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PRIVATE 

	PRIVATE 
Date
	
	August xx, 20xx

	Subject
	
	Lean  Enterprise - Self Assessment and Planning Form

	To
	
	Plant Managers

	From
	
	

	cc
	
	

	
	
	


Date:  

Subject:  Lean Enterprise Self-Assessment

From:  

To:  
All Plant Managers

cc 
All GM’s, VP’s, Presidents

As a follow-up to the self-assessment requested in January of this year, we ask each plant to update your self-assessments.  Most plants completed the forms earlier this year, but we still have not heard from some of you.  Please make every effort to have the self-assessment form completed and returned by September 30, 20xx.  With your cooperation, we will achieve our target of 100 % participation. It is important that we understand where we are with this process and keep a focus on where improvements are needed.

Attached are the self-assessment forms.  These have been revised somewhat to reflect best practices and raise the standards of excellence.   For each category that you score less than 90%, we ask that you develop a roadmap for improvement.   If  your plant lacks expertise in any area, please ask for assistance.

Please return the completed assessments to _____________________. 

INSTRUCTIONS FOR THE ASSESSMENT SHEETS

There are 11 areas for the lean assessment, including culture & awareness, problem solving, standardized work, kaizen, material handling (kanban), quick changeover, 6S, visual management, total preventive maintenance, flexible operations and error-proofing.  Please develop a roadmap for improvement for each area that you score less than 90% on.  If you have any questions feel free to ask for assistance.  

Each area has a two page assessment.  For example, the first page of  “culture & awareness” has a 

“Measurable” section (with levels and circles to be filled in).  The second page of “culture & awareness” consists of questions and a chart.  The questions are designed to aid you in identifying the correct level of the measurable on the first page.  The chart (enablers, disablers, and evidence of best practices) is intended to allow you to identify evidence of factors that encourage lean thinking (enablers) or discourage it (disablers).  The “evidence of best practices” box is where you would record practices or procedures which should be adopted and spread throughout the company.

Once consensus is reached on the number of “quarters” that should be filled in for each element, this measurable can be converted to a percentage.   For example, you and your team achieve consensus that shading in three “quarters” of the level 3 measurable in “culture and awareness” is accurate.  For the purposes of this calculation, consider all the “quarters” below level 3 as shaded in.  So the calculation would be 11 “quarters” (four for level 1, four for level 2, four for level 3) divided by 20 total “quarters” or 55%.

After the eleven individual areas are assessed, the summary results are recorded on the radar chart and you and you team would then fill out the lean planning and lean tracking forms included at the end of this document.

Culture and Awareness

(Customer Focused - Employees Aware)

	Definition:  How management explains and acts upon its values. How ordinary problems are 

	dealt with.  How the plant perceives management attitudes and behaviors. How the customer 

	(internal or external) is regarded.  Communication within the plant.

	

	


Instructions:  Fill in the number of “quarters” for each circle that corresponds to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering











                      %

Level


               Measurable




                  Evident

	1
	Employee awareness level of the plant vision, plant goals and customer expectations is minimal.
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	2
	Employees understand who their internal (next process) and external customers are and what they expect - they receive feedback from later processes in the plant; employees visit customer sites.  Some employees are aware of the plant vision and goals.
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	3
	All employees have access to key information, resources and support to meet and exceed customer expectations, including sales, quality and delivery issues.  Most employees are aware of the plant vision and goals.
	
[image: image3.wmf]

	
	
	

	4
	The organization fosters and measures employee satisfaction.  There is evidence of commitment to organizational goals; leaders build and support open 2-way communication, trust, teamwork and continuous improvement.  All employees are aware of the plant vision and goals.
	
[image: image4.wmf]

	
	
	

	5
	Problem solving teams are consistently assigned, trained, given authority and are working on all key top customer issues.  Teams are obtaining permanent root cause solutions.  Most employees share and promote the plant vision and goals.
	
[image: image5.wmf]

	
	
	

	6
	The "customer first" concept has penetrated to every corner of the plant.  Whenever a problem or abnormality occurs, people get to work at once to make a permanent corrective improvement.  Every employee shares and promotes the plant vision and goals.
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Cultural Awareness Assessment = Filled Quarters / Total Quarters   ____/_24_       =   _____  %    
 


Key: 

          0:  
[image: image7.wmf]  0%   - Not found anywhere
    
3:  
[image: image8.wmf]  75% - Very typical, some exceptions

          1:  
[image: image9.wmf]  25% - Only seen in some areas
4:  
[image: image10.wmf] 100% - Everywhere in plant, no exceptions

          2:  
[image: image11.wmf]  50% - Commonly found but not in the majority of cases

Culture and Awareness Evidence Gathering 

(Customer Focused - Employees Aware)

Questions to ask to people in the plant to aid in your assessment...

