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Webinar House Keeping
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To ask a question click 
to open the chat

Type question 
here

Please check you are 
muted
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LEA - Purpose & Approach
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Our Purpose: 

We are a not for profit organisation, established to help customers 
become self-reliant on their lean journey. Through research, 

products and services we provide better, faster and cheaper ways to 
learn and improve.

LEAN TRANSFORMATION FRAMEWORK 
Our Approach: 

SELF RELIANT CUSTOMERS
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LEA - Learning Lean
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“Give a man a fish and you feed him for a 
day. Teach him how to fish and you feed 

him for a lifetime”
– Lao Tzu

Skill Development – 4 Levels 

Understanding 
Skill Level 2

Knowledge 
Skill Level 1

Teach & Coach 
others

Skill Level 4
Capable 

Skill Level 3

Online/On Site Support
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What is your Lean Journey?
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Lean Learning Journey – Skill Levels

Understanding 
Skill Level 2

Knowledge 
Skill Level 1

Can Do Well, 
Teach & Coach 

others
Skill Level 4

Capable 
Skill Level 3

Today

PPS Understanding Level 2 Online Course Available

at www.leanuk.org/Lean Learning Journey

n You must practice.
n We Offer online Teaching 

and Coaching of A3 
Practical Problem Solving.

n Become capable of solving 
your own problems! 

http://www.leanuk.org/Lean
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Problem Solving – Agenda

n Agenda
§ Teach Poster Concept

§ Introduction to Problem Solving

§ Purpose

§ Process

§ People

§ Q & A

§ Overview of the 8 Steps

§ PPS A3’s

§ Understanding the 8 Steps – Level 2

§ Summary/Q & A
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Teach Poster Concept

n Why do we use a Poster?

§ Can be taught by leaders in the workplace or 
online without the need for a training room.

§ Structured in to defined areas making it easier 
to remember.

§ Pictures are remembered easier than words & 

create more interest and discussion.

§ A poster can be put up in your workspace for 
future reference, not hidden on a pc.
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Problem Solving – Introduction

Starting Point:
Lean Transformation Framework

Work through:
1. Purpose
2. Process
3. People
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Lean Transformation Framework

Problem Solving is the #1 Lean Skill!

n Go to www.leanuk.org/what-is-lean/working-with-us

to see the full LTF video explanation

http://www.leanuk.org/what-is-lean/working-with-us
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1.0 Purpose

Supports People and 
Business Development
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2.0 Process
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2.0 Process
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3.0 People

What is your 
Time Spent 

Doing?
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Problem Solving – Agenda

n Agenda
§ Teach Poster Concept

§ Introduction to Problem Solving

§ Purpose

§ Process

§ People

§ Q & A

§ Overview of the 8 Steps

§ Q & A

§ PPS A3’s

§ Understanding the 8 Steps – Level 2

§ Summary/Q & A
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Questions ?

What Questions Do You Have?
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Overview of the 8 Steps

P

D

C

A

Follows 
PDCA 

Thinking

n Time spent Planning
before Doing
anything….
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Step 1 – Problem Clarification

n Understand Waste 
to identify Problems

n What’s the GAP ?
n Visualise the GAP so 

everyone is aligned 

“Step 1 is Key”
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Step 2 – Containment

n Stop the bleeding 
n Protect the 

customer
n Understand the 

problem better

“Don’t stop after Step 2 
Containment”
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n Start with GAP from 
step 1

n Breakdown the large 
vague problem with 
data 

n Prioritise the biggest 
contributing causes 

n Go Study for yourself
n Problem to Pursue -

What, When, Where, 

Step 3 – Problem Analysis 
& Breakdown

“Define the Problem to 
Pursue”
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Step 3 – Problem Analysis 
& Breakdown

n Establish Direct 
Causes of Problem to 
Pursue 

n Can use Fishbone 
diagram as 
brainstorm framework

n Must Prove with Data

“Prove Cause & Effect”
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Step 4 – Target Setting

n Set Target against 
Problem to Pursue

n Ensure it’s SMART
n Understand the impact on 

the GAP

“Be SMART”
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Step 5 - Root Cause
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n Start with Problem to 
Pursue

n First Level of Why is  
the Direct Causes

“Will Stop the 
Problem”
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Step 6 – Countermeasures 
& Plan
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n Countermeasures 
aligned to specific to 
root causes 

n Alternative Ideas
n Evaluate & prioritise
n Make a change 
n PDCA process for 

each countermeasure

“See Countermeasures through” with 
speedy action together as a team
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Step 7 – Check Results
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n Did we meet the 
Target?

n By how did we 
close the GAP? 

n What else do we 
need to do? 

“Can we remove 
Containment?”



www.leanuk.org

Step 8 – Standardise & 
Share
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n Update Standards 
to sustain the 
results

n Yokoten - Share out 
the Learning 

n Summarise thinking 
using an A3

More Detailed PPS Video Overview
Available at  www.leanuk.org/Lean Learning

“Develop People 
& Develop the 
Organisation”

https://www.leanuk.org/learning-platform/
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Questions ?

What Questions Do You Have?
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PPS A3 – 8 Steps

n PPS A3 is how we summarise the problem solving journey.
n All 8 Steps are completed.

