
Guiding Lean Transformation:
Linking Strategy to Frontline Action
and Engagement at Re:Build

Across the United States, we are growing a family of engineering and 

manufacturing businesses whose combined experience creates an industrial 

powerhouse that is greater than the sum of its parts.

Our expertise in operations management, product manufacturing, technical and 

engineering proficiency, and product lifecycle management is changing the way 

industrial America does business. Close collaboration yields more value for the 

good of all—our customers, our employees, and the community—for the very 

long term.

Who is Re:Build?
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We provide long-term, 
meaningful opportunities for 
our team members to 
maximize both their 
contribution to Re:Build and 
their earning potential.

We utilize Lean and 
continuous improvement as 
we strive for zero defects, 
lower cycle times, and 
minimal waste. We design 
quality into our products and 
systems.

C
o

n
ti

n
u

o
u

s
Im

p
ro

ve
m

en
t

R
es

p
ec

t 
fo

r 
P

eo
p

le

T
h

e 
R

e:
B

u
ild

W
ay

01
We care about our 
team members and 
put their safety before 
anything else.

02
Machiavelli was wrong! 
Winning at all costs is not 
winning at all. At Re:Build
we want to be as proud of 
the path taken as the 
result achieved.

03
We recognize diversity as a 
source of value. We welcome 
and respect people from all 
walks of life. We encourage 
constructive dissent.

04
We protect the 
environment and devote 
significant resources to 
science-based 
sustainability programs.

05
We listen carefully and non-
defensively to one another, 
customers, suppliers, and 
community members.

06
We are honest in all our 
dealings and seek mutually 
beneficial arrangements. We 
do not partake in zero-sum 
behaviors.

07
We are open in our 
communications, accountable 
for our actions, reject corrupt 
behaviors, and expect the 
same of other stakeholders.

08
We buy businesses to 
build them over the 
long-term. We do not 
buy businesses with a 
plan to sell them.

09
We seek to improve the 
communities where Re:Build
operates with a focus on 
apprentice programs and 
STEM education.

10
We use rigorous systems to 
ensure we hire and onboard 
team members who will be 
successful team members 
long term.

11 12
We provide forums for 
team members to share 
their knowledge and 
experience and refine their 
mental models. Re:Build is 
a learning organization.

13
We celebrate individual 
achievements but reserve the 
greatest accolades for team 
performance. The best ideas 
and solutions are rarely the 
product of a person working 
in isolation.

14
We focus on and measure 
inputs we control and expect 
excellent performance on 
input metrics to create long-
term value. 

15 16
We implement systems 
to ensure improvements 
last and identify and 
reward champions who 
propagate them across 
the company.
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BUILD
FOUNDATION

Create deep organizational learning 
and models of what good looks like.

Transformation Value Streams

Daily visual management, identify and 
attack waste, 5S, standardize, problem 
solving culture/A3 thinking.

Focus on the Fundamentals

Lean overview training 
and provide resources. 

Engagement is high, Re:Build Lean culture 
is evident, and learnings are being shared.

Picking up Speed & Capability

2024

2023

Re:Build Lean Operating System

ALIGN 
& LEAD

CREATE
MODELS

EXPAND 
& GROW



Re:Build Lean Operating System

FOCUS ON
FUNDAMENTALS

ALIGNED TO
STRATEGY

EXPAND
TRANSFORMATION

EXPAND
TRAINING &

ENGAGEMENT

ENABLING
BUSINESS
RESULTS

LEAN
TRANSFORMATION

PROCESS



Lean Transformation Process

Transformation A3 Value Stream 
Analysis

Roadmap of 
Transformation Work

RIE Cadence  
N/10 Pace

Roadmap 
review -KPI 

tracking

Value Stream 
Visual Mgt 

Gemba 
Coaching

Strategy

Annual Monthly Weekly Daily

Lean Transformation Cycle

9 Week Cycle

Plan

Event

Follow-up

 Clear Linkage of Strategy, Goals, Activities and Results

 Leader ownership with Coach support

 Personal experience- Change happens through people. 
Engages those affected by change

 Highly visual process

 Based on A3 Thinking

 Learn by Doing

 It is an iterative journey building the future state piece 
by piece

 Prioritizes the improvement journey with a steady 
rhythm of improvement

Vision

Strategy

Action

Transformation Approach



People Development

Ownership at 
Every Level

Creates a Culture which is 
the glue that holds the 
alignment together.