(
Has a customer-first attitude penetrated through every area of the plant?

(
Do all employees fully understand who their customers are (next process), 


including end products at OEM customers ?

(
Do all employees fully understand the expectations of their customers?

(
Are employees informed about customer satisfaction (their current performance)?

(
Do all employees have access to relevant information in order to exceed customer 
expectations
(feedback, measurables, performance results, etc.)?

(
Is employee satisfaction of the utmost importance?

(
Is there openness, trust and teamwork throughout the plant?

(
Whenever issues occur, are they faced quickly and openly?

(
Are teams used wherever possible to solve problems?

(
Are employees well trained in all key continuous improvement tools?

(
Does management foster a commitment to goals by building support throughout the plant?

(
Is there an excellent communication process throughout the plant?

(
Is the communication within the plant both upward and downward?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Visual Management

	Definition: All process steps are clearly visible to all employees.  Process status is quickly 

	communicated by information boards, production equipment, etc.  All the information

	needed to manage the business is easily available in real time to all employees.  Management 

	uses the visual system to make decisions.  Abnormal production situations are easy to detect.

	


Instructions:  Fill in the number of “quarters” for each circle that corresponds to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Required information is posted in the plant.  Information is usually up to date.
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	2
	Some postings of production status.  Most information is current and accurate. Some management attention to standardization of visuals.  Abnormal situations are identified visually (e.g. andon board, go/no go lights).  
	
[image: image13.wmf]

	
	
	

	3
	Production status, job training, safety, kaizen, meeting, key measurables, problem solving boards are visible, up to date and showing continuous improvement.   Abnormal situations are identified visually and management acts to correct them promptly.  Some management decision-making is based upon visual status on the production floor.
	
[image: image14.wmf]

	
	
	

	4
	Additional visual management information such as Product Quality (returns, scrap, FTC, SPC), productivity boards, preventive maintenance, etc. are updated immediately for each line or process, operators get immediate feedback on their performance.  Most managers make decisions based upon visual status on the production floor.
	
[image: image15.wmf]

	
	
	

	5
	All the information required to run the plant is accurate, on the floor, and available in real-time.  Everyone can tell when things are normal or abnormal; they respond at once to abnormalities.  Visual management drives all operational decision-making.
	
[image: image16.wmf]

	
	
	

	
	
	


Visual Management Assessment = Filled Quarters / Total Quarters   ____/_20_       =   _____  %    


Key: 

          0:  
[image: image17.wmf]  0%   - Not found anywhere
    
3:  
[image: image18.wmf]  75% - Very typical, some exceptions

          1:  
[image: image19.wmf]  25% - Only seen in some areas
4:  
[image: image20.wmf] 100% - Everywhere in plant, no exceptions

          2:  
[image: image21.wmf]  50% - Commonly found but not



      in the majority of cases

Visual Management Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· Are key plant performance measures conveniently posted in the plant?

· Can everyone tell when things are normal or abnormal in their work area?

· When abnormal conditions occur, are action plans implemented immediately?

· Does the visual management provide feedback to team members about their performance and motivate them to improve?

· Are monitors used to communicate plant/company information?

· Are visuals simple, easy to read and understand?

· Is visual management a way of life in the plant?  

· Are the following elements managed visually:

Inventory? ___
Job training? ___ Safety? ___ Attendance? ____

Returns (PPM)? ___
SPC? ___ Productivity? ___  Equipment Performance? ____

Engineering changes? ___ Financials? ___  Employee Involvement (EI) teams? ___

Kaizen activities? ___  5S? ___ Cost Reductions? ___ Defects? ___ 

First Run Capability? ___ Preventive Maintenance?
___ Awards? ___

Continuous Improvement? ___

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


6S

	Definition :  1) Separate and scrap  2) Straighten  3) Scrub  4)  Standardize

	5)  Systemize.   Safety is 6th S !                                                                                                                6S is a measure of how all employees support the process.      Organization of the

	workplace, arrangement of the tools, standardization within the workplace, cleaning and the

	discipline to systemize.   With 6S, unstable, wasteful  situations become visible earlier, allowing 

	for quicker, more effective responses and problem solving to occur.