SITE PPS LEADER DATE Signature Approval

Step 8

SHARE

PPS Title C:\Users\User\Dropbox (Lean Academy)\Lean Academy Team Folder\LEA Website\Learning Platform Materials\PPS Download Material\[LEA PPS Vehicle Operating Cost Reduction A3-A4 MASTER 

Ver1.0.xlsx]Blank A3 - Print this A0

TEAM MEMBERS

Partline 
Paris Michael Jane, Lisa

Al, Bob,

Cyd, Ed,

Fran, Terry

Step 1 Step 4 TARGET SETTINGPROBLEM CLARIFICATION

8th MayVehicle Operating Costs Reduction

CONTAINMENT 

Step 3 PROBLEM ANALYSIS & BREAKDOWN

Step 2

DEVELOP & PLAN COUNTERMEASURESStep 6

CHECK RESULTS (MONITOR) - OCTOBER STATUSStep 7

Step 5 ROOT CAUSE ANALYSIS

STANDARDISE  & SHARE

STANDARDISE
New Training Procedure for New & Current Employees

Training Matrix Plan for all Drivers - Monthly Review
Workload Planning Procedure - Weekly Update and Review

Share with Material Handling & Logistics Operations at next Monthly 
Review

Post on to Partline Intranet to share Company wide after Divisional 
Monthly Review

Containment Action from 15th  May:

What: Operating Costs Containment Meeting

When: Daily, 10:00am to 10:10am

Where:  MCI Meeting area

Who:  Vehicle Fleet Ops, Logisitics, Purchasing, A&F

Why: To review, manage and action Operating Costs

How: Visual Tracker and action list

How much: Daily budget of 2365 euros
€ -

€ 2,000.00 

€ 4,000.00 

€ 6,000.00 

€ 8,000.00 

01-May 02-May 03-May 04-May 05-May 08-May 09-May 10-May 11-May 12-May 15-May 16-May 17-May

Daily Operating Costs Tracker

Root Cause Potential Countermeasure Quality Cost L/T Risk Effect Overall Tgt % Who 22 23 24 25 26 27 28 29 30 31 32 33 34 35 36 37

Define Responsible person 3 3 3 3 3 15 0% CH

Develop procedure for new and current drivers 3 3 2 3 3 14 1% NP

Re-train all drivers 2 1 1 3 2 9 - -

Set up training plan for drivers 3 2 2 3 2 12 1% WR
Develop workload resource planning schedule 

rules
3 3 2 3 2 13 1% CH

Devlop workload schedule management 

procedure
3 3 2 3 3 14 1% NP Implement Workload Procedure

Hire more drivers 2 1 1 1 3 8 - -

Introduce more breaks 2 1 3 3 2 11 - -
3=Good2=So,so1=Poor

Inadequate 
Manpower 
Planning 
Process

No-one is 
responsible 
for training

Impact 
on GapEvaluate CountermeasuresRoot Cause Countermeasures

Bi-weekly training schedule

June July Aug Sep
Planned ScheduleWho

54

55

56

57

58

59

60

61

Last YearIdeal SituationTarget Impact

Operating Costs - Impact on Gap

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

PROBLEM to PURSUE

Direct 
Cause(s

1.0 Background

- Partline is a mechanical component 
manufacturer siutated near Paris

- One of this years declarations is cost, to 
offset a 3.5% increase in raw material costs

- To support this the Logistics Control 
Division is to target a 6% reduction in 
Operating Costs from last year

1.2 Problem Statement

Logistics Control 

Material 
Handling

Logistics 
Operation

s
Vehicle 

Fleet

Focus Area 
for this 
Project

1.1 Gap Analysis - Vehicle Fleet Operating Costs

603900

567666

Gap = 6% or 36234 Eu Reduction from Last 
Year

Ultimate Goal:
Reduce Vehicle Fleet Operating Costs by 5% each Yr.

Ideal Situation:
Next Years Vehicle Fleet Operating Costs are less 

than or equal to 567666 Eu

Current Situation:
Last Years Vehicle Fleet Operating Costs were 

603900 Eu 

Problem Statement:
Vehicle Fleet Operating Costs have a Gap of 6% or 
36234 Eu  

49439

50322

53854

57385

47306

40000

45000

50000

55000

60000

Q2 Last

Yr

Q3 Last

Yr

Q4 Last

Yr

April

Actual

April

Budget

EU

1. 0 Operating Costs by Period

Increasing 
Trend.. 7063
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2.0 Cost Differences by Item - April

Vehicle Repair 
has the biggest 

difference vs Last 
Year

0
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3.0 Monthly Repair Costs by Vehicle 
Type

Last Yr Ave April This Yr

10595

1766

883 883
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4.0 Truck Cost by Repair Type In 
April
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5.0 Time of Truck Accidents During 
Shift Last Year

Normal Shift Overtime

Parked in Fleet 

Parking Area

Plant 

Loading 

Dock

In Route 

to 

Customer

Customer 

Receiving 

Dock

In Route 

with 

Empties

In Shop for 

Maint'

6.0 Process Flow - Point of Cause of Truck Accidents Last Year

0
1

12

1 4
0

8.0 Driver Recruitment & Training Process Check Result

Recruiting
Hiring & 
Selection

Initial 
Training

Safety 
Training

Scheduling
& 

Assignments

Assessment 
& 

Rectification

Ongoing 
Training

Process OK - to the required Standard

Less Skilled Drivers available & Route Allocation is Poor

No Training Confirmation or Rectification

Summary of Problem to Pursue

Truck Accidents that occur in route to customers 
during overtime

7.0 Direct Cause Investigation

Truck accidents that 
occur in route to 

customers during 
overtime 

MAN

METHOD

MACHINE

MATERIAL

Route allocation

1

Potential Cause Investigated & Confirmed OK
Potential Cause Investigated , Confirmed as a Contributor 
Potential Cause Investigated & Confirmed as Direct Cause

2

Trucks have 
biggest 

increase of 7062 
Eu

4 Accidents are 
75% of Repair 
Costs in April

12/18 (67%) 
Accidents During 

12/18 (67%) of 
Truck 

Accidents 
Occurred in 

Route to 

Target Statement
" Reduce the number of truck accidents per 
month to Zero by August to achieve no more 
than 10 accidents for the year."

