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TaylorMade’s Lean Journey
Problem Solving at TaylorMade
Examples

Key Learnings

Q&A
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The Lean Transformation Framework

What pmblem arewe

VALUE-DRIVEN PURPOSE
- Situational Approach -
“What Problem Are We Trying To Solve?”

) 0 Leader
How do we do and PROCESS Behaviors CAPABILITY How do we develop
improve the work? 4 IMPROVEMENT DEVELOPMENT the capabilfty?

Continuous, Sustainable
practical improvement
changes to capability

improve the way in all people :
the work is done at all levels wmia-w}’asic
thinking?

MANAGEMENT
SYSTEM

BASIC THINKING, MINDSET, ASSUMPTIONS
That drive this transformation

N
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Bubble Legend

Lean

. Key Points to
Transformation y

bl
Framework Sustainability
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TaylorMade’s Journey: 2007-2017

Exec f

Training
06/69 A3 is the Tool”

[

Dave Larotie
¢ GTRTD The A3 mobile had an
accelerator failure

"We Need Business Excellence”

“Lets give it a whirl” .
Let's Try Lean”

A Simplified Message

5
Partnership with Lean
i Strategy Deployment Enterprise Institute

" L:;:’,;:,, E';r’;/;,"c‘m"g" TaylorMade
“%{;‘ 0i/09 Problem Solving
&
5 10 25 75 150 EEDING 175
S0S]
S050 Employees Employees Employees Employees Employees  AMERICA Employees
) San Diego
New
Direction “H Service with
1207 ts':rnm::ry ! - ;‘-:’?/
Our Big Conundrum ,D )) ﬁ
D L) [T isi 2
3 3 mw.z.:':rm 9 s?i"és':d Involving people  *Dave San, all we do is
Facilitators Facilitators 2Ll closest to the work PDCA."
MW VS = Work
[ [ [ [ [ [ | [
2008 2009 2010 2011 2012 2013 2014 2015
o5
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How we got here: 2007-2009

Employee Engagement

“Lets give it a whirtr e Need Business Excellence” Light lean only in manufacturing Business Impact

“Let's Try Lean”

-' ‘:31:‘ Sustainability
L M, E Employee engagement focus
10

5

SOS0O Empl Employees . .
iy T Tried Kaizen Lean Journey
‘","';{;’" * Adding some value
| * Including people closest to the work
* Having a little fun
Facili::ators
Started with Lean Fundamentals
[ |
2008 2009

Dedicated resources

' 4' © 2017 Lean Enterprise Institute. All rights reserved. Lean ﬁ Transformation
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Theme: Final Report & Celebration for improvement effort in G10 Team Name: New Direction
& B61 Material Handling Productivity Velarde,

Team Members: Pablo Valencia, Benji Lopez, Johnny Zapien, Jose
Mohammad Hajimoosa, Leo Monrroy, Luis Medina, Carole Miller, Tim Fears

Itold you guys
Viaware could
do all this stuff!

I like what I'm
hearing...

AWESOME to
work with!!!!

Johnny and Benji were
there, too... =

| This team was

OK, guys, I
really have to
admit it. ..

Author: Kevin Limbach

Date: 12/21/2007 I

© 2017 Lean Enterprise Institute. All rights reserved.
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Connected
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How we got here: 2009-2011

Ecc f

06/ 9 A3 is the Tool”

[

B GTRTD
009

Employee Engagement

Business Impact

i . Inlrolo “Everything is
Sustainability Lt‘mﬂ aProblem?”
25
Employees

Lean Journey

AL o) This is where 9
you start” o
N\ Facilitators
MW VS =

2010 2011

CEO attention

* Growing but notin line
with profitability

Employee Engagement

Business Impact

. RESUltS from Iean EffOI't Sustainability
* Go bigand wide
Strategy Deployment Lean Journey

Grass roots

* Heavy Kaizen activity

* Mass lean basics training
*  More facilitators

o5
Lean Y Transformation
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How we got here: 2009-2011

éxcc f

06/\,9 “A3 is the Tool"

