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2007                   -                  2017 



The Lean Transformation Framework 
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Bubble Legend 
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Lean 
Transformation 

Framework  

Key Points to 
Sustainability 



TaylorMade’s Journey: 2007-2017 
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How we got here: 2007-2009 
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Light lean only in manufacturing 
 
Employee engagement focus 
 
Tried Kaizen 
• Adding some value 
• Including people closest to the work 
• Having a little fun 

 
Started with Lean Fundamentals 
 
Dedicated resources 

Lean Journey 

Employee Engagement

Business Impact

Sustainability



Theme: Final Report & Celebration for improvement effort in G10 
& B61 Material Handling Productivity

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

Author: Kevin Limbach                                                                           Date: 12/21/2007

I like what I'm 
hearing…

I told you guys 
Viaware could 
do all this stuff!

YOU 
CAN 

HAVE 
YOUR 
CAKE 
AND 
EAT 

IT 
TOO!

This team was 

AWESOME to 
work with!!!!

Really nice cake...

Congratulations to the New Direction team as they 

report on their success!

OK, guys, I 

really have to 

admit it...

Brad thanks the team for all their hard work.

Johnny and Benji were 
there, too...

Connected 
to larger 
company 
initiative of 
Employee  
Engagement 

Key Point to 
Sustainability 
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How we got here: 2009-2011 
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CEO attention 
• Growing but not in line 

with profitability 
• Results from lean effort 
• Go big and wide 

 

Strategy Deployment 
 
Grass roots 
• Heavy Kaizen activity 
• Mass lean basics training 
• More facilitators 

Lean Journey 

Employee Engagement

Business Impact

Sustainability

Employee Engagement

Business Impact

Sustainability



How we got here: 2009-2011 
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Top down SD didn’t work 
 
 
 
 
Grass roots 
• Heavy Kaizen activity 
• Every DC & Assembly EE 
• Onsite lean basics training 
• More facilitators 

Lean Journey 

Employee Engagement

Business Impact

Sustainability

Employee Engagement

Business Impact

Sustainability



How we got here: 2012-2015 
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How we got here: 2012-2015 
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Lean Journey 

Keep going in Ops and 
be ready when the 
business comes back 
around 
 
Departmental Strategy 
Deployment with CEO 
catchball 
 
Continued  grass roots 
with lean basics 
training 
 
 
 

Lean Journey 

Employee Engagement

Business Impact

Sustainability

Employee Engagement

Business Impact

Sustainability



How we got here: 2007-2017 
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TMPS Training Overview 

Day 1 – Theory & made up 

examples 

 

Day 2 – Guidance through 

real TaylorMade problems 

with data set 

 

Next 2 months – Trainee  

1-on-1 coaching.  Result is 

completed A3 on local 

business problem 
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LTF – How do we 
develop the 
capability?  



8 step problem solving A3 template 

© 2017 Lean Enterprise Institute. All rights reserved.  

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

 
15 

LTF – What is our 
basic thinking?  



Day 1 – Theory & example 
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LTF – What problem 
are we trying to 

solve?  



Day 2 – Real TaylorMade problem 
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Follow up coaching 
 

 

1st pass @ step 1 
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LTF – What 
management system 
& leader behaviors 

do we need?  



Signatures: Luis Medina 5/8/15

Prioritized Problem:

Units on WMS files for INVM. Transactions causing a inventory reconciliation  

of 52,000 units Vs. a STD of 0

Theme: Inventory Reconciliation

1. KPI Identification

Current Situation

68,375 Units are > 24 for all 
DC's on Inventory Reconciliation 

report on 04/24/2015

Ideal Situation

Zero Qty. of units on the 
Inventory > 24 per sku 
Reconciliation Report

Ultimate Goal

Improve Inventory Accuracy / 
A.T.P Dating 

2. Grasp the Situation

6. See Countermeasures Through

7. Monitor Process and Results

3. Problem Statement

Gap

68,375 units >24 On Inventory 
Reconciliation Report for all 

CBD 54,429HDN 12,806 DC/1 1,140DC/2 0 I85 0 By DC's

Components 

53,302 
Finish Goods 

1,127
By CBD Inventory Type 

Hosel Cartridges: 52,000 Others: 1,102 By Product Type

INVM: 52,000 By W.M.S Transaction Type

8. Sustain 

# of Days with 0 WMS Files downloading between 
Data loaders = 18

9. Celebrate

Report out on 06/09/15

Non.INVM: 0

5.  Develop Countermeasures  

4. Cause Analysis

Trainee Examples 

LTF – How do we do 
& improve the work?  
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WHY? Longer leadtime for processing invalid Returns

