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The Lean Enterprise N

Purpose

Vision/Values
True North
(Employee) Line of Sight
Strategy Formulation & Deployment)

Capability to ID & Solve
Problems Process

Horizontal flow of value

PDCA 1.1k|ng at the pull of the customer

Workplace Management through
standardization & Visualization

Putting People before
Products

Engaging, Involving
Relentless elimination of waste,

overburden and unevenness

Lean Tools

Challenging & Coaching

Teamwork




Phases of EMDS

Phase 1
Set clear purpose,
direction and
measurable goal

Phase 4 i
Develop problem : Contmuoust Phase 2
mprovemen
sslvgrs to realch P Set up Standards
LlElEes 2ol s

Phase 3

Make problems




o ‘ e
L2

(AL

Simple EMDS Deployment Model

Build the

Right Team
Create a " Create

(UNIE] patterns
system to and
track on a standard
Enterprise work to

g Determine

*Position Descriptions how to
*Roles and Responsibilities measure

what is
important

N

basis _support

Determine Tareets and object:

: * Targets and objectives
. Whatis . Resilts and Pr(icess KPI's * Multi level , * Structured Meetings
important . Catchball * Executive * Problem Solving

* Manager e Standard Work

*True North * Value Add
*Business Objectives * Charts and Graphs
*VVSM & Hoshin * Structure of Boards

eLean Work System
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~ PURPOSE

) Vision/Values
True North
: (Employee) Line of Sight
Strategy Formulation & deployment)
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Managing for Improvement
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© In the lean organization, the work of
managers involves teaching this pattern
of thinking and acting in order to

continuously improve work:x




Purpose

Company Goals

mployee Goals

Profit

Long -Term
Success

Long -Term
Contribute to Mutual
Economy Prosperity

Contribute to
Society

Good Quality

7”7\

Mutual Trust

A Paycheck
Growth

Good Benefits

A Safe
Workplace

Meaningful
Work




A Partnership

Organization Provides Stable Employment &
Sustains or Improves Working Conditions

Organizational
Prosperity is

Employees
Satisfaction is

Respect
Partnership

achieved Mutual Trust experienced
through _ through the
Continuous Continuous Continuous

Improvement Improvement

Process

N



Toyota Wey 2001

Continuous
Improvement

l

Respect

for

Reople

|

Challenge

Kaizen

Genchi
Genbutsu

Respect

Teamwork

The Toyota Way
2001 is an ideal,
a Standard, and a
quiding beacon
for the people of
the global Toyota
organization.

It expresses the
beliefs and
values shared by
all of us.
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Servant Leadership

7 4
Leadership develops the capacity that allows team "Z ;

members to improve what needs to be done

\Suppliers - Team Members - Customers/

\ Team Leaders /

\ Group Leaders /
\ Asst. Manager/Mgr /

\ Asst/General Mgr /
\Vice Presideny
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Toyota True North Example

Ideal State Current State

Why (Purpose) Mutual Long Term Prosperity for all
Stakeholders

How (Values, Production System) Toyota Way Values
Toyota Production System Processes
and Tools
What (Vision) Build the Highest Quality Car at the

Lowest Possible Cost while respecting
those who do the work

Philosophy Layoff Philosophy,
and Beliefs Role of Employees and Leaders
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Horizontal flow of value at the pull
of the customer

Workplace Management through
standardization & Visualization

Relentless elimination of waste,
overburden, and unevenness
Lean Tools




Finance

A Markettng/ Supply Human ————————

Suppliers | Sales ii R&D ii Chain Resources'

Grovi\?/ing theiaf Businc-;.%:ss

. Selling, market building
Ideatlon product development and launch
Bu3|ness development and alllanbes

Most important problems
are cross-functional

Fulfilling Custéiomer Orders

Order to delivery
Buy — make ship .
Procutement and suppller development

Growm and Develo”in Peo

Human resources management
Tra|n|ng and development
Learnlng and problem solvmg

le, Leaders




Vertical

Focus - Production
Budgets, SOP’s
Make the numbers

Leaders separated from the
work

People’s ingenuity used to
“beat the system”

Supervisors “manage”
people

Focus - Process

Purpose

Make problems visible
Leaders focusing on the work
People’s ingenuity used to
“improve the system”

Supervisors work with the people
to solve problems
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Make Problems & Opportunitieéi
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Productivity

Standardized Work, 5-S

g Check Visual Control & Management
LAbnormality

Problem Solving




Goal of Standardization in TPS

Foundation for development,
maintenance and improvement of the
system by motivated employees

Improve Improvement of standards and standard

Standardization ways to achieve better results

gltainctlaila_ " Maintenance of standards and standard
andardization ways to achieve expected results

Achieve Establish Achieve
Standardization Predictability Repeatability

Define the Define Expected Results
Standard




People

Putting people before .
products

Engaging, Involving

Challenging & Coaching

Teamwork




The Work of Leaders -

Developing Systems & People to set Standards 4
& Identify and Correct Out-of-Standard Conditions "Z §
STANDARD ==  ACTUAL

Andon

Apply tools

Employee -
Signal the / )
necessary Problem

B  aasssm 1
\ PROBLEM \[&

S &
Together — GtS, Manager -
ID root causes i
f ’ Immediate
(& ) decide on / Response

o In the lean organization, the work of managers
involves putting in place the system for signaling
problems and responding to them.

