Lean Leadership & the Lean Transformation Framework
— Lessons Learned from Lots of Experiments!

David Brunt, Lean Enterprise Academy, U.K.
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Introductions & Agenda

* Introduction
» Setting the context
* Lean Thinking Principles & the Lean Transformation Framework
* Lead with respect
» Exercise: Grasping the situation — What happens today?
* Using the “Lean Transformation Framework” to “Lead With Respect”
» Exercise: Service Reception — “What is the problem to solve?”
» Setting the vision
* Understanding the work
« Capability development
« The role of management in a Lean environment
* Leadership behaviour
* Underlying thinking
« Summary & Questions
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Purpose, Process, People

Purpose

Vision/Values
True North
Line of Sight
Strategy Formulation and Deployment

ﬂ
PDCA

Peo
Employees:

* Engaged an A3 Thinkin tal flow of value at
in Cl ull of the customer
 Continuously solve orkplace Management
problems  —— through sjcandardization &
« Teamwork Visualization
Managers: ¢ Relentless elimination of

e System thinkers waste, overburden and

* Problem solvers unevenness
e Learners * Lean Togls applied as
. , , » Teachers/Coaches appropriate
® Copyright 2009 Lean Enterprise Institute, Inc.
All rights reserved.
3
© 2017 Lean Enterprise Institute. All rights reserved. Leaﬁ' Transformation
~*~ Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 3 Summit 2017




Lean Transformation Framework

What problem

are we trying Value-driven Purpose
Situational Approach
to solve? What problem are we trying to solve?

How do we

Management System develop the
o) capability?
Process N Capability
Improvement \/ Development
Continuous, real, Sustainable
ST GBS (1 improvement capability
'mp;%fkt:;e dvc\:ﬁg HIE in all people at all levels Wh a t
How do we do Leadership management
& improve the ) [ system and
work? Basic Thinking, Mindset and Assumptions Ieadership
That drive this transformation i
e.g. Respect, Challenge, Kaizen, Alignment, PDCA, Science, Gemba, Problem-Solving behaVIOu rs do

) we need?
What is our
s basic thinking? -
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The Role of Leadership in Implementing Lean

Set alignment around the
vision

Design and support processes
that provide value to
customers - value streams

Develop people to take personal

responsibility for solving problems Q’ lz/.
3 ?;t © 2017 Lean Enterprise Institute. All rights reserved. . . Lean\q/ Transformation
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In Other Words:

Lean Leaders do Two Things

Improvement
* Get each person to take :
initiative to solve problems and
. . . Improvement
improve his or her job
“ Ensure that each persons’ job Improvement Izprovement
is aligned to provide value for
the customer and prosperity for —— e

the company

Get the work done and Develop Your People
- at the SAME TIME!

Ref: John Shook — Lean Leadership
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Three Keys to Lean Leadership

“Go See”
Management must spend time

on the front lines

Ask “Why?”
Use the technique daily

Show Respect
Respect your people

. S q
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Exercise #1: Grasping the Situation

= What is the role of a leader in your organisation?
= |s there a definition?
= Are roles and responsibilities defined?
= What do leaders currently do?
= (WHAT?) How much of their time is spent:
= Setting (and communicating) alignment around the vision?
= Designing and supporting the processes that provide value to customers - value streams
= Developing people to take personal responsibility for solving problems
= (WHERE?) How much of their time is spent:
= In a meeting room
= At a desk/computer on their own
= At the place where value creating work takes place (gemba?)
= What do you think these numbers need to be?
= You have 20 minutes

- e
'3: 3 @ © 2017 Lean Enterprise Institute. All rights reserved. Lean i Transformation

Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 8 /‘\ Summit 2017



Exercise #1: Grasping the Situation (% of Time)

Company: Leadership Setting alignment Designing & supporting Developing people to Others?
activities (WHAT) around the Vision value streams solve problems (Please explain)
% % %

#1

#2 % % %

#3 % % %

TARGET STATE?

activities (WHERE) (on own) (Please explain)
#1 % % %

#2 % % %

#3 % % %

TARGET STATE?

'. 4' © 2017 Lean Enterprise Institute. All rights reserved. Lean Y Transformation
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Respect for People

Focus on the operator

— Enable the operator
» To work safely
« To know his/her customer
* To be successful
* To be involved, engaged...to use his or her mind

— Operator-out or the Line-back principle
* You can build your operating system from the operator out

» Continually remove wasteful steps from his work, giving it to support
people (isolate the waste), so that nothing is left but value-creating steps

» Don’t waste the operator’s time and effort...or mind!