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	The facility is generally clean.  There is some organization of tools, fixtures, parts,  and information.  
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	2
	There is a process to keep the facility clean, and it is generally followed.  All caution signs, exits, fire extinguishers and emergency procedures are clearly visible where they are needed.  People usually know where to find tools, fixtures, parts, information, etc.
	
[image: image23.wmf]

	
	
	

	3
	There is a process to keep the facility clean, it is followed and audited occasionally. Lines distinguish work areas and paths; tools, in-process inventory and machines are put in logical order.  There is evidence of attention to 6S throughout the plant.  Employees spend little time searching for tools or information required to perform their jobs.
	
[image: image24.wmf]

	
	
	

	4
	All employees are considerate of housekeeping (including offices, storage areas); the plant is generally clear of all unnecessary waste and scrap.  In general, 6S procedures are standardized throughout the plant and regularly audited.
	
[image: image25.wmf]

	
	
	

	5
	There is “a place for everything and everything in its place”; every container, floor location,  tool and part rack is clearly labeled and easily accessed by the user.  All offices and storage areas are clean and neat.  Unstable situations surface early, and rarely escalate.
	
[image: image26.wmf]

	
	
	

	6
	The plant has reached the fifth ‘S’- Systematize.  A ‘6S’ committee regularly rates each area against best 6S practices.  The employees drive the 6S process and recognition is given. Unstable situations are immediately obvious and acted upon.
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6S Assessment = Filled Quarters / Total Quarters   ____/_24_       =   _____  %    


Key: 

          0:  
[image: image28.wmf]  0%   - Not found anywhere
    
3:  
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          1:  
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4:  
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          2:  
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      in the majority of cases

6S Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· How do you know when there is abnormal situation?

· Where are the tools placed in the work area?

· Are inventory levels clearly marked?

· Is the workplace clean?

· Who is responsible for keeping the work area clean?

· Is scrap, special material, etc, clearly marked and segregated?

· How do you know this is the right part for this assembly step?

· Is there some type of housekeeping award/recognition?

· Is a 6S audit system in place?

· What is the cleanliness of: parts, equipment, jigs, visual controls, scrap/rework, floor?

· How is the organization of: storage labels, shelves, quantity indicators, lines on the floor?

· What are the standards for: ventilation, lighting, clothing, and smoking?

· What is the adherence level to standards (discipline)?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Standardized Work

	Definition :  Work is standardized if it is repeated in exactly the same manner from task to task

	and person to person.  Work instructions (operator description sheets or ODS), the Standard

	Work Chart, Work Combination Charts and Production Capacity Sheets define standardized

	work.  The goal is to have standardized work for every operation meet or exceed customer

	takt (cycle) time.  Standardized work is the basis for all sustainable kaizen events.


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Written operation sequences (Operation Description Sheet or ODS) and procedures exist for most line operations and most operators follow them. ODS are written by staff.  
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	2
	Written operation sequences (ODS) and procedures exist for all line operations.  Little variation from person to person and shift to shift.  Some operator input into standardized work.  Some management interest in standardization.   Some operations meet customer takt time.
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	3
	Written operation sequences (ODS) and procedures exist for all line operations.  Quality and safety are sometimes defined in the ODS.  Minimal variation from person to person and shift to shift.    Operators have input into standardized work and improvements.  Most operations meet customer takt time.
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	4
	Written operation sequences (ODS) address procedures, safety and quality.  ODS are regularly followed, regularly audited and constantly improved upon. Operators are actively involved in developing standardized work and improvements.  Improvements are immediately  made to operations that do not meet customer takt time.
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	5
	All elements of standardized work are followed (ODS,  standard work chart, work combination charts, and production capacity charts).  Discipline is excellent.  All employees concentrate on the goal of improving each process and resetting standards.  Significant improvements result.   All operations meet customer takt time.
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Standardized Work Assessment = Filled Quarters / Total Quarters   ____/_20_       =   _____  %    


Key: 

          0:  
[image: image38.wmf]  0%   - Not found anywhere
    
3:  
[image: image39.wmf]  75% - Very typical, some exceptions

          1:  
[image: image40.wmf]  25% - Only seen in some areas
4:  
[image: image41.wmf] 100% - Everywhere in plant, no exceptions

          2:  
[image: image42.wmf]  50% - Commonly found but not



      in the majority of cases

Standardized Work Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· Are standardized work instructions clearly visible at each work station?

