Lean in 365°

Agus Tena Shop Manager

Oriol Cuatrecasas Instituto Lean Management

SILEMA is a family-owned company, based in Barcelona.
pioneer in the manufacture of bakery, pastry and catering service.

Present in the market since 1999.
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Why?

e In the factory... we are seeing it from a long
time ago.
 And we need some stabilization...
— Stabilize the situation
— Grow up... but with quality of life
— Control the business
— Product quality
— Working without stress and in a timely manner?
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Starting with Lean...
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Inltlal Situation
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Proposed Situation

New shop organization
and...

PRODUCTS

CUSTOMERS




Standard Definitions

e Standard Work & JI

Sell and offer

Counter responsible

Ask to “B” the needed products

Warn “B” when to clean tables

Touch the money

Communicate incidents
Refill products
Sell & Offer
Bake

Shop Assistant B Shop Assistant A can do,

Bake

Wash dishes

Make the coffee

Clean tables

Do orange juice a
Refill the shop Clean tables

Wash dishes Wash dishes
Bake Bake



P ro d u CtS Proposed Situation

e Brochette (Kanban)

Takt’s

Freshness
Waste

e Freshness

Max and Min
L Visual Management




C U STO M E RS Proposed Situation

Queue management
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Educate new habits



S H O P Proposed Situation
Housekeeping

e Shelves (not warehouse)

e Audits

e Definition of tasks and priorities
e 5'S



Sustain

Standardize

Set in order
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Au d its Proposed Situation

e Follow-up
* Freshness
e Auto-control
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14 [Mostrador frescura / Mafana DrOCUCIOS |  prOSCUASe estan Bracucts 08 Todo correcto Todo relucienie
Sesechados cesectac
Como mnemo Como mnimo Como mucho Toocs los
15 |Estanteria 1/ Tarde Productos| 1productc eatd en | Tproducto eeti bajo | productos por | produsios entry
coro miniro Cimg ol Miame | MEEmO-minimo
Como minimo Como minmo Coma mucho Tosos los
16 |Estanteria 2 / Tarde Droductos| 1prosucso esth en | 1prodects st Baje | producios por | peaductos entre
cere MOITC ecma ol mdyme MRIMOMNMO
Como minimo Como mnimo Coma mucho Tosos los
17 |Congelador DrOCUCTOS | THrOSuctd eetl en | 1prSuct esti bao | Jproducios por | productos entre
cero mnmo ocme ol miamo | mixmominimo
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Audits

Proposed Situation

ORDRE OBRADOR
21 |Caixes de pa /Cajas de pan Cajas vacas| miscelplas 1phas 1pla Ocajes
22 |Nevera Cosas fuerd de lugar mas de2 1 1 0
23 |Estanteria 1 Cosas fuera de lugar mis de2 2 1 [
24 |Estanteria 2 Cosas fuera de lugar mésde? ] 1 0
25 |congelador Cosas fuera de lugar mis de 2 2 1 0
26 |nevera taula/mesa Cosas fuera de lugar mis de2 2 1 0
27 |Resta/Resto obrador Cosas fuera de lugar mis de 2 4 2 0
28 |Sota/Debajo mostrador Cosas fuera de lugar més de 2 2 1 e
25 |Begudes/Bebidas Cosas fuerd Ce luger més de 2 b 1 ]
FRESCURA
31 |Piles de pa segons caducitat Pilas desorcenadas mésde2 2 1 0
32 |Pintxos bocadilios sin pincho amarilio mas de 10 1° 6 2
ORDRE CAFETERIA
41 |Gots/Vasos en cafetera sodre 12 cafetera nngune menos de 4 mas de 24 entre d 24
42 |Taules/Mesas sin recoger mésde b menos de 6 menos de 4 mendg de 2
ORDRE MOSTRADOR
51 |Preus/Precios Productos sin més de 2 2 1 0
52 |Col-locacié/Colocacion productos fuera de lugar mas de2 2 1 0

Realitzat per/Realizado por:

Signatura/Firma




S h (9 ) p ASS i Sta N t Proposed Situation

e Area standard & ey | |i| y

flow movement.

nn

e Specific responsibilities
Sell and offer
b Counter responsible
Ask to “B” the needed products
Warn “B” when to clean tables

ImpaCt " MOtiVation Touch the money

Communicate incidents

L resistance
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4 ACTIONS

COUNTERMEASURE Owner LT Real LT According to plan
0. Observation Emi/Conxi/Eva 1to7d 1-7d @
1. Explain motivation & objectives Emi Day 8 8°d &
2. Create zone std Conxi " 15°d @
3.58 Conxi+ shop assistant 9°d @I
4. Calculate min/max Conxi+ shop assistant - 9°d @
5. Change position Conxi+ emi Day 9-10 10°d @
6 Follow-upc— observation Emi/Conxi/Eva Every day, during 15d 15d @
7. Close Emi Day 30 D 65 @I




Actions
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Cultural Change

* Learn to:

observe play

think communicate
 Not be absorbed
 Understand the situation
* Monitoring and perseverance
e Security in the methodology
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Indicators

INDICATORS INITIAL (sept)
Money Differences 12-25 €/ shift 0-1 €/shift 7 €/ shift -72% |”('_';: Cents/shift 98% »59
Time/Customer 200" /customer 25" /cliente 25" /cust 87,5% & 25"/cust 87,5% @
Trashed Sandwiches 24/day 0/dia day -79% @3; day 100% »59
Product Counter stacked 11 references 0 2 ref. -80% @: 0 refs 100% q:D

Q__ Some

 What does a Lean shop have? results




What a lean organization has?

 What a lean organization has?




Q&A!



* NOW...

Live Skype ... with Barcelona!!



Thanks!