Maximum number of Truck Accidents 
Last Year = 18
This Year = 10 (44% reduction)

Average Cost per Accident
10595 Eu / 4 = 2648 Eu

This should result in an Operating Cost 
Saving of (8 x 2648 Eu) = 21184 Eu or 3.5% of 
the 6% Gap 
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Truck Accidents Target
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Last Year Target

Eu
 (0

00
s)

Truck Accident Costs

Zero Accidents 
by August. Total 
of 10 for this year

18 10

47664

8

Saving of 21184 

26480

603900 567666

3.5%

Saving of
21184 Eu 
or 3.5% 

Gap

Still 2.5% 
Gap !

Lack of skilled and 
experienced drivers Working hours too long

No training or 

handover for 

new drivers

New drivers 

hired after senior 

guys retired

No on the job 

training is done 

anymore

No procedure to 

identify training 

needs

No re-fresher 

training is done

No management 

of driver 

training/skills

No-one is 
responsible for 

training

Some drivers 

are 

overburdened

No management 

of the driver 

workload

Inadequate 
manpower 
planning 
process

Truck Accidents that occur in 
route to customers during 

overtime

1 2

No-one is responsible for training Inadequate manpower planning processA B
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B
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Truck Accidents Results
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Result: Operating Costs - Impact on Gap
603900 56766

6%

Saving 23828 
Eu or 4% of the 

Gap YTD

Still 2% 
Gap !

Need to do further 
activity this year to 

close remaining 
2% of the Gap

Cannot 
Influence 
expansionA

B

= # of Accidents

Root Causes

Vehicle repair cost

from accident in 

April
Overtime, Key 

Customer urgent 

order

Incorrect 
material loaded

GAP = 6%
36234 Eu

Rapid 

expansion -

process 

Because

Because

Because

Because

Timeframe

Check

Containment Meeting

Training Plan

New Workload Procedure

Training 

5% 
YOY

539282

MOTHER 

MEASUREMENT

Poor weather 
conditions

Heavy traffic

Old trucks

Vehicle Defects

Driving Distances 
too long

Loads too 
heavy

Lack of skilled & 
experienced 

Drivers

Working above the 
legal limit of drving 
hours during shift

Drivers tired

Working hours 
too long

Qty of new routes

Driver Training 
verification

Maintenance schedule

582716

3.5% 4%

580068

6%

!

Direct Causes:

1. Lack of skilled & 
experienced operators

2. Working hours too long

83%

78%

5827169 Accidents 
YTD

1

Containment to 

Start 15th May

Step 3 PROBLEM ANALYSIS & BREAKDOWN

49439
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2.0 Cost Differences by Item - April

Vehicle Repair 
has the biggest 

difference vs Last 
Year
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3.0 Monthly Repair Costs by Vehicle 
Type

Last Yr Ave April This Yr

10595
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883 883
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4.0 Truck Cost by Repair Type In 
April
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5.0 Time of Truck Accidents During 
Shift Last Year

Normal Shift Overtime

Parked in Fleet 
Parking Area

Plant 
Loading 

Dock

In Route 
to 

Customer
Customer 
Receiving 

Dock

In Route 
with 

Empties

In Shop for 
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6.0 Process Flow - Point of Cause of Truck Accidents Last Year
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0

8.0 Driver Recruitment & Training Process Check Result

Recruiting
Hiring & 
Selection

Initial 
Training

Safety 
Training

Scheduling
& 

Assignments

Assessment 
& 

Rectification

Ongoing 
Training

Process OK - to the required Standard

Less Skilled Drivers available & Route Allocation is Poor

No Training Confirmation or Rectification

Summary of Problem to Pursue

Truck Accidents that occur in route to customers 
during overtime

7.0 Direct Cause Investigation

Truck accidents that 
occur in route to 

customers during 
overtime 

MAN

METHOD

MACHINE

MATERIAL

Route allocation

1

Potential Cause Investigated & Confirmed OK
Potential Cause Investigated , Confirmed as a Contributor 
Potential Cause Investigated & Confirmed as Direct Cause

2

Trucks have 
biggest 

increase of 7062 
Eu

4 Accidents are 
75% of Repair 
Costs in April

12/18 (67%) 
Accidents During 

12/18 (67%) of 
Truck 

Accidents 
Occurred in 

Route to 

Incorrect 
material loaded

MOTHER 

MEASUREMENT

Poor weather 
conditions

Heavy traffic

Old trucks

Vehicle Defects

Driving Distances 
too long

Loads too 
heavy

Lack of skilled & 
experienced 

Drivers

Working above the 
legal limit of drving 
hours during shift

Drivers tired

Working hours 
too long

Qty of new routes

Driver Training 
verification

Maintenance schedule

!

Direct Causes:

1. Lack of skilled & 
experienced operators

2. Working hours too long

83%

78%
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PPS A3 – What Good Looks Like

n PPS A3 What the Story Should Look like .
n Visual guidance on creating an A3 PPS Story.
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PPS A3 – Evaluation Method

n Evaluation Method for PPS A3’s.
n Learn how to Teach & Coach PPS & A3’s with Us! 

1 a. 1 a.

2 b. 2 b.

c. c.

3 d. d.

e. 3

f. e.

4 g.

h. f.

5 i. 4 e.

j.

k. 5

1 a. 1 a.

2 b. b.

c. 2 c.

3 d. d.

e. 3 e. 

f. f .

g. g.

4 h.

4

5

5

1 a. 1 a.

b. 2 b.

2 c. c.

3 d.

d. e.

3 e.

f. f .

g. 4

h.

4 i. 5

5

1 a.

2 b.

3 c.

1 a. 4 d.

b. e.

2 c. 5 f. 

d.

3 e.

f.

g. 1 a.

2

4 3 b.

4 c.

5 5 d.