· Do the work instructions use a combination of descriptions and pictures (that clearly describe the work to be performed) that are clearly understood?

· Do operators do their job the same way each time according to standardized instructions?

· Do operators on different shifts do their job the same way each time according to standardized instructions?

· Are the work instructions constantly improved upon by the team?

· Are operators involved in setting the standards?

· Are standards adjusted to reduce WIP and fully utilize the operators?

· Do all operators understand the importance of standardized work to the plant and customers?

· Does management understand the importance of standardized work to the plant and customers?

· Is there evidence of continuous improvement as a result of the standardized work instructions?

· Are operators trained to perform each operation using the standardized work instructions?

· Are the standard work chart, work combination chart and production capacity chart in use?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Flexible Operations

	Definition :  Workers can perform multiple tasks within one process.  Workers can perform 

	tasks in more than one process.  Management monitors resources, ergonomics and

	job rotation.  Quick response in deployment of resources to changes in product mix and

	customer demand.

	


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Workers are adequately trained to do the job they are assigned to do.  Processes are aligned to facilitate material flow.  Minimal changes in demand can be accommodated.
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	 2
	Workers are proficient in their assigned job and capable of performing other similar tasks in their area.  Some cross-training and job rotation occurs.  Some changes in demand can be

accommodated.
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	3
	Workers are proficient in a variety of tasks.  Cross-training is planned and job rotation is regularly scheduled.  Most changes in demand can be accommodated.
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	4
	The plant has autonomous machines (self-inspecting - shut down when an abnormality occurs, auto-loading and ejecting, do not need worker while cycling).  Some processes are optimized to facilitate material flow.   There is evidence of extensive cross-training & job rotation.  Almost all changes in demand can be accommodated.
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	5
	All processes are optimized to facilitate material flows.  Standardized work sheets describe alternate staffing and job descriptions for fluctuations in demand.  Workers are highly proficient at tasks even when demand fluctuates.  Machine/man ratios for each task are optimized.
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Flexible Operations Assessment = Filled Quarters / Total Quarters   ____/_20_       =   _____  %

Key: 

          0:  
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3:  
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4:  
[image: image51.wmf] 100% - Everywhere in plant, no exceptions

          2:  
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      in the majority of cases

Flexible Operations Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· Are workers adequately (well) trained in their assigned job(s)?

· Have part travel distances been minimized?

· Is all equipment arranged in a product vs. process focus?

· Is equipment automated where applicable?

· Are processes aligned for excellent material flow?

· Can lines easily accommodate fluctuations in demand?

· Do standardized work sheets describe alternate staffing and job descriptions for each operator when numbers of operators and responsibilities change?

· Can workers easily rotate to other jobs?

· Do team members rotate jobs on a regular basis?

· Is standardized work defined for different production rates?

· Is there a well-defined plan to cross-train workers?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Kaizen

	Definition : Kaizen is continuous improvement.  Constant, incremental, small scale progress.

	Kaizen is measured by standardized work.  Kaizen differs from “kaikaku” or large scale

	innovation which is top-down, fundamental change.

	

	


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Improvements have been made mainly through capital investments or new products.  There is a continuous improvement plan.  Improvements are made, and sometimes sustainable.
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	2
	Ideas for continuous improvements are asked from employees and there is evidence that they are implemented.  The continuous improvement plan is generally followed.  Some employee involvement.  Improvements are made, and generally sustainable.
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	3
	There is a well-defined strategy for continuous improvement with evidence of measurable results in most areas.  Improvements are sustained and built upon by further kaizens. Most employees have been involved.
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	4
	All employees have been trained in the basics of kaizen and have been affected by a kaizen project.  Employees know the 7 wastes, identify waste in their processes and work to reduce the waste.  High management attention to developing a kaizen culture.
	
[image: image56.wmf]

	
	
	

	5
	There is a clearly communicated strategy for continuous improvement with the necessary resources and organization planned and implemented.  Projects are structured and continuous; successes are recognized and expanded throughout the plant.  It is clearly evident that Kaizen teams are a way of life.
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Kaizen Assessment = Filled Quarters / Total Quarters   ____/_20_       =   _____  %    


Key: 

          0:  
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3:  
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          2:  
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      in the majority of cases

Kaizen Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· Are employees involved in continuous improvement throughout the plant?