- e
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The Case: Go to the Gemba - Customer Arrival

Grasping the Sityation

p—

Current Condition

— One entrance, one exit to the
workshop

— Long customer queue

— Service advisors go out to the
queue to get ahead

— 7 minutes to see a customer
What’s the Problem?

. B ]
'3'("?%@@} © 2017 Lean Enterprise Institute. All rights reserved. Lean S Transformation
|

Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 11 Summit 2017



Is there a problem if PURPOSE isn’t clear?

Halfway Team-X Strategy January 2013 ( Version 2 )
Customer Value Our Goals
v Acquinng & Servicng Venicles 7
. Nett profit ( % Turnover) > 5%
L L v Absorption ( supporting depts ) > 100%
v Rignt FistTime - FLR. 100% v av;:uummmawms >
mnm,hu;smm:‘m v Used:New ratio 0,75:1 (o 6000 units)
v e 5 jon 10 Mot : mmwsm.‘»ywnuumm

People AR, Process
¥ Develop problem solving capabilly of managers & Staff Hanssio-troe v Subiie 5
< Prachse Genchi Gembubsu Wobitiy e vl
4 - Asakai “100% Customer Funiiment” ¥ Easyto do business with
-GG wak Focus on impeoving -
- Kazen reviews Unmatched Customer Expertence » Ouslly
¢ Use scentfic methed fo evalusie 8 analyse GAPs & set m -Mﬂy
v m’* Lu‘)nmpﬂo' plement Standasd Wor D,m GDMI’:FI'E
eam m
+ Develo capacity - A la forevery erson , it | Fospa™ o el e’
¢ Use questions to encowege focus on “Geasp the Sauston®, Value o 2 wﬁiﬁ!‘bwﬂ
Golo See 8 PDCA # 5 Oostomer :)) mmmp:i&mnh
¥ Use A3 lo make thinking dear & coach v ¥ / - hhbv"mhﬂ-
7 Kaizen (CI] review o regulse infervels wih esch value v AL pA By Sales fenprove CF 10 400% by OTIF)
steamfeom ; % . 3 Plan for every car {meie plan of work viske,
#  Develop proficiency in Improvement Kala & Coaching Kats A 7 Gosm... A 3 Reduce lesks in Sales furnel (standard work in sales
1o evaolve Halweay Kals < Ashwhy... 4 process)
¥ Expose siaff bo Puspose & Process io get lignment & 7 Show mapect = Plan for every Customer (siage in buying cycle visible]
participetion in goal seling 0 M .
/ Dev skl profciency . Sles product . defendeble underserved
R R e b o & é bushresenth (©) * Reschok cnsbrgdomtmscloMimel
Used : Vakuation, F &1: mnmmum Senvice Customer First . :hwﬂsoz:wmﬂ
2 - IHH
Advisors: 7 Step Process, Mansgers : Coaching Integrity + Respectfor All ¢ Kaizen + Expand bese by sccess ko Fnance
s Y o . = .
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The Case: Go to the Gemba - Customer Arrival

Grasping the Sityation

p—

Current Condition

— One entrance, one exit to the
workshop

— Long customer queue

— Service advisors go out to the
queue to get ahead

— 7 minutes to see a customer
What’s the Problem?
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Continuous Flow Processing

Batch & Queue (Push) Processing

D%’fl — S — %%ﬁ

Process A: 10 minutes Process B: 10 minutes Process C: 10 minutes

OO00000000 w— 000000000 ———p- 0000000000

" o q
'3: 3’ @ © 2017 Lean Enterprise Institute. All rights reserved. Lean ‘ Transformation

Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 14 Summit 2017



25 5
: 'C“\ ‘@‘ © 2017 Lean Enterprise Institute. All rights reserved. Lean i Transformation
} ” 75;‘\‘4 Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 15 /\ Summit 2017



25 5
: 'C“\ ‘@‘ © 2017 Lean Enterprise Institute. All rights reserved. Lean i Transformation
} ” 75;‘\‘4 Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 16 /\ Summit 2017



Summary: Understanding & Improving the Work

Focus on the work
Experience the power of:
— Observation to understand the problem
— The difference between value and waste
— Meeting the customer demand
— Limiting Overproduction
— One-piece-flow
— Improved layout — spaghetti charts
— Creating stability
— Standardised Work

3 3 @ © 2017 Lean Enterprise Institute. All rights reserved.
, Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc.
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Lean Transformation Framework

What problem
are we trying
to solve?

Value-driven Purpose
Situational Approach
What problem are we trying to solve?