Employee Engagement k/

Top down SD didn’t work

Oave Latotte Employee Engagement
Busi | ct GTRTD The A3 mobile had an

usiness Impa accelerator failure Business Impact
Intro to "Evi hi

Sustainability Seadale °:'r;/5'""'3 3 —
e Sustainability

25 75
Employees Employees
Lean Journey Grass roots Lean Journey

* Heavy Kaizen activity
* Every DC & Assembly EE
* Onsite lean basics training

I "—“m' isw o
.. .9 *  More facilitators
vas\ Facilitators

2010 2011

Lo
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How we got here: 2012-2015

5
\” Partnership with Lean
Enterprise Institute

Keep gOIng In Ops and I T Employee Engagement
be ready when the Businesstmpact | (@)

Employee Engagement

Business Impact

sustainability business comes back Sustainability

around

e FEEDING 176

Lean Journey Departmental Strategy SRR AR i Lean Journey
Deployment with CEO ol v
catchball DR\
Siarl| [IARITSE, Tuietan sls e

Continued grass roots o
with lean basics : | | |
training 2012 2013 2014 2015

23e 55 :
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How we got here: 2007-2017

Exec f

Training
0s/09 A3 is the Tool”

[

A Simplified Message 5
Partnership with Lean
i Strategy Deployment Enterprise Institute

o . . We Need Business Excellence” DEteLuiony
*Lets give it a whirl” GTRTD The A3 mobile had an
“Let's Try Lean” 7 accelerator failure
‘ P09 Evcryﬂu is
2. .53-.__' Leadership ‘,mb,c,',"g, TaylorMade
A e Problem Solving

ﬁ‘

&

— 5 10 25 75 150 FEED|NG 175
Employees Employees Employees Employees Employees  AMERICA Employees
) San Diego
New
Di ‘ rvice wi
b S R ot
Our Big Conundrum ,D )) ﬁ
D L) [T isi 2
3 3 mw.z.:':rm 9 SZ?(E:G Involving people  *Dave San, all we do is
Facilitators Facilitators W. closest to the work PDCA."
MW VS = ork
[ [ [ [ | [ | [
2008 2009 2010 2011 2012 2013 2014 2015
o5
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TMPS Training Overview SRS

develop the
capability?

Day 1 — Theory & made up
examples

Day 2 — Guidance through
real TaylorMade problems
with data set

Next 2 months — Trainee

1-on-1 coaching. Resultis
completed A3 on local
business problem

Nif 2 © 2017 Lean Enterprise Institute. All rights reserved. Lean i Transformation
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8 step problem solving A3 template

Theme: Siatoment
LA tion LTF — What is our
basic thinking?

Bl
Situation

5. Develop Countermeasures and 6. See Countermeasures Though

7. Monitor

both Process
and Results

8. Sustain & Celebrate

o \,‘7
.3,. 3’ ﬁ © 2017 Lean Enterprise Institute. All rights reserved. Lean Transformation
2
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Day 1 — Theory & example

Theme: Metric you are trying to Improve el —
s owe + aun e~ Impact on LTF — What problem
19 rr::uucnlvn-y/»pud T Original Gap,’
Purpose of your work Ultimate Goal ot :

@ By When?

Safety

. Specific Problem are we trying to
t  Contribution?
Messarable Contributon Anaiveis

solve?

In order to clarify the root cause,

ghly gate the process i

"wuv-r‘ (Speculate Causes)

r N ®F

~benchmark b
E Visualizing

c e
“Actual performance Current Situation (Making Explicit)

“Based on FACTS.

Confirm facts, and if there’s
2. Grasp the no cause-and-result sequence
Situation in the cause, stop asking
== FWHY?"

(>=<)

E,— Larée / Vaéue Prom\

v
What Qreak down “ 7 Root Cause

asiire
! }
Where l Problem ' . Problem . l Problem ' 5. Develop Countermeasures and 6. See Countermeasures Though
reak down

When 1 l 1 1 l | l — T e = —
= ey ‘
3 Prioritize W g o~ L s
the problem e bl sy POR RN W
to pursue
7. Monitor Custom Inspection Shipping Error
4~See the Process|| B2Emsese | 1= i, Monitor @ Specific Problem

Point of
Cau:

IRERR R

8. Sustain & Celebrate

Recognition

Lo
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Day 2 — Real TaylorMade problem