C:\Users\User\Dropbox (Lean Academy)\Lean Academy Team Folder\LEA Website\Learning Platform Materials\PPS Dow nload Material\[PPS A3 Evaluation & Coaching  Form Ver4.0.xlsx]PPS Evaluation - Coaching

Reasons for NOK results explained.

PRACTICAL PROBLEM SOLVING (PPS) A3 EVALUATION CRITERIA

A3 logic story clear, visual  and easy to follow .

A3 can stand alone as a document.

A3 can be used to train others.

How  might you use graphs/charts/diagrams to make it easier to

understand the process you w ent through?

Who else could you ask to see if they understand this?

How  can you emphasise the key points you w ant to make?

What did you learn from this activity?

- A3 is understandable at a glance
- Clear storyline, each step is clear

- Visuals, graphics used that simplify facts and 
data

- Stand alone document

What w ill be the benefit in the long term if w e achieve the target? A3 is diff icult to read/understand - no logic story.

A3 logic story evident, but w ordy, not visual.

The investigation is so deep that no question

easy to share w ith no explanation.

Expected Content Evaluation Levels Coaching Questions

4.0 Target Setting
Expected Content

9.0 A3 DocumentHow  did you determine by "how  much" and by "w hen"?

How  do you plan to manage the target?

How  can you standardise w hat you did and achieved?

What changes w ill be needed to standardise this?

- Successful processes/practices are 
standardised.

- Learning has been shared w ithin the site
- Learning has been shared outside the site
- New  precedent has been set for further 

kaizen.

Standardisation/sharing not deeply considered.

Considered but little personal action taken.

Standardisation/learning completed and shared.

Inaddition, organisational standards are/have 

been review ed, updated and deployed for future.

What training might be needed?

Who else w ould benefit from know ing about this result?

What did you learn, w hat are you going to do next?

What w as the Customers feedback w hen you shared it w ith them?Also, next level of improvement is planned.

- SMART Target Statement.
- Clear explanation of by how  much the GAP is 

expected to close by solving the Problem to 
Pursue (contribution)

- GAP closure is clearly visualised.

e.g look across potential for the problem/target.

Also, it takes in to account the longer term impact

Simple, easy to share and understand by anyone.

Target is stated and visualised  but does not

Expected Content Evaluation Levels

ment and tracking method is clear.

CS/Gap is not broken dow n enough. Too high

level, mainly opinions little data or facts.

Breakdow n w ith data done, but diff icult to under-

stand the logic story. Point of Cause, Problem to

Deep, logical breakdow n done to determine/prove

How  did you check that they are Direct Causes? (1st Why)

Are there any of the other 7 PPS Tools you can use to break it dow n?

the Point of Cause (w here), Problem to Pursue

What makes you think that the target if  feasible?

Coaching Questions

Evidence of Go & See & gap contribution defined.

connect to the Problem to Pursue/Direct Causes.

Target is stated and visualised but does not show

by how  much it w ill impact on the gap.

Simple, easy to share and understand by anyone.

7.0 Check Results & Monitor
Expected Content Coaching Questions

The results of implementing the C/M is not clear.

The results of implementing the C/M are show n

Evaluation LevelsCoaching Questions
What results did you achieve versus your target?

How  did the results impact in closing the gap?

3.0 Problem Analysis & Breakdown

- Breakdow n the Problem using data and facts
   (7 PPS Tools).

- Select and state the Problem to Pursue.
- Locate Point of Cause by Go & See.

- Identify and confirm Direct Cause(s) through 
data and investigation

Expected Content Evaluation Levels Coaching Questions

- Customer needs and containment considered
- Speed, priority and feedback.

- Who, What, Where, When, Why, How , How  
much.

are achieved e.g catchback contingency.

Containment (5W,2H) done, but the start date, 

understand the problem more (for Step 3).

to share w ith no explanation.

How  did you decide about doing containment or not?

When did the containment start?

How  did you check the containment w as w orking?

What kind of actions have been taken during the containment activity?

Closed loop containment done. Method, start date 

What w as the method you put in place?

What is the customers feedback about the containment activity?

actions taken and impact on gap clearly explained

and visualised to demonstrate it is w orking.

Inaddition it is being used to collect data to help

What did you learn from the containment that might help you later on?

What other areas could be affected by this problem?

Containment considered but method is w eak.

date, impact on gap, actions taken are not clear.

Also, the content is simple, clear and easy

The plan is w ell managed to ensure the results

Target is stated, logical & fulf ils the SMART

criteria. It is clearly visualised and show s by how

much it w ill close the gap and by w hen. Manage-

Evaluation Levels

By how  much w ill solving this problem close the gap by?

How  can you show  the data better to highlight the issues or bring out

Tell me how  you w ent about analysing the Current Situation/Gap?

How  have you categorized the problem in to smaller ones?

What have you learned about the problem - e.g w hat, w here, w hen or

(w hat, w hen, how ) and Direct Causes (w hy).

how , that might help you break it dow n?

How  w ould you summarize the problem in your ow n w ords?

What factors did you consider w hen setting the target?

How  much do you expect the target to close the gap by?

So, tell me w hat your target is going to be?

Pursue & Direct Causes not stated or proved. What did you f ind w hen you w ent to see it for yourself?

remains unansw ered. Every avenue is covered. the key points?

Also, the problem is made so simple, clear and

The results and impact of each C/M can be seen

as per the plan. This has been compared to the

target set and the impact on the gap evaluated.

Reasons for under/over achievement are under-

When w ere the C/M implemented and w hat results did they achieve?

Did you manage to fulf il all of the target you set? 

Simple, easy to share and understand by anyone.

Where/w hen sustained, containment removed.

8.0 Standardise & Share

Explain to me how  you came up the  C/M ideas?

How  did you validate that they w ould address the Root Cause(s)?

What are the meanings behind the evaluation criteria you used?

