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Learning Objectives

Describe the Gap

Practical PDCA

The power of a simple 

Problem Statement 
and how to write one

Solve the Gap

Lean Boards

A3 / A6

Reward Learning

Profit Share model
(Bottom up!)
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People development

who engage with

Process improvement 

Transforming Corporate Culture

Critical Thinking Lean Enterprise
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Lean Education 

CORE VALUES

STANDARDIZATION 

VISUAL MANAGEMENT

TRUE LEARNING ORGANIZATION 

Lean Fundamentals 

Lean Problem Solving 

True North



Current
Condition

Target
Condition

Proposals
(7 alternatives)

Triple P:

Purpose  (what)

Process  (how)

Payoff  (why)

1.
2.
3.
4.
5.
6.
7.

Yes or No

Are we 
hitting the target?

Yes: Standardize

No: Pivot

Do

Plan

Check

Act

PDCA





YOUR TURN
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Electricity Bill: 2020 – 2022 

$ Cost

“My electricity bill for July 2022 was $182 
dollars when the last 2 July’s cost only $75”

How would you describe this problem? 



3 Elements of Daily Work 

OPPORTUNITIES (MAX 6)

Empower

A3

OPPORTUNITIES (MAX 6)



A3Gap
• Clear & concise, no junk words
• Show contrast

Target Condition

Cost Avoidance:
• Low (or no) cost, high impact  
• Don’t substitute $ for brains! 

What

How

Why

What are we checking? Target!



Bestbath case studies using an A3 mindset to flow value 
along the supply chain

• ADA / Custom Engineered Solutions 
• Quick installation 

o Project delivery
o Pre-assembly / factory leveled
o Lead times in a custom market 

Case Studies



“A problem defined 
is a problem half solved.”

- Albert Einstein 

YOUR TURN

Empower

“Jay wants an A3 for every improvement”



Empower A3
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Empower A6



Empower

A6
OPPORTUNITIES (MAX 6)

Continuous Improvement Culture
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A6 A3 Kaizen Events

Improvement Type

Everybody, every day?





Quantified Improvement Tracker 

90% A6’s

A3 / A6’S: 93

Cost reduction: $118k

Hours saved: 6,190

Steps reduced: 367 miles
_______________________________

TOTAL              $581,654

Empower

Lean Huddles

Gemba Walks



Profit Share 
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Leadership

Managers

Supervisors

Entry Level

Leads

5 Levels
• If paid: monthly 
• Bottom-up 

$2,900

$2,400

$1,650

$1,300

$1,050
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Full Partial

Educating, empowering, and rewarding employees 
to solve problems has led to the following solutions:
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OVERTIME

ACTUAL GOAL: 75% REDUCTION
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DEFECTS

ACTUAL GOAL <10%

Metrics 



Summary

Describe & solve the gap Everybody, every day Bottom up!
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Happy to help 
however we can!