- = = 3. Problem
Theme: Stock Club On Time to Promise Statement
Ultimate Goal Problem Statement: )
N 56,600 at once available lines don't
Improve service by transmit vs. a standard of O
ly p
oTTP product orre Goal Statement: ew OTTP Gap:
0o o - Reduce NOT transmitted to O by Dec 2011 37%
PR et :: Resulting in an 8% increase to OTTP
so% ldeal Situation .
%
- % s % 95% OTTP -~
son
o o - 4. Cause I At once Available lines that didn't transmit ]
o Current Situation - _—
10% + 50% OTTP Y2D 0% " - .
o - > Product Unavailable Product available but tied to
Jan Feb mar Ao May o 341,368 = 50% Coment el § (No finished goods) order with product unavailable
683,511 T
——
= Components didn’t get assembled Comfil inventory doesn’'t match
2. Grasp the = actual inventory
All Customers: T
683,511 Lines Y2D . - .
342,143 Not On Time = Didn’t have capacity to build all
= cut work orders
50% Not OTTP j— I
> Cutting monthly sku demand
I .
= instead of daily
At Once Future
o 297,115At Once Lines 386,396 Future Lines
= 134,867 Not On Time 207,276 Not On Time 5. Develop Cot measures and 6. See Ci T es Though
45% Not OTTP (20% of gap) 54% Not OTTP (20% of gap) Cour e Effectiveness| Cost [ Lead Timeto 1t | Feasibility
Increase production capacity Excellent | Expensive Long Hard
Promise out based on capacity Poor Cheap Short Easy
Available Today: Backordered: Reduce batch size to what's “due”. Excellent Cheap Short Eas
= 201,528 Lines Available to ship 95,587 Not Available to ship i T — i
= ! ! g 3 Dsn |C or what's "Due"_|Daily 7/25/2011-7/25/2001
x 77.534 Lines Not On Time 57,333 Lines Not On Time [Shaa [Builcan sku's “gaily” in smali bscches  |Daily 7/25/2001-7/25/2001
= Voo mestingto monitor results Daily 7/25/2011-7/28/2001
389% Not OTTP (11% of gap) 60% Not OTTP (8% of gap) Team e — e ——
— 7 i orre (ar on
both Process oo =
Customer: ) Credit: Order Entry: Shipping: and Results
Sales: Places N Order -
Contacts Validates N Picks and
order transmitted N
TMaG customer : ships
" to shlp doc
e
£ /
=
Stuck in Credit: Stu[kln OE: StuCklnShlp
0,204 56,600 11,620 8. Sustain & Celebrate
456 (1% of Gap) 2896 (8% of Gap) 69% (2% of gap) Dave “Browning” Preser.natlcn 8/10/2011
| Kathy Lobe rg Presentation 9/1/2011
Prioritized Problem: Drinks, dinner and golf! 9/2/2011
At once Available lines that don’t drop to shipping ATP (Rev 2) 9/5/2011

e
|

L?
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15t pass @ step 1
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HEREER=E]OES

Theme: Inventory Reconciliation

1. KPI Identification Ultimate Goal Inventary Reconsiliation >34 all DE's warehouse

3. Problem Statement

Prioritized Problem:
Units on WMS files for INVM. Transactions causing a inventory reconciliation
of 52,000 units Vs. a STD of 0

Improve Inventory Accuracy / oom

A.T.P Dating 70,000

2275

o000

LTF — How do we do

Prioritized Problem Original Gap

1 ation ey 1 e Fin P risrisize ok e

Ideal Situation

Zero Quy. of units on the
Inventory > 24 persku
Reconciliation Report

o |
P oo

& improve the work?

—

68.375 Units are > 24 for all e 5
DC's on Inventory Reconciliation °
report on 04/24/2015 Current Units »24 for oliDC's  ideal

2. Grasp the Situation [ g 375
Reconc

nits >24 On Inventory
iliation Report for all

[ imsimr w3 i it e

Modify etz oader £ 1t
Modi Data loader process NVM ransaction and
#1and remove ITacopers | on. VW Transecionst> | iy | o
Data loader #2. Oratlesothat the WhS fles
get archived Removal of
Detz Lnader 82

By Product Type ]