o VN




Lean Culture Overview Model

Human  ORGANIZATIONAL>,

Quality
STRUCTURE &
Resources T Pe Opl e
INPUTS UTPUTS
Assessmen ORGANIZATIONAL Quality

LEADERSHIP & Organization

ENVIRONMENT




Competencies link HR and Cl Systems

Selection
Succession (Content

Planning & Process)

St
Organizational Promotion

Culture § ompetencies (Content

Knowledge / Skills / & Process)
Abilities / Motivations /

“ Vision / Values / !|
- Business Strategy Performance
Individual Career Management

Planning l ‘

Compensation Organizational

Development




The Lean Management System




Hoshin Kanri = Direction Management

' /Company
Hoshin
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Deployment of Hoshin and EMDS

Leaders need to set
strategic direction with
mission, vision and
Hoshin

Select model value
stream with pilot area

Using catchball process, . -
link KPI’s up and down | Wie| Sk y¥ie
the pilot value stream [ I

Once pilot area is stable,
yokoten to teams, one by
one, in pilot value stream

Data is best available at the
value creation level. Begin
data collection at team level




General Structure of EMDS

Plant Level

Value Stream Level

|

VimaTd T3 T™M4,TM5,  TM7, TMS, T™M11, T™M13,  TM15, TM16,

. T™6 T™M9, TM10 TM1
Primary’Process Owner




Enterprise-wide EMDS

Product Supply Chain Execution Execution
Development Operations upport

Revenue Quality

Growth Time to
Market

Customer Cost to Budget

Satisfaction

Sales Pipeline Productivity/
Delivery to
Target

Sales Problems ID’d

Forecast to timely

Actual

Business Problems solved

Acquisition timely

Process

Sales, Leads, Calls Master

Plan

Order
Fulfillment

Forecast/
Actual%

Material
Shortage

Supplier Report
card Quality

Order to Cash
Lead Time

Inventory turns

Master Plan

Safety
Quality
Service/

Delivery

Cost

People

Environment

Turnover

Safety
Medical Cost

QA

EBITDA

Direct
Margin

COGS
Margin

Debt

Accts Rec




Group Board - Enterprise
Management Development System
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Quality Pillar of EMDS
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| Checks
contro
process

|
t
&

5-Process KP|

Process Control Checi:s




KPIl Development

Total Unplanned Absences
Weekly-Unl / Glo

Main KPI - KPI’s selected through catch-ball
process that will be primary indicator to align
with Hoshin.

Sub-KPI’s - KPI’s that link to main KPI and are
important to measure for dept/area/group/
team.

Process KPI’s — Measuring critical processes and
metrics that align with sub-KPI’s through to
Hoshin.

(dependent on maturity of area for these KPI’s)

28



EMDS KPI| Exercise

« Title your flipcharts “EMDS KPI Exercise”
EMDS KPI Exercise

* In your teams, recommend a KPI structure for all three

levels of the organisation: Pillar Executive Manager Value Add
— Executive Level Level Level
— Manager
— Value Added

MAIN KPI

« Each team will take on one of the pillars of Safety, Quality,
Service/Delivery, Cost, and People, (other?)

« Each team will:
— Recommend enterprise wide KPI (and/or Main KPI)

— Recommend vertical cascade KPI's (Main, Sub, and SUB KPI
Process KPIs for each of the levels listed above

PROCESS KPI

o VDN



*Policies

-{ *Annual
Objectives
*Improvement
Plans

Supervisors &
Team Leaders

Operators

*Objectives &
Budget

1"| Management
*Management
Directed Kaizen

Plant Manager &
Manager

*Enterprise
Problem Solving

*Standardized Work
*Kaizen

| *5S




Levels of Problem Solving




Standard Work for Leaders

% of Work (time) that
should be Standard
Executives 10-15%
Value Stream Manager 25%
Support Department Managers 950%
Group Leaders 50%
Team Leaders 80%
Team Members 95+%

o VN -



Standard work for all levels

= WORK BREAKDOWN SHEET. Process Name Updamng Team Acovey & Team Leader Hoswos
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Standard work for gathering —— 2
data, analysing data and ' {

status and reporting forall | | | [
levels Standard audits or

boards at all levels. .
Explains what to check Standard path for
with simple ‘yes’ or conducting audit
‘no’ answers. This also within a value stream.
creates audit of leader l.e. Start here, then
standard work here, etc.

—




Standard Work for all levels

1200 - L2.4%
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KEY POINT:

* Creating a pattern for reviewing boards at levels
critical to creating trust and support for executing
Hoshin in Enterprise activity

* Board visits to review status create the opportunity to
work with leaders and develop their problem solving
skills and coach key skills.

* The conversation at the boards is where we build
peoples ability and skill to identify issues, think
through them to problem solve and develop solutions

10.00 - 30.3%,

1015 - 30000

1000 - 30,45/

10.4% - 11.00
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Fujio Cho, Chairman, Toyota Motor

Former President, Toyota Motor Manufacturing, Kentucky:
3 Keys to Lean Leadership:

1. Go See.
* “Sr. Mgmt. must spend time on
floor.”
2.  Ask Why.

* “Use the ‘Why?’ technique daily.”
3. Show Respect.
» “Respect your people.”