WHY? Because, there is manual intervention must take place

WHY? Because, RA doesn't flow correctly thru the process

WHY? Because, many cases, we have RA routed 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 big to go line by line & user forgets to change

point of  issue 
detection

Return
Processed
I-85

Goods Receipt
&Inspection
I-85

Goods Return
Customer

RA Order Entry
CS rep

Theme: Return for Credit
1. KPI Identification

2. Grasp the 
Situation

3. Problem 
Statement

5.  Develop Countermeasures and 6. See Countermeasures Through

7. Monitor both Process and Results

8. Sustain & Celebrate

4. Cause 
Analysis

Improve credit back speed to 
customers

Ultimate Goal

LT for issuing credit to <1 day upon 
receipt of club in ALS

Ideal Situaion

Avg. LT for receipt to credit was 3.2 
working days (= 9,047 order days) 

during 9/2 - 10/6.

Current Situation

Credit Issued
Credit

POO

Prioritiezed Problem:
250 RAs were sent to invalid  

status due to wrong  return 
wharehouse  entries in Orcale 

return orders. These wrong 
entries were created by 

copying original Oracle orders 

with wrong warehouse info 
for returns. 

Goal Statement:

Eliminate  250 RAs (=1,773 

order days) of wrong
warehouse  entries  caused by 
copy of original Oracle orders 
by 12/31/15..

Total RAs: 2,825 RAs

Avg. LT 3.2 days

9,047 order days

Invalid/Hospital 557 RAs

Avg. LT 4.55 days

3,820 order days

Invalid

507 RAs
Avg. LT 4.79 days

3,656 order days

Wrong Whs 

274 RAs

Avg. LT 4.6 days

1,924 order days

Copy

250 RAs

Avg. LT 4.67 days

1,773 order days

Online

24 RAs

Avg. LT 3.89 days

151 order days

RA doesn't Exist

86 RAs

Avg. LT 4.93 days

632 order days

Pending

75 RAs

Avg. LT 4.51 days

520 order days

Added Lines

17 RAs

Avg. LT 4.7 days

121 order days

No RAs

16 RAs

Avg. LT 4.93 days

118 order days

Wrong RA

16 RAs

Avg. LT 5.46 days

126 order days

Misc

15 RAs

Avg. LT 4.51 days

104 order days

Hospital

50 RAs

Avg. LT 0.87 days

165 order days

Good Flow 2,160 RAs

Avg. LT 2.42 days

5,227 order days

No Date 108 RAs

N/A

PP
countermeasure Task Who When Status

Oracle Personalization Get IT time estimate Shogo 11/10/15 Completed

Request for Prioritization Shogo 11/15/15 Completed

Development Authorization Silvia 11/17/15 Completed

Implementation IT team 11/23/15 Completed

Gather Results Shogo 12/31/15 In Progress

1
• Run daily reports to track items going into Invalid-Copy, to make sure the 

problem is solved

2
• Move on to the next problem in 2nd box (Grasp the Situation)

3
• Continue until Ultimate Goal is achieved.

Countermeasure Effectiveness Cost Risk Score

1 Oracle Personalization: Default warehouse to I85 for all copied returns 5 3 4 12

2 Visual Job-Aid with circle/slash of steps for entering a return into Oracle 5 5 1 11

3 Specialize a CSR/I85 Operator to only do copied returns (habit-to remember changing whse) 3 5 2 10

4 Add visual on bulletin board: Accuracy reports with usernames 3 5 2 10

5 Visual cue on Oracle form to remind user to check warehouse field 4 3 3 10

6 Put warehouse field on the first tab in Oracle 4 3 3 10

7 Automatically create an RMA for every order via system with correct whse 5 3 1 9

8

Put warehouse prominently on the PDF confirmation and in subject line, so user can catch an 

error and change before its booked 3 3 3 9

9 Color code based on warehouse on the screen and on the PDF 3 3 3 9

10 Training of CSRs and I85 to change whse using bulk update 2 5 1 8

11 Make RMA number dependent on the warehouse it's going to 4 3 1 8

12 Fire the first person that does it wrong 2 2 1 5

Richard Brodhagen Konda Reddy Polu

Amber Hawkins Silvia Saldivar

Patrick Joyce Glenda Brooks

Robyn Bryan Kevin Limbach

Luis Medina Chad Wallin

David Damitz Brad Wardenburg

Rachelle Evans Tom Craig

Antim Chaudhary

Trainee Examples 
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Theme: Improve On time Delivery to Jocassee