How do we
develop the

Management System

e
fghen

How do we do
& improve the
work?

o) capability?

Process ili
Capability
Improvement v Development
Continuous, real, Sustainable

practical changes to
improve the way the
work is done

Leadership

improvement capability
in all people at all levels

Basic Thinking, Mindset and Assumptions

That drive this transformation
e.g. Respect, Challenge, Kaizen, Alignment, PDCA, Science, Gemba, Problem-Solving

© 2017 Lean Enterprise Institute. All rights reserved.
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Developing Capability

Knowledge of the work — value and waste
To do the skKill

Promote kaizen

Develop people

Build teamwork

A way to behave to get the best from people

L3
Lean Ty Transformation

3 3 @ © 2017 Lean Enterprise Institute. All rights reserved.
, Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 19 /‘\ Summit 2017



How to Teach?

Target Condition — To build capability so people “can do & improve” (themselves)

fghen

Levels of ability

Suitable to teaching in a

1. Knowledge > classroom in “Off-JT” manner
2. Understanding Better tau_ght with actual problgms
3. Capable and S|tL_|at|(1)cns througI:r;I OJT v_wth
4. Do well —) gﬁkf?lrl\tormg tr%m c<j:apaI e sau_penors.
5. Can do and improve lll can not be developed in a
classroom alone
Training Matrix: Training Basic awareness Can carry out Can carry out Able to train
raining Matrix: identified of process task supervised task unsupervised others in task
”y
© 2017 Lean Enterprise Institute. All rights reserved. Leah—r Tran sformation
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Teaching & Learning

Skills best learned
through experience, from
actual problems and

situations

Source: John Shook

Levél‘s of ability

OJT

1. Knowledge
\

OJD

\
\
2. Under§(anding
3. Capabley
4. Do well \\
5. Can do and

improve \\

Off-JT

Concepts suitable to
some degree of
“classroom teaching”

L3
Lean Ty Transformation
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Toyota Training and Development

Distinguishing Characteristics

1. Begin from need

2. Make people before making cars

3. Leaders job is to develop team members
4. OJT is primary, Off-JT secondary

5. Bring gemba into the classroom, extend classroom education to the
gemba

6. Aim training one level above the organisational training need
/. Focus on

1. Problem-solving (scientific method)

2. Role throughout career

" - q
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What do we know About How People Learn?

Conceptual understanding through

— books, lectures, discussion
Behavioural change through:

— EXxperience

— Mistakes

— Experimentation and trial & error

Build structured opportunities for people to learn
the way they learn most naturally

- e
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Standardized Work as Structured Learning

for the Operator & the Leader

What is Standardized Work? What is Kaizen?

They are two sides of the same coin — if you try to have one
without the other, you will encounter one of two types of very
serious problems:

1. Standardized Work without Kaizen;
2. Kaizen without Standardized Work.

" - q
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Standardised Work — Vehicle Reception
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Define the Skills Required & Set a Plan

. Halfway Production Centre — Skills Matrix STD Work
Version 010 17/05/2016 Authors Morné Fourie and Kirstin Wallis

HPC CAPABILITY AND NEEDS FOR PROCESS STANDARDISED WORK SUMMARY 2016

Accessories Service Planning/Logistics
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2 sldels |2 |8 18 1B (8 PR e e - (b (=2 =R g2 2
) g B 18 |2 18 | B1% gla || S T U = o
9 12 | z|" 28 : 13 12 13 | 8l alE 213 e 1T Zs aE 2id 4 Bl g,
B I z |z |8 & | ElEaleeE s e e
o 3| s E|E 5 (2 [NelSalaSlc & z E.| &8 | &
R G 7 #
TARGET ¥ E :
BEE O L. L Jifouild . ol Rl
wsse D |D|D|D|B|BIBIB|BBID|D|BIB BB | D IBIDIP|B[B] |
MORNE @@@@@@@@@@@6&@@6&@:@>@~%@E%S}
w | DD D |D|BBIB|B|BIBDDBP BB DD DD IBIB[PB]
RICHARD @@@@@@@@@@@@@@@@@@@@@@@
won | DIBID|DID|D|DIDB|D|DIDIDIDIDIDB DB DB D [P [P | [P |P
wes | DID|D|D|DID|IDID|IDIDID|DIDIDID D [P B [P B |P [P D
CURRENT
ot o e e e o Sl PR o ey B el
\ e i \@ o GF ME e E procedah

[

3- * 2 . . \,"’
N © 2017 L i i
'C”‘\" z{fb} 0 ean Enterprise Institute. All rights reserved. Lean Transformation
N

Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc. 27 S it 2017
ummi



Lean Transformation Framework

Value-driven Purpose
Situational Approach
What problem are we trying to solve?