How  did you decide w hich one to do f irst?

How  did you calculate the expected benefit from each C/M?

How  did you agree the plan w ith the other people involved?

What w as your process to manage the implementation of the plan?

Countermeasures (C/M) are specif ied but are

inadequate to address the Root Cause(s).

C/M are specif ied but are not evaluated or

prioritised particularly w ell, planning is poor.

C/M are logical, address the Root Cause(s) and

are w ell evaluated, prioritised, planned, tracked.

The expected contribution of each C/M has been

calculated tow ards the target or gap.

How  did you verify that the results w ere sustained to remove

containment?

You didn't manage to hit your target, w hy w as that do you think?

- Evaluate the overall results - has the target 
been met, how  much has the Gap closed.

- What process(s) have influenced this result.
- Understand the factors behind success.                                                                                                                                                                                                                                               

If  OK, remove Containment - PDCA

but it is not related back to the target or gap.

Coaching Questions Expected Content Evaluation Levels Coaching Questions

2.0 Containment 6.0 Develop & Plan Countermeasures

- Background / context / w hy solve this?
- Clarify the Ultimate Goal, Ideal and Current 

Situation
- Clear Problem Statement
- Gap clearly visualised

- Clear link & logical story from Problem to 
Pursue,

-1st Why to the Direct Cause(s) and Root 
Cause(s).

- Exhaustive fact f inding by Go & See..keep 
asking w hy? until Root Causes found.

Describe the problem to me in your ow n w ords?

What is the impact of this problem on your area or the business?

What w ill be the benefit if  w e solve this problem?

Where w ould you like to be, in the future say, for this KPI?

Where should w e be for this KPI?

Where are w e currently for this KPI?

So, w hat's the difference betw een the Ideal and Current situation?

How  does this problem affect other Departments/Customers?

What did you learn w hen you asked "w hy" f ive times?

What specif ic causes did you uncover through your investigation?

What w ould happen if w e did nothing?

How  did you decide or select this problem?

Where does the Ultimate Goal come from?

The Problem is not clearly stated or clarif ied.

to share w ith no explanation.

Although the problem is stated it is not clear w hy

it is a problem or w hy they are tackling it.

Background, gap analysis and problem statement

(UG,IS,CS) are complete & it is easy to under-

stand w hat the problem is and w hy selected.

Inaddition, broader view s are stated such as

impact on the business, organisational strategy.

Also, the content is simple, clear and easy

Expected Content Evaluation Levels

Coaching Questions

1.0 Problem Clarification 5.0 Root Cause Analysis
Expected Content Evaluation Levels Coaching Questions Expected Content Evaluation Levels

Root cause analysis is insuff icient/illogical.

responsibility or scope are being tackled.

- Develop as many potential countermeasures 
as possible.

- Narrow  dow n to prioritise the most practical 
and effective.

- Build consensus w ith others.
- Create a detailed and clear action plan.

stood and reflection/learning done.

Simple, easy to share and understand by anyone.

Root cause(s) have been specif ied, but based

upon intuition, opinion or pre-conception w ithout

adequate investigation - w ill not stop the problem.

Root cause(s) have been specif ied w ith a logical,

fact based analysis by deep investigation from

the Problem to Pursue and Direct Causes. Elimi- 

nating the root causes w ill eliminate the problem.

Root cause(s) beyond their normal area of

How  did you verify the causes?

So, w hat do you think happened in terms of the timing or sequence of

events to arrive at the root cause?

How  are you sure that solving this root cause w ill eliminate the

problem?

When you used the because/therefore check, w hat did you learn?

Why, w hy, w hy…….?

1 a.
2 b.

c.

3 d.

e.

f.

4 g.

h.

5 i.

j.

k.

- Background / context / w hy solve this?
- Clarify the Ultimate Goal, Ideal and Current 

Situation
- Clear Problem Statement
- Gap clearly visualised

Describe the problem to me in your ow n w ords?

What is the impact of this problem on your area or the business?

What w ill be the benefit if  w e solve this problem?

Where w ould you like to be, in the future say, for this KPI?

Where should w e be for this KPI?

Where are w e currently for this KPI?

So, w hat's the difference betw een the Ideal and Current situation?

How  does this problem affect other Departments/Customers?

What w ould happen if w e did nothing?

How  did you decide or select this problem?

Where does the Ultimate Goal come from?

The Problem is not clearly stated or clarif ied.

to share w ith no explanation.

Although the problem is stated it is not clear w hy

it is a problem or w hy they are tackling it.

Background, gap analysis and problem statement

(UG,IS,CS) are complete & it is easy to under-

stand w hat the problem is and w hy selected.

Inaddition, broader view s are stated such as

impact on the business, organisational strategy.

Also, the content is simple, clear and easy

1.0 Problem Clarification
Expected Content Evaluation Levels Coaching Questions
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PPS A3 – Evaluation Onsite

Name
Rating

Coaching 
Comments
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PPS A3 – Evaluation Online

Delegate #

Review Sessions #2 #3 #5#4

PPS A3 Coaching Session Ratings and Progress Summary

Dates 19/01/20 18/02/20 24/03/20 20/04/20

#1

17/12/19

Delegate Name

PPS Title 1 2 3 4 5 6 7 8 1 2 3 4 5 6 7 8 1 2 3 4 5 6 7 8 1 2 3 4 5 6 7 8 1 2 3 4 5 6 7 8

David Marriott Plan 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0 3.0

Vehicle Operating Costs Actual 1.8 2.4 1.7 ### ### ### ### ### 2.0 1.9 2.9 2.9 2.4 ### ### ### ### ### 2.5 2.7 3.1 3.0 2.9 2.7 2.5 ### ### ### 2.8 2.8 3.5 3.0 3.1 3.0 2.9 3.0 2.5 2.5 3.0 2.9 3.5 3.0 3.1 3.2 3.0 3.0 2.9 3.0 3.3 3.1

Notes:

Delegate #

PPS 
Ratings

#1

PPS STEPS
A
3

Av
era

geA
3

Av
era

ge A
3

Av
era

ge

Target is to achieve at least an average rating of 3.0 or above to demonstrate capability in the application of the PPS A3 process to solve a problem.
In Reviews #1, #2 and #3 the greyed out Steps are not expected to be evaluated.
The A3 Document must be rated in each Review.