——

P 7. Monitor Process and Results 8. Sustain
w§ d
i s Eﬁiﬁiﬂi’ ays with 0 WMS Files downloading between:
i - Vi Ditaloaders = 18
= |
]
i - 5. Celebrate
£ s
H .
2 . o
i s s
Signatures: Luis Medina 5/8/15

oy
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Trainee Examples

. o 3. Problem — ) o
Theme: Return for Credit priovted prolem: Avg. IT reduction by efiminating
Invalid RA with Wrong Whse input h .
\dentification Prioritiezed Problem: Wrong Whs copy issue
. - Ultimate Goal o to et o i
Reaceipt atI-85 To Cradic Improve credit backspeed to wharehouse entries in orcate | |1 062days
. EEETETS return orders. These wrong 100 )
o entries were created by 1400
e copying original Oracle orders 1200
- " with wrong warehouse info 1000 2
s Ideal Situaion for returns. B0
1 LT for issuing credit to <1 day upon Goal Statement: . 1
@ receipt of club in ALS Eliminate 250 RAs o
[ order days) of wrong. o 0
- LT warehouse entries caused by
copy of original Oracle orders Curent fure Current Future
Receipt at I-85 to Credit by 12/31/15.. mOrder days 8 Order days
in order days
ey Current Situation
ey
700 Gap = 0.222 araar deval Avg. LT for receipt to credit was 3.2
=000 working days ,047 order days) WHY? Longer leadtime for processinginvalid Returns
:“"’“ during 9/2 - 10/6.
000 WHY? Because, there is manual intervention must take place
“ J— [ WHY? Because, RAdoesn't flow correctly thru the process
A asve WHY? Because, many cases, we have RArouted to wrong whse
Data sample: 9/2-10/6 WHY? Because, copy/paste warehouse info from oracle order and don't change whse
WHY? Because, order is too bigto go line by line & user forgets to change
. Devel nter resand 6. nter I
o T e
raie st DTN o oSl T s 5
ot i f e et s i
ialoes G oty 6 e e b e -
Wrong RA o s o an e ST TGO E — —— 3
16 RAs. [Training of CSMs and 185 to change whse using bulk upd: gl El 1 ) =)
Z. Monitor both Process and Results Wrang Warsnouss Entries by erder copy. o
countermeasure Task Who  When  Sttus |
Online Oracle Personalization Get ITtime estimate Shogo  11/10/15 Completed | |7
24 RAS o 1o
e LT3 550 Requestorbrionzaton  Shogo L1515 Complted |
go) T51 orer davd pu\m - DevelopmentAuthoriation ~ Sibia  1/17/15 Completed | I I I
m tion Implementation Tteam ~ 11/23/15 Completed | & |
Gather Results Shop TS g | e e et
8. Sustain & Celebrate |
Return Recei Return
RAOrder Entry GoodsiRetu GoodsiRecelpe Credit Issue = Run dallyreport fo rack s 59ne s TallaCopy, o ke sire e Gelebrate . e Kendsseddypon
CSrep Customer &lInspection Processed Credit problem is solved ] o nanan o ey !
1-85 1-85 + Move on to thenext problem In 2nd box (Grasp the Situation) | Tobmien  Kewmumbedn
Luis eding Cradtwatin
* Continue until Ultimate Goal is achieved. ] :::AZ:’:’;J:;S ‘T’;‘:‘ Z‘:.':E""“"
Pizza & Champagne  antm chaudhary

© 2017 Lean Enterprise Institute. All rights reserved.
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Trainee Exam

Theme: Improve On time Delivery to Jocassee 3. Hroblem Priotitized Proble Joc On Time pel VAD-3 Original Ga,
Statement late nits picked after 12pm v e
Priortized Problem: pst N 37 ves
Ultimate Goal Eliminate late deliveries to 25% 23%
cation Joc On Time Del VAD -3 days Jocassee due to DC1 being late o8
Improve Service with units availiable to pick up, 2%
1 because units are picked after o5 o6 3s
Levels Tapm pt. 0n L.
0.9 cont s 10% }
—_— o8l Statement: 0z
X | Si lon os El 23% of late deli = o
Gop All deliveries to Joc o7 iminate e delivenies o ° 33
¢ oe Curent ronre ldeal | ruture Curent | Future
V.AD. -3 d
ays o5
100% 0.4 4. Cause
0.3 Analysis Why are units picked by customer serivce
Current Situation 0.2 after 12pm PST?
Deliveries to Joc 04
V.AD. -3days o
2014 \deal W Ideal 2014 Customer service does not have time go
through their crested order book until after

12pm PST.