Transformation Approach

Re:Build
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Fikst
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Engineering Core Software 
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Re:Build Cutting 
Dynamics

Lean Transformation             
Journey

Kicked off in December of 2022

Established 1985     

Annual Monthly Weekly Daily

Lean Transformation Cycle

Lean Transformation Process

LTW TTDVSA Feb 
2023

Jan 
2023

1 Year Review

11 RIE’s

Mid-Year Review

Dec 2023 

August 2023 

Dec 
2022 

Transformation A3 Value Stream 
Analysis

Roadmap of 
Transformation Work

RIE Cadence  
N/10 Pace

Roadmap 
review -KPI 

tracking

Value Stream 
Visual Mgt 

Gemba 
Coaching

Strategy



Lean Transformation 
Workshop (LTW)
 Leadership team alignment

 Ownership of transformation at leadership level

 Leaders must lead through personal experience

 A plan with a clear linkage to strategy

 Stretch goals - Double good and half bad

 Prioritizes cultural transformation

 Aligns purpose to action

 Challenge paradigms

 Strategy

 Cultural assessment

 Current state

 Team alignment

 Transformation 
plan A3

 Value stream 
selection

Inputs

Outputs

Lean Transformation 
Workshop (LTW)



Value Stream
Analysis (VSA)
 Create a shared vision for the Value 

Stream’s future state

 Develop measures of improvement

 Identify the gaps that must be closed 
get to future state

 Deliver a plan on how to get there: 
Value Stream A3 

 Transformation plan

 SIPOC 

 Current state map 
with data

 Future state vision and 
action plan

 Metric glidepath

 Roadmap of events, 
Projects and just do its

Value Stream Analysis (VSA)

Inputs

Outputs



 Future state vision and action plan

 Metric glidepath

 Roadmap of events, projects and just do its

Transformation Map

Value Stream Analysis (VSA)

Outputs

Transformation Team Development (TTD)

 Ensures overall organizational commitment to transformation

 Provides guidance and support for value streams

 Communication and change management

 Sets up and owns mission control

Value Stream Steering Committee

 Drives weekly and monthly cadence for 
transformation process review, metrics, and 
countermeasures

 Make decisions on adjustments to plan

 Clear roles and accountability



Standard Work
Attendance Audit

Transformation 
Plan A3

Value Stream A3
Rapid 

Improvement 
Events

Transformation Team 
Development (TTD)
Value Stream Steering Committee

Roadmap with Glidepath

Transformation Team 
Development (TTD)
Value Stream Steering Committee



Rapid Improvement Events:
CDI Aluminum Sheet Metal Value Stream 

RIE 7
Press Brake

Aug Sept Oct Nov Dec Jan

RIE 8
Order Entry

RIE 9
2P Kitting
Relocation

RIE 10
Paint Flow Cell

RIE 11
Machining
Flow Cell

RIE 1
RFQ/Quote
Flow Cell

Feb Mar Apr May June July

RIE 2
Scheduling
Flow Cell

RIE 3
Secondary
Flow Cell

RIE 4
Tool &
Development

RIE 6
Shipping

RIE 5
AR/AP

Rapid Improvement
Events
 Engine of change

 Delivers rapid change in a week

 Full week event

 Pace of N/10

 Prioritized from VSA

 Engages and empowers

 Fuels on-going improvement



9. Follow up

10. Track results

11. Reinforce and refine

Weeks 1-4 - Part time

Weeks 6-9 - Part time

1. Preparation

2. Training

3. Current state

4. Gap analysis

5. Solutions

6. Build new process

7. Trial and debug

8. Standardize

Note: Training of Internal T. Leader before event

Note: Standardization carries on after the event
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Full Time Participation

RIE Timeline

PREPARATION

RIE FOLLOWS A3 THINKING

ACTION FOLLOW- UP

RIE Cadence  N/10 Pace

10
9 Week Cycle

Plan

Event

Follow-up

Pace of Change



Engine of Change

9 Week Cycle

Plan

Event

Follow-up

 1/3 the experts that do the work

 1/3 support 

 1/3 fresh eyes 

Roles:

 Team Member

 Sponsor

 Team Leader

 Facilitator

 Coach

Monday through
Mid-Day Friday

RIE Teams



RIE Teams

Find & implement one 
safety improvement

Daily sponsor 
leadership out brief

Insights and 
reflections

Ground rule 
review

Kickoff –
Burning platform & true 

north. 

A3 Thinking –
Reason for action 

current and desired 
state metrics

Waste training, review 
prework and Gemba 

walk

Understanding current 
state - Wastes/non-

value add

Create ideal state and 
future state vision for 

this week

Gap analysis-
understand root 

cause(s) and affinitize

Solution approach the 
gap categories.

Plan experiments

Try storming and rapid 
experiments

Utilize learnings, 
engage those in the 

process

Refine, step into 
implementation

Confirm status of 
experiments

Implement, create 
standard 

work/instructions

Visual management 
and change 

management

Agree upon action 
items and develop 
completion plan

Create report out 
package and present

Work the completion 
plan

ELMO: 
Enough Let’s 
Move On

Flow cell training

Event Week: Follows A3 Thinking



A3 Thinking is the RIE Roadmap

Box 7: 
Completion Plan

What actions must be performed?
Who is responsible?