PPS STEPS
A
3

Av
era

ge
PPS STEPS PPS STEPSPPS STEPS

A
3

Av
era

ge

n Delegate Ratings and Comments are 
Captured during Online Reviews and 
Feedback Sessions.

n Scores are rolled up in to a Progress 
Summary.

n Evolution of their Capability 
Development is Captured.

PPS Step Average Ratin
g Coaching Comments Ratin

g Coaching Comments

1 1.8 2 Background too wordy. No dates on Gap Analysis grpah. 
Gap not stated. 1.5 Make background clearer with bullet points instead of 

paragraph.

2 2.4 2.5 When did Containment start? 2.2 What has been the impact and learning from 
Containment.

3 1.7 1.5 Needs further investigation. 1.8 Still need to define the Problem to Pursue.

4 #DIV/0!

5 #DIV/0!

6 #DIV/0!

7 #DIV/0!

8 #DIV/0!

A3 2.1 2 Not very visual, lots of words and difficult to read. 2.2 Visuls better, need to wok on flow and logic story.

PPS Step Average Ratin
g Coaching Comments Ratin

g Coaching Comments

1 2.9 3 Make background clearer with bullet points instead of 
paragraph. 2.8 Background too wordy. No dates on Gap Analysis grpah. 

Gap not stated.

2 2.9 2.8 What has been the impact and learning from 
Containment. 3 When did Containment start?

3 2.4 2.5 Still need to define the Problem to Pursue. 2.3 Needs further investigation.

4 #DIV/0!

5 #DIV/0!

6 #DIV/0!

7 #DIV/0!

8 #DIV/0!

A3 2.6 2.5 Visuls better, need to wok on flow and logic story. 2.7 Not very visual, lots of words and difficult to read.

PPS A3 - Coaching Sessions Feedback and 
Ratings

David Brunt Peter Watkins

David Brunt Peter Watkins

Coach Names

19
/0

1/
20

R
ev

ie
w

 S
es

si
on

 #
2

17
/1

2/
19

Coach Names

R
ev

ie
w

 S
es

si
on

 #
1
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PPS A3 – Typical Outcome

Gap = 
£215,000

Core Breakages 
of High Volume 

Tools ..606, 
..819.

3 Direct Causes

Target = 
£72,000

Result = 
£74,000
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The Elephant in the Room !

How do you get 
individuals or 

organisation’s to 
learn this well ? 

34

Better, Faster & 
Cheaper 
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Lean Learning Journey for PPS A3

Understanding 
Skill Level 2

Knowledge 
Skill Level 1

Can Do Well, 
Teach & Coach 

others
Skill Level 4

Capable 
Skill Level 3

6 - 12 months 
Face to face or online

Completed multiple A3’s
Learn Basic Coaching Skills

Successfully developed 
two others in PPS A3 

6 - 18 weeks 
Online or face to face  

Coached, evaluated & 
report out on a real 
Business Problem 

using PPS A3 method 

8 - 12 hrs 
Online Self-Paced 

or face to face
Learn PPS A3 8 
Steps through 
Teach Poster & 

Case Study Practise

2 hrs 
Online Self-Paced

Learn PPS A3 
Purpose, Process 
& People basics
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Skill Levels 1 – 4 Remote Coaching 
A3 8 Step Problem Solving

36

Teach Sessions

Online 
Homework 

Short burst 
Learning

Plan
Confirm Learning

Debrief with 
Answers 

Leaders Complete 
Homework

Do
Teach & 

Coach Others

Learn how to 
Teach & 

Coach Others

Become Self 
Reliant

Act

Review & 
Evaluate 
Online 

Together 

Develop 
Capability

Coaching on 
your Actual 

Problem

Check

SITE PPS LEADER DATE Signature Approval

Step 8

SHARE

Benefit Summary

Title
TEAM MEMBERS

DEVELOP & PLAN COUNTERMEASURES

Step 7 CHECK RESULTS

Step 1

STANDARDISE

STANDARDISE  & SHARE

- What did you learn?
- What are the next steps/actions?

- Sustainment: Standardise Countermeasures, update Management 
Routines

- Update EOS process documents, FMEA's, Control Plans, other 
documents…

- MUST be actions (what, who, when)

- How will YOU  share the learning points?
- Can we apply the result anywhere else inside your area and outside ?

- To similar Products, Processes, Departments, Plants, Regions, Functions….
- How can we leverage the benefit ?

- MUST be actions (what, who, when)

Step 5 ROOT CAUSE ANALYSIS
Step 2 CONTAINMENT 

Date

Step 6

Step 4 TARGET SETTINGPROBLEM CLARIFICATION

Step 3 PROBLEM ANALYSIS & BREAKDOWN

Confirmed $ 
Benefit

Projected $ 
Benefit 

(Annualised)
Look Across 

$ Benefit
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Number of outstanding manual workflows
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1.1 Gap Analysis 
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Current situation
(12m to March 21)

Ideal situation
(June 21)

Ultimate goal
(March 22)

Number of active manual workflows

Quality Cost Time Risk Effect O/All Wk
0
0
0
0
0
0
0
0
0
0
0
0

Countermeasure Evaluation Key: Plan Actual Delay

1

2

3

4

Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?

