QUESTIONS:   Creating a Lean Culture
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Chapter 1 – The Missing Link in Lean: The Management System
3-4
In the author’s opinion, should we be trying to change our culture or our management system?  Why?

Management system.  Culture is an idea arising from experience.  Our idea of the culture of an organization is a result of what we experience there.  A company’s culture is a result of its management system.
5
What is a typical reason for disappointing lean implementation results?

It is too easy to implement the physical trappings of lean production while failing completely to notice the need for a parallel implementation of lean management.
5
What does a lean management system consist of?

Discipline, daily practices, and tools you need to establish and maintain a persistent, intensive focus on process.
9-11
What kind of lean management behaviors are needed to support lean that are not present at your site now?

Process discipline; leadership meeting with production management on the production floor; look at what happened at the last takt cycle to recover from abnormal or nonstandard condition; pertinent processes are well-defined, clearly documented, and operating in a stable environment; resources are available to respond in real time; having the appropriate number of team/group leaders on the floor to focus on the process; measuring the process against expected outcome.
13
Discuss the visible attributes of different cultures shown on page 13.  Do you have any lean attributes in place now?
16
How many of the behaviors listed on page 16 occur at your site?  What wastes do they represent?
Chapter 2 – The Lean Management System’s Principal Elements
19
In what 4 ways is the lean management system like the lean production system?

1) consists of only a few principle elements, 2) the elements are interdependent (all must be present for the system to work), 3) none of the elements is complex or complicated, 4) lean management and lean production are interdependent.
19-20
What are the principle elements of lean management?

1) leader standard work, 2) visual controls, 3) daily accountability process, 4) leadership discipline.
Chapter 3 – Standard Work for Leaders
28-29
Are any of the leader standard work items listed on page 28-29 in place at your site now?  Are there any that you don’t understand why they standard work?
29
What are the 2 primary responsibilities of leaders in a lean production environment?

1) See to it that the processes run as designed, 2) improve the process.
33-34
How much of each function’s day should be governed by standard work?  Team/group leader?  Supervisor?  Operations Manager?

80%;  50%;  25%
35
How should a leader react to a task that was not completed, done out of sequence, or not on time?

Note it.  Record why, when and action(s) taken to make to make sure it doesn’t happen again.  Review with their supervisor.



36
What is the author’s preference between lean training and standard work?  Why?  Do you agree?  Why or why not?
Standard work.  Lean is more about what you do than what you know.  Knowing grows from doing.

Chapter 4 – Visual Controls
41
What is the purpose of visual controls?

To focus on the process and make it easy to compare expected versus actual performance.  These comparisons highlight when the process is not performing as expected and thus where improvement might be needed.  This comparison is a central theme in lean management’s emphasis on process focus.
43-44
Draw or explain an hour-by-hour production tracking chart.


The chart shows the expected production in number of units each hour. Entries record the actual number produced and the nature and reasons for interruptions in the process.  Reasons for misses are the most important entries on the form, regardless of the maturity of the process.

48
In a batch environment, how should expected vs actual performance be measured?

Create a machine balance chart by recording the batch/lot size and the time allowed both to set up the equipment/process and to produce the specified quantity for every part produced by each machine or work center.  Entries record the actual set up and run times and reasons for misses.
52-55
Explain a completion heijunka and heijunka status tracking chart.

The completion heijunka identifies when the last piece of a job or load is due to be completed.  It is maintained at the end of the line or cell as a pigeonhole box with the openings labeled with clock times.  When the load is introduced to the process, the expected duration of processing gets converted to the expected due-out time for the last piece.  The kanban or shop paperwork is then put in the slot corresponding to its expected time of completion.  A heijunka stats tracking chart lists each load and records its completion status (on time or late).  The reasons for misses are entered.   -  When time sequencing is neede to level volume and/or mix, a release-pacing heijunka box can be used at the beginning of the line, with expected times for each starting job defining the time slots.
59-60
What is the value of having visual signals for non-cyclical process tracking such as daily maintenance, preventive maintenance, cleaning, 5S, etc.?

Expected versus actual performance is critical to production performance.  This is also a way to show assignments for improvement and accountability for follow-through.
62-65
What is the advantage of using simple visual controls instead of more sophisticated information technology?

Hand-completed visual controls have a bias toward pitch-by-pitch focus on process and the importance of everyone involved in a process having timely information about how the process is performing.  These controls are located at or near the process whose performance they reflect so verification of information is easy and timely.  Control charts can be easily create and modify if needed.
Chapter 5 – Daily Accountability Process
69-70
What is the purpose of follow-up in lean management?

Understand the cause(s) of yesterday’s and today’s problem(s) and then eliminate them.  Daily accountability for who will do what by when to resolve problems.
70
What is lean management all about?

Focusing on the process; stabilize it, standardize it, and improve it by exposing problems, eliminating them and repeating the cycle over and over.
70-71
Explain the daily accountability process.

It is a set of 3 brief, structured, daily meetings.  The first tier is the production team leader meeting briefly with the team members at the start of each shift.  The second tier is the supervisor meeting with their team leaders and any dedicated support group representatives.  The third tier meeting is the value stream manager meeting with their supervisors and support group representatives.  A fourth tier is possible where the plant manager meets with their production and support staff members.  Each meeting is short, (rarely longer than 15 minutes), done standing up, located on or immediately adjacent and now physically separated from the production floor, and is defined by the information on the visual display board.  Second and third tier meetings are focused on “run the business” activities and activities intended to improve the business.  Accountability and disciplined adherence to process are central to a daily enactment of a three-part process:  assessment based on data captured on visual controls, assignment for corrective action and/or improvement, and accountability for having completed the previous day’s assignments.
84
What lesson(s) from the “Learning to Lead” article does the author apply to visual controls?