1. KPI 
Identification

2. Grasp the 
Situation

3. Problem 
Statement

5.  Develop Countermeasures and 6. See Countermeasures Though

7. Monitor both Process 
and Results

4. Cause 
Analysis

Ultimate Goal

Ideal Situation

Improve Service 
Levels

Current Situation

All deliveries to Joc

V.A.D. -3 days

100%

Deliveries to Joc 

V.A.D. -3days

45% 

Priortized Problem:  

Eliminate late deliveries to 
Jocassee due to DC1 being late 
with units availiable to pick up,
because units are picked after 
12pm pst.

Goal Statement: 

Eliminate 23% of late deliveries

3.64

3.41

3.3

3.5

3.7

Current Future

Original Gap
CPU

picked by 
CS rep

Vendor 
Assigned

Transmit to 
Manhattan

approx 5-10
min approx

54 min

POO

Why are units picked by customer serivce 
after 12pm PST?

Customer service has other priorites before 
12pm PST.

Why?

Why?

Why?

Customer service does not have time go 
through their crested order book until after 

12pm PST.

Countermeasure

23%

0%

0%

5%

10%

15%

20%

25%

Current Future

Priotitized Problem:
late units picked after 12pm 

pst

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

Jocassee
$4,919,237

1,351,076 units
$3.64 cpu

Standard Charge
$4,054,202

569,969 units
$3.00 cpu

Additional Charge
$865,035

781,107 units
$.64 cpu

Shipping
$48,316
$.03 cpu

VAS
$35,330
70,573

$.03 cpu

Rush Charges
$781,389

781,107 units
$.58 cpu

DC 1 Late
$739,756

738,970 units
$.55 cpu

Transmit Before 12
$384,672

384,264 units
$.28 cpu

Transmit After 12
$355,083

354,706 units
$.27 cpu

transmit day 0, waved day 
0, ready day 0, Jocasee did 

not pick up
$22,192

22,169 units
$.02 cpu

transmit day 0, waved day 
1, pick up day 2

$332,891
332,537 units

$.25 cpu

picked before 12
$22,192

22,169 units
$.02 cpu

picked after 12
$310,698

310,367 units
$.23 cpu

CS Request
$41,333

42,337 units
$.03 cpu

WSI
$934,442

316,745 units
$2.95 cpu

Countermeasure Who? When? Effectiveness Risk

Establish new cutoff time for Vendor assigning orders Cresting Ops 10:30am daily Good none

No more manual picking* CS 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

0

0.1

0.2

0.3

0.4

0.5

0.6

0.7

0.8

0.9

1

Ideal 2014

Joc On Time Del VAD -3 days

Gap =
55%

0

0.2

0.4

0.6

0.8

1

Ideal Future

Joc On Time Del VAD -3 
days

New 

Gap =
32%

2.5

2.75

3

3.25

3.5

3.75

2014 Ideal

Jocassee CPU

Gap = 
$.58

55%
late 

23%
late

0

0.2

0.4

0.6

0.8

1

Jan Feb Mar Apr May

On Time V.A.D. -3 days

Trainee Examples 
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   Eliminate Chargebacks Due to UCC128   

   Label will not scan due to wrinkle

   Reduce Chargebacks by $ 2,719

   Elimination of Wrinkles 

Signatures: 14-Jul-2014

   Prioritized Problem:

   Goal Statement:

Tim Fears

Theme: 2013 Reducing Chargebacks ($/carton) 

1. KPI Identification

Current Situation

$0.64 per Carton

$497 = $0.64/carton

774K

Data  Jan. - Dec. 2013

3. Problem Statement

Ideal Situation

$0.18 per Carton

(WSI Benchmark)

Ultimate Goal

REDUCE COST!

