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Gemba Based Improvements

‐ 3C Framework  ‐

Developing a Respectful but Critical Eye 
to Assess Work Processes at the 

Gemba
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SAFETY MOMENT
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Building L.I.F.E.
Live Injury Free Everyday
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TODAY’S AGENDA:
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Little bit about us and Turner
Objectives 
Video (Observation Exercise)
How at the GEMBA ?
The 3 C’s (Work Breakdown)
Some Results
Is this Problem Solving?
Q & A 
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Bryant Sanders
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VP & Director of Lean
Lean Manager

LEI Senior Coach

David Solomon
Bob Grimes
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LEARNING SESSION OBJECTIVES
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Use your eyes, ears, and legs to see, listen, and respond more effectively to what 
people (closest to the actual place of work) are telling you.

Break down, measure, and improve any work process using Content, 
Characteristics, and Categories.

Use this critical eye to help improve the problem‐solving capabilities of your 
people.
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Observation Exercise

Pen & Pad Ready !
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Watch the Work !

Write down the steps !
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5 min work video



TURNER CONSTRUCTION COMPANY 
Gemba Based Improvements

What did you see
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Another Look

1st 2 min
less than half the time

We recorded 38 
steps
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10.5 %
disrespectful to a 

worker

23.7 %
was unnecessary 

burden
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So HOW ? 
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

We use this basic thinking : 

Grasp

Set Target

Strategy

Test

Effect

Next Steps
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Tilling The Ground

• Build Trust
• Gain Permission
• What their pain points are
• What they are proud of
• Daily Management
• Vocabulary

We learned the HARD way (effort and 
struggle) helped us
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Give yourself permission to learn!
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

We cannot think about improvements or ideas to 
make the work better without first observing 

what is happening NOW.
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Let’s breakdown the work
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Content
Characteristics
Categories

The 3C Framework
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A

Value 
Added

Waste

Incidental 
Work

Motion

W
o
rk

Work that advances or converts 
raw materials closer to a finished 

product

Content

• Driving Screw into stud
• Welding flange to column
• Marking centerline (Layout)

Needless elements of 
production that create no 

value and should be 
eliminated 

• Waiting or Walking
• Looking for material
• Measuring

Work that does not convert to a 
final product but is necessary 

under present working 
conditions

• Hooking drill to hip
• Lowering lift 
• Measuring
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Driving Nail into Post

What is:

• Value Add

• Incidental

• Waste

Content
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7.9%
Value Added

60.5 %
Incidental

31.6%
Waste
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Hard

Overburdened Uneven

Human 
Work

Characteristics
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Characteristics

Hard

Burden

Uneven
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26.3%
Hard or Uneven 
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A

Categories

Abnormal (A)

Periodic (P)

Cyclical (C)

Work that deviates from standard and must 
be eliminated

Not every cycle but with some frequency to 
maintain quality, safety, and/or conveyance.

Occurs every cycle to complete the unit
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Categories
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15.8%
Abnormal (A)

Periodic (P)
21.1%

Cyclical (C)
63.1%
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Cyclical (C)

Periodic (P)

Abnormal (A)

Yamazumi
(山住)
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SO now what ?
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

To this point we have shown you how using the 
3C’s framework can help you study deep and 
breakdown what is currently happening.
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Gemba Based Observation ‐ Flow
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If satisfactory, establish 
new processA

Grasp

Set Target

Strategy

Test

Effect

Next Steps
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Cut Station video
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

BEFORE
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

AFTER
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

AFTER
(Rev 5)
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

BEFORE
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

AFTER

25% decrease in 
burden of 
movement
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Decreased 
movements 

from 10 down

to 3
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Reduction of 40
seconds per 

cycle

31% increase in
production by just 

removing burden and 
uneven work
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

BEFORE



TURNER CONSTRUCTION COMPANY 
Gemba Based Improvements

39

Put a plan into action

Measure effect

If satisfactory, establish 
new processA

AFTER
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA



TURNER CONSTRUCTION COMPANY 
Gemba Based Improvements

41

Put a plan into action

Measure effect

If satisfactory, establish 
new processA
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA
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Put a plan into action

Measure effect

If satisfactory, establish 
new processA

Respect For People

• He was open to change, but no one would have known it because of the way we previously observed 
work.

• He worked in an environment (that all construction workers work in) that had no time to produce a 
better way of doing the work.

• He was in a culture of 'get it done' regardless of what it did to him physically. He accepted the work 
as it was (hard) and didn't question it because 'that's just the way it was'.

• He asked us "where were y'all 20 years ago...I wouldn't be retiring soon if we had met earlier". That 
was a heartbreaking statement.

• After we implemented some of our improvements he said, “I actually got to go home yesterday and 
relax, normally I can't do that because I am in so much pain after I get off work". That too was 
heartbreaking to hear.

• He was doing some of the hardest work on site because of his experience and knowledge. What a 
reward for his body after taking a beating his entire career.

Electrician for Alterman Electric that we met at the end of a long hard career.
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GBI’s ‐ Gemba Based Improvements

IMPACT on 
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Q & A