Therefore

Manual Workflows Reduction

PROBLEM to PURSUE

Direct 
Cause(s

1.0 Background
• When a purchase invoice cannot be matched to a purchase order (PO), it cannot be uploaded 

to the system, recognised or paid.
• To address this, the 4 accounts payable (AP) assistants send out and subsequently chase 

manual workflows to the originator of such PO's to request remedial action. This is time 
consuming for all involved and may delay payment, causing damage to supplier relationships 
and potential fees for late payment.

• As at 10th March 2021, 24 invoices on manual workflows were overdue to 17 different 
suppliers at a total value of £120k.

• In the 12 months to March 21, an average of 94 manual workflows have been active at any 
one point i.e. 24 workflows per AP assistant.

• The Ideal Situation is for the number of active manual workflows to be no more than the 
lowest recorded average of 65 (a reduction of 22% in workload). 

1.2 Problem Statement

Ultimate Goal:
Within two years (March 2023) there will be no active manual 
workflows.

Ideal Situation:
No more than 65 active manual workflows.

Current Situation:
On average, in the last 12 months 94 manual workflows have 
been active at any one point in time.  

Problem Statement:
There is a GAP of 21 active manual workflows 
between the Ideal and Current Situation.

Direct Cause 1 Direct Cause 2

Problem to Pursue

1 2

Cannot 
Influence 

this1

2

Root Causes

Containment Activity (5W, 2H):

What: Bi-weekly download & review of manual workflows

When: Every two weeks

Where: Remote download from Share (software which holds workflow 
data)

Who: AP supervisor (LB), Group Accounting Manager (GB) and AP 
assistants

Why: To review o/s manual workflows and contact originators of PO's 
to resolve issues

How: LB allocates each o/s manual workflow to an AP assistant who 
contacts the originator of the PO to resolve issues

How much: Aim to ensure live manual workflows do not exceed the 
current level (100 at 10/03/21)

Because

Because

Because

Because

Timeframe

Check

Ideal Situation

- No Blame!
- You can influence it

- Will change the way we do 
things

- Will stop the Problem

The 
"Why" The "What" The "Priority" The 

"Contribution"
The "Who and 

When"

OK

NOK

SMART Target Statement

-"By solving the Problem 
to Pursue by this Date, I 

will Close the Gap by this 
much"

Short, simple statement

Visualise your Specific Target 
Evolution

Time
Ideal

Situation
Current

Situation

Impact on the Gap

Target will 
close the 

Gap by this 
much

Always quantify the $, € of the 
Target and potential look 

across benefit if initially small.

Result vs your Specific Target

Ideal Current Target

Impact on the Gap

Result 
has 

closed the 
Gap by 

this much

Show when 
Countermeasures 

implemented

Result

Can we 
remove 

Containment 
?Did we 

meet the 
Target ?

DC 1
DC 2

Direct 
Cause(s) 

Target 
Impact

Still have 
this much 
Gap left

Show the 
Result vs the 

Target

This much 
Gap is left

Problem to 
Pursue

Gap

Target

GAP
21 active workflows
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117
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Average number of outstanding manual workflows

Positive trend 
average workflows 

are decreasing

Negative trend 
average workflows 

are increasing

Quality Cost Time Risk Effect O/All Wk
0
0
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0
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0
0

Countermeasure Evaluation Key: Plan Actual Delay

1

2

3

4

Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).
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Countermeasure Evaluation Key: Plan Actual Delay

1
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Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).
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Countermeasure Evaluation Key: Plan Actual Delay
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4

Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).

Quality Cost Time Risk Effect O/All Wk
0
0
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0

Countermeasure Evaluation Key: Plan Actual Delay

1

2

3

4

Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).

Quality Cost Time Risk Effect O/All Wk
0
0
0
0
0
0
0
0
0
0
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0

Countermeasure Evaluation Key: Plan Actual Delay

1

2

3

4

Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).
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12m to March 21

Average active manual 
workflows by department
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Data collected daily from 
22/03 as identified that 

weekly data was not 
sufficient for analysis

New workflows
Cleared workflows
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Countermeasure Evaluation Key: Plan Actual Delay
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Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).
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Countermeasure Evaluation Key: Plan Actual Delay
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Schedule Key:
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Schedule

Countermeasure Evaluation
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Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).
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Countermeasure Evaluation
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Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).
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Root Cause Countermeasures
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Countermeasure Evaluation
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Root Cause Countermeasures
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3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).
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Countermeasure Evaluation Key: Plan Actual Delay
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Schedule Key:

Month Month Month
Schedule

Countermeasure Evaluation
Who

Impact 
on Gap

Countermeasure Actions
Month

Root Cause Countermeasures

Root Cause

3=Good, 2=So, so, 1=Poor. Highest total is best overall (O/All).

13 10 9 10 10 7 7 6 6

19 15 12

72 71

60 59 60
54

63

88

58 54 50 52

0

20

40

60

80

100

120

Daily movement in workflows

Overdue

529

33
38
46
52
72

157

0

100

200

300

400

500

600

700

800

900

AI invoices processed in last 12m by vendor 

Selwood
The Rothen Group
Inchcape Fleet Solutions
Kevin Davies
James Lister & Sons
Pontrilas Timber & Builders
Other

No single vendor in 
excess of 20 invoices

A
8

B
4

C
4D

1

E
8

F
10

AI average workflows by anonymised individual

Individual F is the 
largest contributor, 
closely followed by 

A & E
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The top 3 vendors by number 
account for 56% of individual 

F's invoices and 44% of 
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of 100 workflows
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of 100 workflows
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Capable – Level 3

Key Learnings:

• Easy to jump to conclusions on the 
cause of an issue, this way allows 
us to focus our efforts in the right 
place

• Working as a team and cross teams 
support is necessary

• Can be a challenge to change the 
“blaming” etc, but good results 
happen when we manage it

Benefits:
• Allowed a mindset change from “having a 

moan” to “how can we work to find solutions”
• Empowered teams to see they can implement 

improvements
• Reduction of error rate from 9% to less then 

1% which relieves frustrations & time in the 
process

Error rate 
at start 9%

Error rate now - <1%
Monthly time saving: 

6 hours 

Capable –
Skill Level 3

Hannah

38
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Summary

Our Purpose: 

We are a not for profit organisation, established to help customers 
become self-reliant on their lean journey. Through research, 

products and services we provide better, faster and cheaper ways to 
learn and improve.