· Is there a clearly communicated strategy for continuous improvement?

· Are resources available to support the improvement strategy?

· Is management support for continuous improvement evident?

· Are continuous improvement results measured and communicated?

· Are all employees trained (or scheduled to be trained) in the basics of kaizen?

· Do all employees know the 7 Kinds of Waste?

· Are all employees encouraged to ID and eliminate waste in their area?

· Are successes recognized throughout the plant?

· Is a suggestion system in place to stimulate idea generation?

· Are there any incentive programs for continuous improvement?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Error proofing

	Definition :  Also known as mistake proofing, poka-yoke or zero-defects.  The systems that

	support the process are mistake proofed to reduce/eliminate all possibility of error in all 

	process steps.  Operators “get it right the first time” and management provides the tools. 

	No inspection, no rework!    A defect is defined as any error in assembly, equipment, visual

	appearance, etc.


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Initial  efforts are in place to evolve from inspection and containment to prevention.  The process is sometimes stopped when defects are detected.  Management tolerance for rework is decreasing.
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	2
	In general, defects are detected at the next downstream operation.  There is evidence that rework and inspection are decreasing.  Employees are empowered  to stop the process when a defect occurs  
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	3
	In general, defects are detected after they occur, but before they reach the next downstream operation.  Employees are encouraged to stop the process when a defect occurs.  Some error proofing devices in evidence (e.g. go/no go torque measurements).  Management  attention is focused on defect prevention.
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	4
	Defects are often prevented within the station, where feasible, detected within the station if not feasible.  There is evidence that error proofing philosophy has been applied across the plant.  Error proofing devices are common.  Most employees are trained in error proofing.  Management has low tolerance for rework.
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	5
	Where automation exists, it is self-inspecting and will shut down when defects are detected.  In manual operations plant wide, error proofing devices have been developed to build in quality at each step and to prevent defects at their source to prevent recurrence.  Line stops result in rapid response to defects from management.  There is evidence that the design was error proofed prior to launch. Rework is minimal.  First run capabilities are approaching 0 PPM as a result of management attention to error proofing.
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 Error proofing Assessment = Filled Quarters / Total Quarters   ____/_20_       =   _____  %

Key: 

          0:  
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3:  
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          1:  
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4:  
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          2:  
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      in the majority of cases

Error proofing Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· Have employees been trained in the process of error proofing?

· Wherever defects occur, do problem-solving teams identify permanent corrective actions that include error proofing?

· Have error-proofing devices been developed and installed at each workstation?

· Is there a system in place to verify that error proofing is working?

· Can all defects be detected before being passed on to the next process?

· Are employees empowered to stop the process when a defect or abnormal condition occurs?

· Are errors detected before the parts are processed at the workstation?

· Has error proofing been designed into the product wherever appropriate?

· Can operators bypass error-proofing devices?

· What is the trend in key indicators such as scrap, rework and first run capability?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Quick Changeover

	Definition : Quick changeover is a state and process of achieving extremely fast setup times for 

	equipment and processes.  The goal is to change over parts within the customer’s cycle (takt)

	time.  This may be based upon SMED (single minute exchange of dies) or similar philosophy

	e.g. separating external from internal work within a setup.

	


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Changeovers are scheduled and necessary employees have the schedule.  
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	2
	Management understands and accepts quick set-up as an important technique in implementing lean systems; quick changeover teams have received formal quick set-up reduction training.
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	3
	Set-up activities have been videotaped to allow for detailed analysis.  Kaizens have been focused on reducing set-up time.
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	4
	Quick set-up time (internal and external) is tracked visibly in the area where the setup is done.
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	5
	New set-up procedures have been standardized, documented and posted; all affected employees have been re-trained; production planning uses the reduced changeover times in planning.
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	6
	No changeover operation takes more than three minutes and all are done within the cycle time (takt time).
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Quick Changeover Assessment = Filled Quarters / Total Quarters   ____/_24_       =   _____  %
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      in the majority of cases

Quick Changeover Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· Have employees been trained in the process of quick changeover?

· Do employees understand SMED (single minute exchange of dies) philosophy?

