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Structure of todayos

di s C

C What is happening in broader industry?
C What do the case studies tell us?

C What are the strengths and weaknesses of current Lean
applications?

C Summary
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Context i What is the Bevington Group?
Why can Bevington Group comment?
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The Bevington Group

C Provides only three services

Ve

A Process improvement/restructuring
A LEAN i VSM, Workouts/Kaizen Blitzes
A HYBRIDs

A Continuous Improvement
A Change Management

C Operates around 20 projects at any one time across industries from
Finance to Health Services, from Manufacturing to Supply Chain

C The entire Group is premised on the assumption of front-line
engagement i why?
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It all starts with engagement
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An Overview of the Current Methods
Landscape
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Lean T some essential background points

C Leanis becoming very popular in health and there is an enormous
opportunity there (a recent Victorian study conducted by the
Bevington Group found between 25% and 30% Noise)

¢ HOWEVER
A The private sector is already leaving pure Lean behind

A The educational paradigms for the best global companies include

A Lean Six Sigma
A Hybrid Methods
A Intense Leadership Training

C The question then arises
A What is industry at large learning that is taking it beyond lean?
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The change methods landscape can be
confusing

Six Sigma

Lean Methods

Process Reengineering
Restructuring

Lean Workouts

Kaizen etc

O 0 0 0 0 0

What to apply? Where to apply it? What
are the underlying principles?
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Lean Methods have emerged from manufacturing into
sectors ranging from Financial Services to Health

C Leanis a general term used in the marketplace for techniques and
tools which simplify processes, reduce waste, eliminate duplication
of effort and deliver overall productivity improvement

A Lean focuses on eliminating waste in processes (muda)

Ve

A Lean is about expanding capacity by reducing costs and shortening
cycle times

A All process steps are focused on adding value to the customer

C Lean emerged originally from manufacturing where

A It has been invaluable in taking a more wholistic view of supply chain.
Rather than just optimising cost at one point it takes a broader view of
~ the process

A Has dramatically improved processing times though the use of concepts
such as Single Piece Flow (Batches are Bad!) and Set-up Time
~ reduction

A |s the overarching philosophy for such techniques as 5S and 8W*
*Now up to 9W
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Lean Methods have several underlying
principles

C Specify value
A can only be defined by the ultimate customer

C ldentify the value stream
A exposes the enormous amounts of waste

C Create flow
A reduce batch size and WIP

C Letthe customer pull product through the value stream
A make only what the customer has ordered

C Seek perfection
A continuously improve quality and eliminate waste

From Lean Thinking by Womack and Jones
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Lean methods tend to target 8 forms of waste

1.

2.

3.

6.

7.

8.

Overproduction

Excess inventory

Defects

Non-value added processing
Waiting

Underutilized people

Excess motion

Transportation

© Bevington Lean Office Services. All rights reserved. 11

BEVINGTONGROUP



In industry Lean Workouts / Kaizen Blitzs are
the key forms of implementation

C A technique for gathering Subject Matter Experts (SMES) to drive
significant improvement in an overall process. The steps are
generally

1.

O ND oA WN

Gather subject matter experts into a range of workshops over a short
time-frame

Map the process (high level)

Obtain basic sample metrics

Identify the opportunities

Brainstorm solutions

Select solutions

Seek immediate agreement from management

Implement i remembering the PDCA cycle (Plan, Do, Check, Act)
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There is now a strong movement to combine
Lean and Six Sigma

C A business excellence philosophy around the creation and development of
iIn-house capability for improvement, using rigorous analysis, and driving
higher quality products and services

C A set of structured techniques and tools for solving significant business
problems. Often used to resolve quality challenges i reducing errors to Six
Sigma (0.3 parts per million with a customer quality defect)
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These days the Six Sigma toolset Is very large

C The toolset generally delivers medium-term change

C Itis characterised by structured technigues for solving significant
problems using a set of well-defined steps

C The steps of the Six Sigma method are redolent of project
management phases: Define; Measure; Analyse; Improve;
Control

C Within these steps practitioners are taught to apply a sophisticated
set of statistical and qualitative problem solving techniques (many of
which also applied to TQM)

C Practitioners are trained to different levels by accredited

organisations e.g.: White Belt; Green Belt; Black Belt; Master Black
Belt

C Like most change approaches, without a very strongly supportive
management philosophy Six Sigma programs tend to disappoint.
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Process Reengineering goes into more detalil
than traditional Lean process maps