Management System

Process @

Capabili
Improvement v z Devgopmtgnt
Continuous, real,

practical changes to . SUEEIERE bili
improve the way the improvement capability

work is done in all people at all levels Wha t
Leadership management
[ . I system and
Basic Thinking, Mindset and Assumptions Ieadership

That drive this transformation
e.g. Respect, Challenge, Kaizen, Alignment, PDCA, Science, Gemba, Problem-Solving

behaviours do
we need?
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Old "Dictator” Style: “Do

”

it my way.

Lean Leadership

1970s “"Empowerment” Style:
“Do it your way... ”

Lean Style:
“Follow Me, and we’ll figure
this out together ”.

,_.WE"’ER

X VISUAL PROCESS next
Az .
< 62 Y
~ — '_‘_l
Gts q-
w AR 11
= ‘ h ‘ P Future-State
Vision
"%, an W
- ( v
'
h |
Current
State * Create the vision for the future state

* Define the gap between the vision and the cument state

* Develop the process for closing the gap using PDCA thinking and

applying lean tools as necessary

* Help the organization continuously leam as it’s working to

® Coprgit 2% Lo Stopac Jalils, de. Al gt ol achieve the future state
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Lean Leadership

NEXT FUTURE

STATE
v ool

'5"5/

GtS
eg M —
Future-State
an NI

Vision

Set alignment around
the vision

Design & support processes
that provide value to
customers - value streams

p"\Q

=y

Current State

Develop people to take
personal responsibility
for solving problems

33@

g
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Lean Transformation Framework

Value-driven Purpose
Situational Approach
What problem are we trying to solve?

Management System

Process @ Capability

Improvement v/ Development
Continuous, real, Sustainable

PIEIEHE]) GRS improvement capability

improve t_he iavatile in all people at all levels
work is done

Leadership

Basic Thinking, Mindset and Assumptions

That drive this transformation
e.g. Respect, Challenge, Kaizen, Alignment, PDCA, Science, Gemba, Problem-Solving

What is our

basic thinking?
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How do you Build a Culture of PDCA?

Robust Problem Solving is What
Makes the Organization Successful
Problems are a good thing

Make abnormal from normal visible right now
— Helps workers do their jobs well
— Helps workers know when to ask for help
— Helps managers know what questions to ask

Live and teach PDCA — frequent and complete cycles of reflect
Involve everyone in problem solving

3 3 t © 2017 Lean Enterprise Institute. All rights reserved.
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Assumptions of Leaders that Drive Continuous

Improvement

" Focused on the means to

Let’s Identify the problem
achieve great results

and solve it together | Means-

oriented

““ Learner ” Systems l

thinking

- )

Processes and people
are aligned to achieve
organizational goals

* Take personal
responsibility
* No blame environment

H Internalize Respond

Disturb & I

l

Transformational Leadership Program Run smaII experiments on
® Copyr|ght 2009 Lean Enterprise Institute, Inc. All rights reserved. the system
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Unquestioned Assumptions of Leaders that Drive

Complexity

 Blanket solutions

 Use of CI specialists to solve
organizational problems

+ Not building capability of others

» Missing opportunities for

learning

——— "« Focused on the final result,
Result- not on the problem solving

oriented process

Fragmented
Thinking

Failure is not allowed

+ Fragmented actions
Employees feel the need

« Lack of organization- wide

to justify their actions strategy
» Someone else caused the e Gj
oroblem Command & Silos

Defensive

Rationalization of data Control

__ 4
 Metrics and status reports are the

Transformational Leadership Program primary management tool

+ Deferring to the person of highest
rank

® Copyrlght 2009 Lean Enterprise Institute, Inc. All rights reserved.

ERE

© 2017 Lean Enterprise Institute. All rights reserved.
Lean Enterprise Institute and the leaper image are registered trademarks of Lean Enterprise Institute, Inc.

L3
Lean Ty Transformation
Summit 2017

35



Summary: Lean Leadership = Mentorship

The Lean Leader leads:
— By setting the vision (more why than how)
— By building systems and processes that cascade responsibility
— By influence, persuasion, example
* by walking the talk
* by being knowledgeable
* by getting into the messy details
* by coaching and teaching
— through PDCA learning cycles
— through questioning
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Lean Leadership & the Lean Transformation Framework
— Lessons Learned from Lots of Experiments!

David Brunt, Lean Enterprise Academy, U.K.
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