Lesson 2 – Proposed changes should always be structured as experiments, and Lesson 3 – Workers and managers should experiment as frequently as possible.
85
Describe the “vacation paradox”.  What principle elements of lean management does this paradox support?

There is a lot more time to get small things done when they are clearly identified and scoped and there is a reason to get them done.  It supports all of the principles.
Chapter 6 – Learning Lean Management: The Sensei and Gemba Walks
91
What endearing qualities should your sensei have?


An effective sensei will be insistent and at times critical to the point of being at least mildly abrasive.  

92
        What are some questions a student of lean should consider?

How can you tell what is normal in any area?


What would you learn if you measured in smaller intervals of time?


What is the team leader supposed to be doing in any situation?


Why should you expect the team leader to know that?


How could these expectations be made more clear?


How do you know that the designated person carried out these posted procedures?


How could someone know who was responsible for this task?


How could you know these things with more certainty?
93
Explain the idea of gemba.


Gemba is roughly translated from the Japanese as the real place.  The idea is simple:  go to the place, look at the process, talk with the people.  Gemba walks typically take place on a regularly scheduled basis.  Gemba walking is a practice with a definite tie to the expected versus actual theme in the lean management system.
Chapter 7 – Leading a Lean Operation
102-103
What are the 8 leadership behaviors to learn?


1) passion for lean, 2) disciplined adherence to process – accountability, 3) project management orientation, 4) lean thinking, 5) ownership, 6) tension between applied and technical, 7) balanced commitment to production and management systems, and 8) effective relations with support groups.
109
Why does a lean thinker welcome the appearance of interruptions, anomalies, and problems in their processes? (Hint:  Similar to an “Andy & Me” question.)

It is an opportunity to understand and eliminate sources of variation and disruption.  A lean thinker’s version of corrective action is aimed at uprooting the sources of problems so they never appear again.  Continuous improvement focused on the same set of recurring problems is not exactly what lean thinking is all about!  A lean leader’s capabilities should include being able to lead process improvement and problem solving activities as an example to the organization and as a teacher and coach for these important tools and ways of thinking.
109-110
What is different about the lean thinker’s version of “ownership” than anyone else’s?


Ownership is broadly analogous to presiding over a democratic process.  The principles of lean must be scrupulously observed.  The specifics of which changes are made will depend in considerable part on the ideas that come from the staff and from the floor.
Chapter 8 – Solving Problems and Improving Processes - Rapidly
119
What are 3 additional principal elements of a lean management system?


A root cause orientation to problem solving, a rapid response system, and a progressive approach to process improvements.
119
What is different about the problem solving methodologies between batch and queue systems and lean systems?


The typical response in batch and queue is to work around the problem, with the focus on doing what it takes to meet the schedule.  In a lean environment, the typical response is to ask why the problem occurred and what caused it.  This reveals one of the lease obvious aspects of the lean production and management systems: lean is an improvement system.  Lean does not solve problems.  Instead, lean exposes problems so you can seen the, eliminate their causes, and improve.
124
What are 7 basic steps to structured problem solving?  Does this tool familiar to another lean tool?  Do you currently follow this process when work flow is interrupted?

1) Identify and define the problem, 2) quarantine the problem and take other immediate remedial actions, 3) involve the appropriate, knowledgeable people, 4) conduct root cause analysis, 5) identify root cause solutions, assess them, test the preferred alternative, 6) implement the root cause solution, and 7) monitor and revise the solution as indicated by performance data.  This looks a lot like P-D-C-A.
124-125
Does this “Who Makes Improvement?” scenario sound familiar to you?  How would you like to see it change?
130-134
Describe the differences between your current rapid response system and the system described in the book.  Is your organization currently designed in such a way as to support the system described in the book?
Chapter 9 – People – Predictable Interruption; Source of Ideas
140
What are some of the advantages of job rotation?

It helps prevent ergonomic injury, results in a cross-trained workforce, many people are looking at each job so there could be more suggestions for improvement.
150
What are some common reasons for production people not buying into lean?


A poorly articulated or weak case for change; not bothering to respect people’s legitimate questions; failure to set clear expectations at all levels; weak or inconsistent follow-up on newly announced accountabilities and processes; some people are just ornery.
151
What are the first 5 questions that should be asked around problems in individual performance? 

1) Are the tools and equipment the person is using calibrated and working properly? 2) Are parts and materials they are using within specifications? 3) Has the person been trained? 4) Have expectations for performance been made clear? 5) Has there been regular feedback on performance?
Chapter 10 – Sustaining What  You Implement

157
What sustains the lean management system?


You.  You are the force that can motivate and sustain lean management in your unit.  That applies no matter what your position, whether you are responsible for a ream or department, a value stream or plant, a business unit, or the organization as a whole.
157-163
What can you do to make that easier?


Define expectations and hold people accountable to them.  The higher in the organization this extends, the better the chances for success.  Make accountability easier to see and execute.  Rely on leader standard work.  Maintain the visual controls.  Conduct gemba walks regularly.  Keep yourself honest.
Creating a Lean Culture by David Mann (2005, Productivity Press)