0.35
0.34

0.72
0.87
0.89

0.41
0.86

0.64
0.89

0.68
0.56

0.59

0 0.2 0.4 0.6 0.8 1

DEC

NOV

OCT

SEP

AUG

JUL

JUN

MAY

APR

MAR

FEB

JAN

Total CB/Total Cartons
0.64

$0.18 

0

0.1

0.2

0.3

0.4

0.5

0.6

0.7

Current Ideal

2013 Chargebacks

Gap = $0.46
(Reduce $356,000)

Gap

2. Grasp the Situation

2. Grasp the Situation continue

6. See Countermeasures Through

This Data
is an 

assumption 
for the 
aboveWrinkle

4. Cause Analysis

5.  Develop Countermeasures and  

0

2

4

6

8

10

12

14

16

18

41275 41306 41334 41365 41395 41426 41456 41487 41518 41548 41579 41609 41640 41671 41699 41730 41760

Valid Chargeback Wrinkled Lables

C/M

Valid Chargeback      22
WRINKLES 37

WRINKLES
7. Monitor Process and Results

POO

PP

Trainee Examples 
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Luis/Buddha Aug-16 High Low

Signatures: Brett Trotter

A
ll 

Cl
ub

s
Ty

pe

   
   

   
   

 

M
od

el
 D

ef
ec

t
Ca

te
go

r

y

Countermeasure When Risk

Implement Serial # Mask in WMS

Who will 

Do?
Effectivness

Theme: Carlsbad Club Serialization 2016 

1. KPI Identification

Current Situation

2.5 % Error Rate

27,913 Errors

1,099,568 Shipped CC

Data  Jan. - Mar. 2016

Ideal Situation

1.5% Error Rate

Ultimate Goal

Eliminate Inaccurate

Serial # capturing

17342
3193

7378

0 5000 10000 15000 20000

DEC

OCT

AUG

JUN

APR

FEB

Total Errors Per Month 2.5% 

1.5% 

0.00%

0.50%

1.00%

1.50%

2.00%

2.50%

3.00%

Current Ideal

2016 Error Rate

Gap

2. Grasp the Situation

3. Problem Statement

4. Cause Analysis

6. See Countermeasures Through5.  Develop Countermeasures   

7. Monitor Process and Results

Quarter 1 (2016): 27,913 Errors

Stock-24,550 Custom-24,550

MW-13,200 Irons-11,350 MW-996 Irons- 567

UPC-2,825 TAG-205 CONT- 2,192 TMG-29 MISC-7,949

8 chars-3,087 8 +/- Chars-4,862

PP

Label Printed Box Check 
Packed

Applied To Box Box Picked 
Box Shipped to 

Customer

POO

2.54%

2.1% 

0.00%

0.50%

1.00%

1.50%

2.00%

2.50%

3.00%

Current Ideal

Original GapPP:  Eliminate inaccurate serial 

number capturing due to more or 
less than eight characters captured
per club (4,862). 

4,862

0
0

1,000

2,000

3,000

4,000

5,000

6,000

7,000

8,000

9,000

10,000

Current Future

Prioritized Problem  
Serial Numbers Captured with +/- 8 Chars.

0.44 % 
Improvement

GAP:
1.0%

GS: Reduce Inaccurate serial 

number capturing by 
eliminating all 4,862 errors, 
resulting in a .44% 
improvement.

SERIAL NUMBERS WITH MORE OR LESS THAN 8 CHARACTORS CAPTURED INACCURATELY 

RF GUN IS CONFIGURED TO CAPTURE MULTIPLE CHARACTERS

THE SERIAL NUMBER MASK IS NOT SET UP IN VIAWARE

WHY?

WHY?

Countermeasure

0

10000

20000 STOCK MW 8 +\- CHAR. ERRORS

ERRORSC/M

0

5000

10000

15000

20000

JA
N

FE
B

M
A

RC
H

A
PR

IL
M

A
Y

JU
N

E
JU

LY
A

U
G

SE
PT

O
CT

N
O

V
D

EC

YTD ERRORS 2016 

Trainee Examples 

Notice how 
they all look 
similar 
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Cascading A3 – Summary 

 

 

 

Summary A3 is 

connected to high level 

Strategy Deployment 

goals 

© 2017 Lean Enterprise Institute. All rights reserved.  

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

 
24 

Key Point to 
Sustainability 

Connecting Problem Solving A3s to 

Broader Company Goals 

 

Content will be displayed during  

the presentation 



Learning applied 

Connected to a larger company initiative 

Key Point to 
Sustainability 
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Connecting Problem Solving A3s to  

Broader Company Goals 

 

Content will be displayed during  

the presentation 



Trainee’s perspective 

Key Point to 
Sustainability 

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 
to make sense 

• Common language 
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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 
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Key Learnings for Sustainability 
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• 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 

 

 



What you should do when you return to work… 
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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.” 



Q & A 
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