C A series of tools and principles to map processes and generate
A Incremental improvement
A Radical improvement

C It differs from Lean Workout in the level of detail at
A The level of detail at which process steps are captured
A The degree of quantification (especially people time) often demanded

C These days itis done (in its pure form) infrequently UNLESS associated
with a major technology project

C To be clear 1 process mapping by itself does not constitute reengineering it
must involve

A Eliminating unnecessary process steps
A Reducing hand-offs

A Reducing errors

A Improving cycle times.
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Where a Lean map may collect a handful of
steps 1 process reengineers will collect
hundreds

Annual Cost . . s 16
=0 Step Cat | Hours | perstep | AV (NOise) | o | pigers-
o Driver Night Night
=
Fascaste 20.3 | If congestion in aisles then wait or take time N | 233.27 78.4 | 66 - Congestion
to negotiate around blockage (major cause is in the aisles
pickers not aware of location eg start of aisle)
18,400 posimo
12400 1" 20.4 | Check if inner or master carton pick D | 5832 19.6
" ispl:
s x )
Tray = 20 pieces 20.5 | If inner and carton not cut properly then pull N 0.0 0.0
25hifts. carton out of gravity feed, pick inner and
then replace carton
20.6 | Pick order S | 1,457.9 490.2
:
Schedule
20.7 | Ensure pick is done form a level pick bin by D 58.32 19.6
taking carton from the back of the pallet
20.8 | (Some bins have raised pallets and these S 0.0 0.0
work well - can they be included elsewhere)
20.9 | If packaging is thin and breaks whilst picking N 87.48 29.4 | 143 - Carton
then clean up the mess (eg Marmalade packaging is thin
STAMFING 5. WELD #1 5. WELD #2 ASSEMBLY #1 ASSEMBLY #2 SHIPPING catons) & breaks easily
A /T m&-’ m&ﬁ’ AR WA"P N | 8748 29.4| 117 - Carton has
o 2007 . Sraging not been cut
. 46001 1001 12001 7001
Sdays 2400 R BOOR 850R G40R 1440 R
20.11 | Check to ensure right stock D 29.16 9.8
€T = 1sacond CIT =38 seconds AT = 45 seconds CIT = 61 seconds CIT =33 seconds
€10 = 1 hour CI0 = 10 minutes €10 = 10 minutes Cio=8 cio-8 . _ . .
[Uptime = 85% | Uptime = 100% Uptime = 60% Uptime = 100% Uptime = 100% 2012 | If wrong stock in location write on _the pick N 58.32 19.6 | 106 - Incorrect
27000 2. avail S5t Ty Sonfs ZShifts sticker and go to next order or notify sgock in the pick
EPE = 2 weeks 27,000 sec. avall 27.000 sec. avall | 27000 sec. avail.| [27.000 sec. wvail | DespatchiLine Manager bin
m-n-;ﬁM_ 235 days 20.13 | If bulk pick is required and not all stock in N 58.32 19.6 | 144 - Not enough
5days 76 days 18 days 2.6 days 2days 45 days " location, amend label to the actual pick stock in location
| tsecond | | 38seconds | | 45seconds | | 6tseconds | | 29seconds | Vakie- =
Added = 184 sec. 20.14 | On the last label write how many left to be N 58.32 19.6 | 144 - Not enough
Tew picked (short chase will follow up with) stock in location
20.15 | If stock not there, leave sticker on task and N 29.16 9.8 | 139 - Incomplete
go to next task. stock available

The value of detail lies in the ability to generate Quick Wins and
guantify the benefit of solutions / ideas
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Each

approach

has 1 ts

O WTr

Method

Positives and Pitfalls

Ideal Context

Six Sigma

f

il

1

HOWEVER

1

1
f
f

A basket of strong analytical techniques within a firm
management framework (DMAIC)

Capable of delivering sophisticated analytical problem
solving

Designed to be embedded into an organizational set
of capabilities (the white/green/black belt system)
Very strong at improving quality levels

Tends to be most usefully applied to larger problems
Has mixed success in engaging staff

Is not a quick win style of method

Master Black Belts often use a Lean or Hybrid
method to deliver the quick wins that provides the
right to make larger changes

ANuggetyo probl
sophisticated analytical
techniques and strong
management frameworks
Almost every company can
benefit from some degree of
Green and Black belt capability

Lean Methods

f

1 Very strong at improving cycle times and reducing
waste
HOWEVER
1 Analytical techniques ar ¢

Provides a very strong philosophical framework to

break-down some of the flawed thinking underlying
our process designs (e.g. batching)