· How often are changeovers performed?  Weekly?  Daily?  Hourly?

· Have kaizens focused on decreasing changeover time?

· Is there a visual signal system for changeovers?

· How are changeovers scheduled?

· Is there a team assigned to reducing set-up times?

· Do employees understand the need for reduced set-up times?

· Is there a system in place to track changeover times?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Total Productive Maintenance

	Definition :  TPM strives to be based on high worker involvement and responsive support 

	functions.  TPM seeks to prevent all failures and process operation disruption.  The goal 

	of TPM is a stable production environment where machine failures do not affect production.

	Planned versus unplanned downtime is a good way to measure the effectiveness of TPM.

	


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Machines are guarded for safety and locked out immediately when broken.  Maintenance department is responsible for all maintenance activities.
	
[image: image84.wmf]1

2

4

3



	
	
	

	2
	Accurate and visible maintenance histories are kept up to date and posted near all equipment.
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	3
	Preventive maintenance is practiced - key employees have been trained in the basics of TPM; major and minor accidents rarely occur.  Operators fill out maintenance check sheets.
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	4
	Preventive maintenance responsibilities are well defined.  Operators are doing daily tasks like checking, oiling and cleaning machines.  Maintenance team is evolving from preventive to predictive abilities.
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	5
	Plant-wide maintenance activities are consistently practiced - available productive time for all equipment is tracked and increasing.  Machine breakdowns or accidents rarely occur.
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TPM Assessment = Filled Quarters / Total Quarters   ____/_20_       =   _____  %

Key: 
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      in the majority of cases

Total Productive Maintenance Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

· Are accurate and visible maintenance histories visible on or near each piece of equipment?

· Are machines guarded for safety and locked out immediately when not in use.

· Is maintenance reactive, preventive or predictive?

· Have all key employees been trained in TPM?

· Is performance tracked for each piece of equipment?

· How common are equipment breakdowns?

· Is scheduled vs. unscheduled machine downtime tracked?

· Is there evidence of permanent corrective actions when breakdowns occur?

· Is there evidence that maintenance always occurs as scheduled?

· Are there daily check sheets (lubrication, inspection, calibration, cleaning, etc) for operators to sign off present and up-to-date on each machine?

· Are standards set for each maintenance task?

· Do audits occur to verify the effectiveness of maintenance standards?

· Is equipment inspected prior to the start of each shift?

· Where audits identify discrepancies, are corrective actions spelled out and completed?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Material Control/Kanban

	Definition : Process steps are controlled by downstream customer pull.  Kanban cards or 

	signals or similar mechanisms are used to communicate process demand upstream.   Kanban

	signals are located on the parts container and highly visible to all employees.   Kanban

	and lot size reduction support a J.I.T. (Just In Time) production environment.

	


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	The target and actual hourly output is displayed for each manufacturing cell or line.  Efforts are underway to evolve from “push” (scheduled) to “pull” (kanban).  Inventory accuracy issues are decreasing. 
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	2
	There are pull systems in some parts of the plant.  Training in kanban for key management, materials and supervisors have been held.  Inventory accuracy is rarely an issue.
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	3
	Material movement is based upon actual consumption throughout the plant; a “pull” signal is generated and communicated by the next operation.  Internal and supplier inventory levels have been lowered through the use of kanban.
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	4
	Downstream processes are withdrawing kanban from upstream processes.  Kanban system is understood and followed by most employees.   Part shortages still occur.  Inventory levels have been significantly lowered.
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	5
	Kanban is fully understood and followed by all employees. There is evidence of improvement efforts for optimizing batch size and inventory.   Part shortages are rare.  Some suppliers are on kanban with the plant..   
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	6
	Inventory levels are optimized.  Part outages have been eliminated.  Most suppliers are on kanban with the plant.  100% inventory accuracy.  It doesn’t get any better than this.
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  Material Control Assessment = Filled Quarters / Total Quarters   ____/_24_       =   _____  %

Key: 
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      in the majority of cases

Material Control/Kanban Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

How is production information communicated between operations?

Are there marked areas for inventory?

Are there limits for WIP (work-in-process), raw materials and finished goods?

Are these limits observed, in general?

Is the part flow FIFO (first-in, first out)?

Is the production schedule visible to all employees?

Who sets the daily production schedule?

Who updates the production schedule?

How is the update communicated?

How is material replenished on the line?