When will it be complete?

Box 8: 
Confirmed State

Measure actual results over time 
(Bowler chart). Goal is to reach 
sustainable results that meet 

box 3 targets.

Box 9: 
Reflections and Insights

What did we learn? What helped 
the process, what can be done 
better. Plan to share what was 

learned (Yokoten)

POST WORK

Box 1: 
Reason For Action

(The Why, Burning Platform, 
Scope)

Box 2: 
Initial State

Describe the current situation 
with metrics and attributes.

Box 3: 
Target State

What metrics and attributes 
describe where you want to be 

in the future.

PREWORK

Box 4: 
Gap Analysis

What is preventing us from 
going from box 2 to 3. What 

actionable root causes?

Box 5: 
Solution Approach / 

Hypotheses
“If we do this, I expect these 
results.” What Lean tools can 

address the root causes?

Box 6: 
Rapid Experiments

Go to Gemba, test, tweak, and 
learn. Validate hypotheses and 

develop new standard work. 
(Go back to boxes 4 & 5 and 

repeat as needed)

WORK

Box 4: 
Gap Analysis

What is preventing us from 
going from box 2 to 3. What 

actionable root causes?

Box 5: 
Solution Approach / 

Hypotheses
“If we do this, I expect these 
results.” What Lean tools can 

address the root causes?

Box 6: 
Rapid Experiments

Go to Gemba, test, tweak, and 
learn. Validate hypotheses and 

develop new standard work. 
(Go back to boxes 4 & 5 and 

repeat as needed)

WORK

Group/Affinitize
the top gaps. 



Insights and reflections are allowing each 
team member to share their personal 
experience and learnings.

Insights & Reflections

Box 9 – Insights & Reflections

Insights and reflections are captured daily, allowing us to continuously improve!



Rapid Improvement Events: 
CDI Aluminum Sheet Metal Value Stream

 The process does work

 Cultural improvements

 Buy-in of Lean by all departments / everyone

 Embracing change, RIEs

 Employee involvement and engagement

 Management alignment, teamwork, silos got 
knocked down

 Prioritization of change / improvement

 Significant cultural impact can be made in months 
not years

 Doubled aluminum sheet metal revenue run rate 
while improving quality by 50%

 26% reduction in flow time

 Grew total revenue by 25% across CDI and 47% in 
value stream (YoY)

 Healthy order books: increased throughput through 
transactional areas of RFQ, quoting, scheduling, 
and accounting. Developed more robust 
processes, with less waste, demonstrating respect 
for people.

Rapid Improvement Events: 
CDI Aluminum Sheet Metal Value Stream



 Local Senior Leader Engagement- 100%

 n/10 Pace of Change- 100%

 Full Time Lean Resource- Met goal of 2%

 Employees on first RIE- 49 vs. target of 44

 98 Safety Improvements Opportunities implemented.

 80% of Driver metrics achieved at 90 days post event. 

Transformation 
Process Metrics

Gerry Perez

The Cultural 
Impact

Denise Camp Adam Martinez

 41% of Team Members in value stream on at least one Event.
 100% of Site Leaders on an event.



Leaders who are no longer 
firefighting can shift some 
of their time and focus on 
strategic improvement, 
which radically change the 
business.

Company starts Lean 
transformation with N/10 
kaizen event pace and 
>3% dedicated resources

Leaders participate in 
several kaizen events, 
see breakthrough 
improvements and 
become believers

Change begins to take hold, but 
frontline for sustaining change 
struggle due to lack of resources, 
capability, authority, etc. Leaders 
spend most of their time 
firefighting.

Leaders who are now believers in Lean 
see the gap and change the leadership 
model. In the new model, leader’s 
focus shift from being the expert to 
developing others and supporting daily 
frontline improvement.

There is a broad Lean 
engagement in the 
organization – kaizen 
improvements are sustained, 
and small daily improvements 
are made everywhere

From “Leading the Lean 
Enterprise Transformation” 
George Koenigsaeker

CDI Learnings from Transformation Year One:
Insights and Reflections
What Went Well?
 Leadership alignment and teamwork
 Trusting the process
 Cultural adoption to Lean mindset
 Cultural improvements
 Embracing change
 The RIE’s
 Buy in of lean by all Depts. – everyone
 Inclusion of more people and idea’s
 Employee involvement and engagement
 Drives results and growth

What Helped?
 Coach and Lean resource
 Cross functional teams learning together
 Mix of RIE’s from office to floor
 Cultural improvements
 Common language
 Report outs for RIE’s
 Steering committee meetings/mission control
 SLT support
 Involvement of team members from across the 

business. 

What Did Not Go Well?