$6.1M, 1,667,821 units, $3.51
Cou

2. Grasp the
Situation

Jocassee.

Customer service has other priorites before
12pm PST.
Soraord Chae Aaarona e

$4,054,202 $86!

555585unts 78T 30T unts
4 ; nten
$3.00 cpu .64 cpu Countermeasure
R e
spipping
i 538520
$ 03 cpu $.58 cpu

untermeasure Who? When
‘I —— Establish new cutoff time for Vendor assigning orders |Cresting Ops 10:30am daily  |Good none
s 3o a " No more manual picking* S NA Good none
- Move last autopick to 10:30am IT 10:30am daily  |Good none
Order picked after 12pm, VA to following day Cresting Lead after 12pm daily |Good low

B

On Time V.A.D. -3 days

.

approx 510

o8

06

0.4

02

Transmit to
Manhattan

Assigned

Lo
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Trainee Examples

Theme: 2013 Reducing Chargebacks ($/carton) 2. Grasp the Situation_continue

e - Label
1. KPI Identification ; G 2013 Chargebacks Label Label Applied Carton Transit Scanned at
0.7 Printed To Box to Customer
Total CB/Total Cartons REDUCE COST! 20 Customer
JAN 0.59 " n :
FEB .56
Mar 0.68 $0.18 per Carton El | Ink Smear | | Ribbon Bad | | Dirty Print | | Wrinkle | | Smudge | Scanner |
APR 0.8 ws1 Benchmark) head Calibration
maAY 0.64
JUN 0.86 \ 3. Problem Statement
JuL 0.41 Current Situatiorr Prioritized Problem: Prioritized Problem Original Gap
AUG 0.8 $0.64 per Carton - — et | s —
S 087 $497 = $0.64/carton Eliminate Chargebacks Due to UCC128 a— s
N . 003
NOV 0,34 774K Current Ideal Label will not scan due to wrinkle sxom oy
DEC 0.35 Data Jan. - Dec. 2013 0637
Gap = $0.46 et sasas
° 02 04 0.6 o8 1 (Reduce $356,000) Goal Statement: Lo ou
2. Grasp the Situation Reduce Chargebacks by $ 2,719 . o s e
| Elimination of Wrinkles Curent Future. Future
e talearen 1 e eaearien 4. Cause Analysis
CT |
(I — |

5. Develop Countermeasures and 6. See Countermeasures Through
[—
o counman e ] || [P ——
SURP—— = I | e 5
[ — NSRE——————— i | o= = e [seome pcioce 35
7. i Process and
UCC128 Label Format This Data 18 WRINKLES Valid Chargeback 22
Incorrect - will not scan isan 16 WRINKLES 37
assumption 14
for the 12 /™M

10

s

6

a

15 2

10 > , °

41275 41306 41334 41365 41395 41426 41456 41487 41518 41548 41579 4160941640 41671 41699 41730 41760
0
Ink Smear Label Placement Dirty Printhaad Ribbon
{Data April 2013 - April 2014) = \/alid Chargeback —#— Wrinkled Lables
Tim Fears 14-Jul-2014

Lo
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HEREER=E]OES

3. Problem Statement

Theme: Carlsbad Club Serialization 2016

1. KPI Identification Ultimate Goal L i serigl Prioritized Problem Original Gap
- number capturing due to more or Serial Numbers Ca d with +/- 8 Chars.
2"""3'1; hacourate less than eight characters captured erial Numbers Capture: - 3.00%
Total Errors Per Month erial # capturing per club (4,862). 2.54%
— 7378 2.50% QLIS 2.50% M
N e e | Notice how
eal Situation X
APR 1734 e GS: Reduce Inaccurate serial 2.00%
1.5% Error Rate 50% number capturing by
Jun Gap eliminating all 4,862 errors, 1.50%
SRS IR reslting 405 t ey all loo
improvement. 1.00%
AUG 2.5 % Error Rate 0.50% P
27.913 Errors 0.50% . .
ocT cc 0.00% SI m I Ia r
0.00%
DEC Data Jan. - Mar. 2016 Current Future Current Ideal
(] 5000 10000 15000 20000
4. Cause Analysis
MORE OR LESS '