What information do the kanban cards (signals) contain?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Problem Solving

	Definition: Any deviation from expected performance is a potential problem.  Problem solving 

	is a technique to identify the root cause of any deviation?  Problem solving utilizes facts (data).

	A variety of methods can be used (8D, 5 Whys) employing tools (pareto, scatter plot, fishbone).

	Containment shields downstream operations from problems, while countermeasures eliminate 

	problems.  How management works towards creating a problem solving “culture”.


Instructions:  Fill in the number of “quarters” for each circle that correspond to the level observed in the plant.  Use the questions on the back of this sheet to aid in evidence gathering.  Divide the number of quarters shaded by the total number of quarters to determine percent implementation.











                      %

Level


               Measurable




                  Evident

	1
	Staff and a few floor employees are trained in problem solving methods.  Problems are noticed by and repaired by the operator or direct supervisor.  Problem recurrence is decreasing.  Some attention to finding root cause and tracking problem-solving performance.  Heavy reliance on containment is decreasing.
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	2
	Staff and some floor employees are trained in problem solving methods.  Limited use of problem solving methods on special occasions (quality, engineering, management).  Large, repetitive problems are addressed.  Some management attention to problem solving activities.  Data show that many problems continue to recur.  Some evidence of countermeasures.
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	3
	Staff and most floor employees are trained in problem solving methods.  Problem solving methods sometimes result in root cause being addressed for major process problems.  Some problems recur.  Management tracks performance.  Containment is still in evidence, but the trend towards true countermeasures is clear. 
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	4
	All employees are trained in problem solving methods.  Most problems, large or small, are addressed through problem solving methods that usually identify root cause.  Management tracks performance and sometimes verifies the effectiveness of containment and countermeasure activities.  Containment still is used, but true countermeasures often eliminate the need for containment quickly.
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	5
	Problem solving is an integral part of the culture. Almost all problems that require problem-solving methods have them applied.  Root cause is consistently identified, with quick, effective containment and countermeasures implemented as a routine activity.  Management tracks performance and encourages a “bring me your problems so we can solve them and improve” culture.
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  Problem Solving Assessment = Filled Quarters / Total Quarters   ____/_20_       =   _____  %

Key: 
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      in the majority of cases

Problem Solving Evidence Gathering 

Questions to ask people in the plant to aid in your assessment...

Are all employees trained in problem solving methods?

Are pareto charts regularly used to prioritize and address problems?

Are teams formed to address all prioritized problems?

Is the status or all problems monitored and communicated?

Are permanent corrective actions implemented promptly?

	Enablers
	Disablers
	Evidence of Best Practices

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


PLANT TEAM SELF ASSESSMENT CONSENSUS LIST
Culture and Awareness:


Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	6
	
	
	
	
	

	Total

Pcs:
	
	
	
	
	


The 5 S’s:



Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	6
	
	
	
	
	

	Total

Pcs:
	
	
	
	
	


Visual Management:


Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total 

Pcs:
	
	
	
	
	


Standardized Work:


Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total 

Pcs:
	
	
	
	
	


Flexible Operations:


Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total 

Pcs:
	
	
	
	
	


Kaizen:




Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total

Pcs:
	
	
	
	
	


Error Proofing / Poka-Yoke:

Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total 

Pcs:
	
	
	
	
	


Problem Solving:


Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total 

Pcs:
	
	
	
	
	


Quick Changeover:


Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	6
	
	
	
	
	

	Total

Pcs:
	
	
	
	
	


Total Productive Maintenance:

Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total 

Pcs:
	
	
	
	
	


Material Control/Kanban:

Graders

	Level
	
	
	
	
	Consensus

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	Total

Pcs:
	
	
	
	
	


Total All Pieces (Lean Index):   _____
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LEAN PLANNING FORM

	Plant:

	Date:


1. Start Dates (Get Ready)

	Introduce Assessment to Plant:                                            Assessment Date:

	Assessment Completed:

	Lean Manufacturing Overview Training (Staff):


2. Analyze Present Condition (Get Set)

	                     Identify Top 3 Weaknesses in Radar Chart                                                  Lean Index

	

	

	


3. Vision
What will your plant look/ operate like when it is “World Class” in the area of Lean Manufacturing?:____________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

4. Results Planning (Go !)
	Step
	Exit Criteria (Results)

	A. EI / Problem

Solving


	

	B. 6S / Std. Work

/ Kai