percent of the time along a typical value stream can consume resources, but create no value for customers.

More importantly, in their new workbook, Seeing the Whole, published by the Lean Enterprise Institute (LEI), they show companies how to fix the problem.

Dan Jones and Jim Womack, co-authors of the best-selling Machine That Changed the World and Lean Thinking, introduce the new mapping methodology in Seeing the Whole. The new workbook shows managers and engineers how to use mapping to count and analyze all the steps and the time needed for a product to go from raw materials to finished goods in a typical value stream. 

To clearly illustrate the mapping process in action, the book uses a simple example, a windshield wiper assembly, as it moves through eight separate facilities and four companies in two countries, starting at a finished goods distribution center and moving upstream through manufacturing and raw material businesses.

“The experience of our sample product illustrates what we have seen repeatedly between facilities and firms — sets of actions extending for days, weeks, and even months, most of which consume resources but create no value for the customer,” said Womack, LEI founder and president.  What they typically see:

· 90 percent of total steps are waste from standpoint of end customer.

· 99 percent of throughput time is wasted time.

· Demand becomes more and more erratic as it moves upstream, imposing major inventory, capacity, and management costs at every level.

· Quality becomes worse and worse as we move upstream, imposing major costs downstream. 

· Most managers and many production associates expend the majority of their efforts on hand-offs, work-arounds, and logistical complexity.

A Simple Visual Tool for Action

The mapping methodology takes managers step-by-step through an improvement process that converts the traditional value stream of isolated, compartmentalized operations into an ideal future-state value stream in which value flows from raw materials to customer in just 6 percent of the time previously needed. The dramatically improved value stream also eliminates unnecessary transport links, inventories, and handoffs, the key drivers of hidden 

connectivity costs.

"Taking a walk together through all the facilities down a value stream is always an eye opening experience,” said Jones. “This tool provides a method for taking action together to do something about it." 

LEI popularized the concept of value stream mapping with its initial workbook, Learning to See (LTS), which has now sold more than 85,000 copies in ten languages. LTS teaches and urges lean thinkers to clearly see the value stream consisting of all of the actions required to move information and materials for one product family through one facility. When the Current State of the value stream was clearly identified, LTS showed how to create a Future State with much less waste, much higher quality, and more rapid response to changing consumer demand.

In Seeing the Whole, Jones and Womack expand the field of view from the individual facility to the entire value stream from order to delivery.

In addition, the extended mapping method clearly shows demand amplification of orders as they travel up the value stream, steadily growing quality problems, and steadily deteriorating shipping performance at every point up the value stream from the customer. Collectively, the wasted actions and time plus the noise in the information stream and the quality and delivery deficits, present a tremendous opportunity for the four firms sharing this value stream. They can create a win-win-win-win-win future in which everyone, including the end consumer, can be better off.

Doing this requires the creation of a value stream team and the progressive achievement of a series of Future States culminating in an Ideal State in which a very large fraction of the waste had been removed. The objective of Seeing the Whole is first to raise consciousness about the potential gains and then to provide a simple method for forming an appropriate team to identify the Current State and to achieve Future States leading eventually to an Ideal State.


[image: image1.wmf]www.lean.org

Second Future State:

Leveled Pull Between 

Facilities

FORGE

MACH

ASSY

WHSE

Production

Control

ASSEMBLY COMPANY

CUSTOMER

Production

Control

MACHINE  COMPANY

MATERIAL

SUPPLIER

18

OXOXOXO


A sample Future State Map above from Seeing the Whole shows the plan for linking downstream facilities with the previous point of production or shipment in the next upstream facility. In this way, consumption at the point-of-use is quickly and exactly replenished by the next upstream process.

For the tens of thousands of users of value stream mapping at the facility level, Seeing the Whole provides the logical next step, by extending the field of view all the way up and down the value stream. And for purchasing and supplier development groups currently focused on improving isolated points along the value stream, Seeing the Whole shows how to see and then how to improve the entire stream. “The challenges of doing so are great but the rewards are truly enormous,” said Womack.

The information in the 96-page book is supported by multiple diagrams, charts, and new mapping icons for extended value streams. The main sections of the book are:

· Introduction: Changing Your Focal Plane

· Getting Started

· The Current State Map

· What Makes an Extended Value Stream Lean 

· Future State 1

· Future State 2

· The Ideal State

· Achieving Future States

· Conclusion

The book is available now for $75.00 from the LEI web site at www.lean.org.

In addition to the See the Whole workbook, LEI periodically offers workshops showing how to use the method.

Note to editors: Please call if you want to arrange an interview about the book’s methodology or other elements of lean production, such as just-in-time. Contact: Chet Marchwinski, LEI director of communications, 203 778-0670 or email, cmarchwinski@lean.org

The Lean Enterprise Institute is a 501(c)(3) non-profit training, publishing, and research corporation founded by James P. Womack, Ph.D, in August 1997 to implement a set of ideas commonly known as lean thinking and lean production. These ideas, based initially on the Toyota Production System, are explained in a series of books and articles co-authored by Womack and Professor Daniel T. Jones over the past 20 years. LEI supports the people and organizations engaged in lean conversions through its web site, workbooks, on-site training, and public workshops and conferences.
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