[ SERIAL

2. Grasp the Situation

¥

=%
= g { RF GUN IS CONFIGURED TO CAPTURE MULTIPLE CHARACTERS }
§ ‘ Stock-24,550 Custom-24,550 * < 5 ‘
WHY?
'g MW-13,200 Irons-11,350 ‘ MW-996 ’ ‘ Irons- 567 ’ [ THE SERIAL NUMBER MASK IS NOT SET UP IN VIAWARE ]
=
3 UPC-2,825 } [ TAG-205 } [ CONT- 2,192 } [ TMG-29 } ‘ MISC-7,949 ‘ ‘
5
g > 8 chars-3,087 8 +/- Chars-4,862
3 I } ‘ / ‘ 5. Develop Countermeasures 6. See Countermeasures Through
Countermeasure Whowill | \hen Risk
Do?
Implement Serial # Mask in WMS L Aug-16 High Low
7. Monitor Process and Results
20000 STOCK MW 8 +\- CHAR. ERRORS YTD ERRORS 2016
: ——
bel Printed Applied To Box Box Picked Box Shipped to c/m ERRORS 20000
Customer
10000 15000 7
10000 |
so00
o ° | NI
z@z2zuxoE53Y
R R S o S S PP Z538x23555532
D’f’gb@hgﬂ&’b@;\f’mfﬁ’ﬂ@;@@b& §g§22<mozﬂ
Slgnatures: Brett Trotter

© 2017 Lean Enterprise Institute. All rights reserved.
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Cascading A3 — Summary

Key Point to
Sustainability

Connecting Problem Solving A3s to Summary A3 is
Broader Company Goals connected to high level
Strategy Deployment
Content will be displayed during goals

the presentation

. - q
'3. 3‘ 'g © 2017 Lean Enterprise Institute. All rights reserved. Lean i Transformation
2\
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Learning applied

Key Point to

Sustainability

Connecting Problem Solving A3s to
Broader Company Goals

Content will be displayed during
the presentation

Connected to a larger company initiative

. - q
'3. 3‘ 'g © 2017 Lean Enterprise Institute. All rights reserved. Lean i Transformation
2\
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Trainee’s perspective

Key Point to
Sustainability

s bl n...--“"’"
BT W o bu Aei
o e A e S
A et )

?

Coaching benefits:

* Daily progress

 Make the story flow better

» Keeps you from skipping steps
and staying focused on one
issue at a time

* Prioritized Problem at Point Of
Occurrence (PP @ POO) needs

J to make sense
e e Common language

L?
© 2017 Lean Enterprise Institute. All rights reserved. Lean i Transformation
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Key Learnings for Sustainability

» Problem solving is hard to teach and learn
o Difficult to accept that we won’t close the whole gap in one pass
o Very hard to focus on ONLY one root cause at a time
o Getting to a Prioritized Problem at the Point Of Occurrence (PP @ POO)
o Small improvement can be a show stopper for some people
O

Trainees will understand the thinking and use common language but
most will not progress without coaching

o 1-on-1 coaching proves essential to becoming independent problem
solver

23e 55 .
‘Cf 2 © 2017 Lean Enterprise Institute. All rights reserved. Lean Transformation
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Key Learnings for Sustainability

» Every A3 tells a story and it has to flow

» Connect your problem solving efforts to a company wide initiative, for example
Employee engagement or Operational excellence

» We discovered our efforts had to be consistent with company culture —
competitive, fun, & irreverent

« Don't try to spread lean simply by reading a book
 Insist on using standard A3 formatting and language that works for your company

« We've created people who focus on solving one problem at a time who are still
working with people who want to use a shotgun approach

n T
‘3 3 t © 2017 Lean Enterprise Institute. All rights reserved. Lean Transformation
Cf’ ﬁ?’ 28
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What you should do when you return to work...

1. Identify someone in your organization who will gain a deep understanding of A3
problem solving AND be disciplined enough to stick to the process - because it
will be hard!

2. Find at least one company-wide initiative you can connect to your problem solving
efforts.

3. Start an A3 and learn as you go.

“It's easier to act your way into a new way of
thinking, than think your way into a new way
of acting.”

23e 55 .
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