Practitioners are trained to target a range of waste
types in a methodical way

Sigma and companies employing these methods can
find benefits hard to quantify (unless supported by
another technique)

Training in Lean is less formalized and it is difficult to

assess the guality of practitioners

Environments where waste and
cycle time reductions are a
priority i especially where it is
possible to take end-to-end
perspectives

Works best when change is
rapid and managers are
prepared to start work on the
changes without a full and
robust quantification
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Each approach has its own ideal context (cont)

Method Positives and Pitfalls Ideal Context
Lean Workout / § Strong technique for high level / overview analysis of Where it is clear that the overall
Kaizen Blitz the potential for breakthrough process solutions process has inherent and

1 Contains many of the positives of Lean in that it
encourages a search for waste and some radically
different solutions to the problems

HOWEVER

1 The low level of measurement means that much work
often needs to be done after the Lean workshops

1 Staff engagement tends to be relatively low as only
SMEG6s ar e i nv o-dllprecdss (cauld beh ¢
seen as relatively exclusive

obvious design flaws
Where management are
authorized to make radical
changes quickly

Restructuring

1 Often absolutely necessary to shake organizations
from their inertia and be better align their structures to
the marketplace reality

1 They can happen quickly and deliver significant cost
reductions

HOWEVER

1 They can generate a host of unwanted side affects
(including reduced productivity and profit) if not
managed with an eye to what staff actually do

The organization is mis-aligned
to the market or company
strategy

A dramatic change is
necessary to shake an
organization from its inertia or
complacency
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Each approach has its own ideal context (cont)

Method Positives and Pitfalls Ideal Context
Hybrid Methods These methods tend to provide for Generally useful when you need to
1 Engagement achieve
1 Speed i Rapid improvement
1 Detail i With staff engagement
1 Quantification And
1 Quick Win 1 Wish to set up a
They can be used (and aften are) seamlessly in continuous improvement
combination with other methods cycle and culture
HOWEVER

Effective hybrids are still new and you can expect it
requires some of your own staff to require training (there
are not enough experienced practitioners in the
Australian marketplace to go around)

These methods have more analytical rigor than Lean but
less than Six Sigma
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The following Critical Success Factors appear
to be essential regardless of the method

C Senior Leadership commitment
A Setting the agenda
A Funding
A Willingness to remove roadblocks

Realistic expectations

Staff Engagement

Training for the practitioners i but also for the key stakeholders
Adeguate resources

Willingness to learn

A The reality is the organisations get better at the methods as they
progress

Effective scoping
Unambiguous measurement
Clear communication
Effective governance

OO OO0

O O OO
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So what are Lean practitioners really learning?
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Case #1717 Govt Admin Process

C SITUATION: Government Agency examining complicated process
using VSM, available metrics and elapse time analysis

C DELIVERABLE: A sophisticated report. Looks fantastic.
C STAKEHOLDER REACTION: | donot under st anc

¢ CRITICAL LESSONS:
A Light on detail means limited capacity for early wins
A Absence of early victories
A Training in lean but not in change management
A Lack of To Be process mapping for system implementations
A USED THE WRONG TOOLKIT !!
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Case # 21 DHS Fleet Project

C SITUATION: DHS has the largest fleet in Victoria. It wanted to
Improve safety and reduce costs through accident prevention

C DELIVERABLE: Multi-faceted deliverables (see overleaf)
C STAKEHOLDER REACTION: Love the results!!!

¢ CRITICAL LESSONS:
A Deliberate multi-dimensional approach
A Detailed understanding
A Determined focus on early wins
A Crystal clear on measures
A Lots of change management attention
A USED THE RIGHT TOOLKIT !!
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Case #21 The philosophy

5 Reduced
p,% pST collisions

Reinvest in
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Case #2171 The approach
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Case # 21 The approach

Action Step Implementation - Hoy, Michael
35 Number of actions
Staff Member A
2 30 | complation
o 25
0 20
S 15 set @
= 10 r-/- —l I || 60% completion as
< 5 l an indicator of
0 - | - . Issues or inactivity
& ) ) ) ) ) ) \
q/gg \,199 \,]/QQ \,199 ,19 \q/@ \,LQQ \,190 \ Actual Completion
\<:>\ \an & \063 \Qb\ \Qfo & Rate of weekly action
o P © N P steps (some
slippage)
I Actual Performance —— Planned Performance Worry Line
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