 Over scoped projects and the early RIE’s
 Implementation follow-through was not rapid
 First pass at leader standard work was tough
 First 2 RIE’s team size too big
 Long term completion items, need to break into 

smaller chunks or better resource
 Not having all of the needed data

What Did We Learn?

 How to incorporate lean into culture vs. Lean as a 
program

 Support is there at the corporate level with SLT 
commitment

 Smaller teams work best for RIE’s
 How beneficial A3 thinking is to making changes. 
 Re:Build lean strategy and framework
 A ton about Lean and the business
 It is easier to change within an area than cross 

functionally

Key Take Aways
 The process does work
 Great participation
 We’re all in it together
 Silos got knocked down
 Lean works
 We will need additional Lean resources in the 

future as we expand transformation
 Significant cultural impact can be made in 

quarters not years
 Fresh eyes really help in RIE’s
 We leaned out many processes, but the 1st pass 

will not be the last
 Prioritization of change/improvement is critical
 Transformation works
 This is what I had always hoped for in Lean



Critical Support Structure

 Lean transformation is a strategic “Big Rock”

 Growth driven

 Lean executive council – monthly review

 Transformation process is visual: site, resource 
center, and SharePoint

 Leaders personal experience is key to supporting 
the process

 1st site selection critical- strong leadership, 
resourced, reason for action clear, foundation to 
build upon

 Transformation Coach role is critical

Lean Transformation 
is leadership intensive
George Koenigsaecker

“ ”



Transformation has enabled us to use Lean 
methodology as the main driving force to 
shape our company into one that puts both 
our customers and our people first. It allows 
us focus on a strategic vision rather than 
the day-to-day firefighting, which is vital 
long-term success. 

Adam Koestler, 
Lean Champion

The Lean transformation process has had a major impact 
on the clerical load in the account management role. 
The waste eliminated in over printing job travelers has 
really brought clarity to our shop floor to what is truly 
run ready. I felt proud to be a part of moving forward 
the concept of automating our QAR reports. This QAR 
manual process has been a pain point that has been on 
my “wish list” for over a decade. I have become a true 
believer in the process.

The Lean Transformation process has returned my 
evenings back to me. Prior to the AP/AR RIE event 
that I sponsored; I was regularly working 60 hours a 
week & missing out on our family evening summer 
fun on Lake Erie. The AP/AR RIE event worked to 
reduce admin waste, go digital for processing, and 
other improvements. Just the AP digital improvement 
saved me 5-6 hours a week, when you add in the 
other improvements, we were able to implement 
during that week, we cut 10 hours of waste from my 
work week. The benefit is that this past summer I 
regularly left the office at 5, which means that I 
logged many more hours this past summer on Lake 
Erie than I would have prior to the AP/AR RIE event. 
The personal life improvement for me is 
incalculable.

Colleen Mansuetto,
Accounting Manager

“The largest takeaway from my experience has been the view the 
RIEs and report-outs gave me into the workings of the departments 
I do not have experience in and how solutions we implemented cut 
across many more departments than I would have imagined. It has 
given us all a better view on how operations and departments are 

linked and how improvements in one area flow down to better 
functioning in other areas as well.”

Larry Kamenec, 
Account Manager

Peggy Shackleton, 
Sr. Account Manager

This is the most efficient way I have seen 
to get a team aligned. I spent 9 months 
trying to accomplish what this process 

accomplished in 1 week as far as 
aligning my entire team to strategy. I then 

asked them to trust the process going 
forward, they did and now they are all on 

board as advocates. 

Bryan Parks, 
General Manager

I learned much more important things than just how to's and strategies. I learned that 
this company actually cares that they are implemented and dialed in. That is far more 

than all the other companies I ever worked for. We talked about ah-ha moments and my 
big one was when I realized that we weren't just going through the motions to satisfy 
some standardizing entity. That we were actually, collectively changing format, fixing 

problems and making a difference in our daily lives. I'm happy to be here. 

Steve Atkinson, 
Assembler

The Lean process has personally impacted my daily 
work life to allow me to work ON the business rather 
than IN the business. This was accomplished by the 
cross-functional involvement of each RIE (Rapid 
Improvement Event) team member and deploying the 
TOOLS that truly improve workflow, prioritize 
communications and company-wide understanding.

Wayne Beadnell,
Plant Manager Jaycox

 I have enjoyed seeing our culture 
transform before our very eyes, as 
people in all areas of the company 
increasingly adopt the lean mentality.

Keith Mounsey,
Business Operations Manager

It really made me appreciate what big 
changes can happen in such a small 
amount of time with a dedicated team of 
individuals and the goal of process 
improvement in mind.

Eric McElheny,
Shipping Supervisor



Questions – Thoughts?

What insights or learnings can you 
apply to your lean journey?

What insights or learnings have 
you experienced that could benefit 
Re:Build on their lean journey?