Our Approach: 

Understanding 
Skill Level 2

Knowledge 
Skill Level 1

Teach & Coach 
others

Skill Level 4
Capable 

Skill Level 3

Develop 
capability to 

teach others –
cascade the 

learning
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Summary

Introduction to Problem Solving

8 Steps Overview PPS A3 and Evaluation Method
SITE PPS LEADER DATE Signature Approval

Step 8

SHARE

PPS Title C:\Users\User\Dropbox (Lean Academy)\Lean Academy Team Folder\LEA Website\Learning Platform Materials\PPS Download Material\[LEA PPS Vehicle Operating Cost Reduction A3-A4 MASTER 

Ver1.0.xlsx]Blank A3 - Print this A0

TEAM MEMBERS

Partline 
Paris Michael Jane, Lisa

Al, Bob,

Cyd, Ed,

Fran, Terry

Step 1 Step 4 TARGET SETTINGPROBLEM CLARIFICATION

8th MayVehicle Operating Costs Reduction

CONTAINMENT 

Step 3 PROBLEM ANALYSIS & BREAKDOWN

Step 2

DEVELOP & PLAN COUNTERMEASURESStep 6

CHECK RESULTS (MONITOR) - OCTOBER STATUSStep 7

Step 5 ROOT CAUSE ANALYSIS

STANDARDISE  & SHARE

STANDARDISE
New Training Procedure for New & Current Employees

Training Matrix Plan for all Drivers - Monthly Review
Workload Planning Procedure - Weekly Update and Review

Share with Material Handling & Logistics Operations at next Monthly 
Review

Post on to Partline Intranet to share Company wide after Divisional 
Monthly Review

Containment Action from 15th  May:

What: Operating Costs Containment Meeting

When: Daily, 10:00am to 10:10am

Where:  MCI Meeting area

Who:  Vehicle Fleet Ops, Logisitics, Purchasing, A&F

Why: To review, manage and action Operating Costs

How: Visual Tracker and action list

How much: Daily budget of 2365 euros
€ -

€ 2,000.00 

€ 4,000.00 

€ 6,000.00 

€ 8,000.00 

01-May 02-May 03-May 04-May 05-May 08-May 09-May 10-May 11-May 12-May 15-May 16-May 17-May

Daily Operating Costs Tracker

Root Cause Potential Countermeasure Quality Cost L/T Risk Effect Overall Tgt % Who 22 23 24 25 26 27 28 29 30 31 32 33 34 35 36 37

Define Responsible person 3 3 3 3 3 15 0% CH

Develop procedure for new and current drivers 3 3 2 3 3 14 1% NP

Re-train all drivers 2 1 1 3 2 9 - -

Set up training plan for drivers 3 2 2 3 2 12 1% WR
Develop workload resource planning schedule 

rules
3 3 2 3 2 13 1% CH

Devlop workload schedule management 

procedure
3 3 2 3 3 14 1% NP Implement Workload Procedure

Hire more drivers 2 1 1 1 3 8 - -

Introduce more breaks 2 1 3 3 2 11 - -
3=Good2=So,so1=Poor

Inadequate 
Manpower 
Planning 
Process

No-one is 
responsible 
for training

Impact 
on GapEvaluate CountermeasuresRoot Cause Countermeasures

Bi-weekly training schedule

June July Aug Sep
Planned ScheduleWho

54

55

56

57

58

59

60

61

Last YearIdeal SituationTarget Impact

Operating Costs - Impact on Gap

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

WHY ?
Therefore

PROBLEM to PURSUE

Direct 
Cause(s

1.0 Background

- Partline is a mechanical component 
manufacturer siutated near Paris

- One of this years declarations is cost, to 
offset a 3.5% increase in raw material costs

- To support this the Logistics Control 
Division is to target a 6% reduction in 
Operating Costs from last year

1.2 Problem Statement

Logistics Control 

Material 
Handling

Logistics 
Operation

s
Vehicle 

Fleet

Focus Area 
for this 
Project

1.1 Gap Analysis - Vehicle Fleet Operating Costs

603900

567666

Gap = 6% or 36234 Eu Reduction from Last 
Year

Ultimate Goal:
Reduce Vehicle Fleet Operating Costs by 5% each Yr.

Ideal Situation:
Next Years Vehicle Fleet Operating Costs are less 

than or equal to 567666 Eu

Current Situation:
Last Years Vehicle Fleet Operating Costs were 

603900 Eu 

Problem Statement:
Vehicle Fleet Operating Costs have a Gap of 6% or 
36234 Eu  

49439

50322

53854

57385

47306

40000

45000

50000

55000

60000

Q2 Last

Yr

Q3 Last

Yr

Q4 Last

Yr

April

Actual

April

Budget

EU

1. 0 Operating Costs by Period

Increasing 
Trend.. 7063
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2.0 Cost Differences by Item - April

Vehicle Repair 
has the biggest 

difference vs Last 
Year

0
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12000

14000
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3.0 Monthly Repair Costs by Vehicle 
Type

Last Yr Ave April This Yr

10595

1766

883 883
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4.0 Truck Cost by Repair Type In 
April
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5.0 Time of Truck Accidents During 
Shift Last Year

Normal Shift Overtime

Parked in Fleet 

Parking Area

Plant 

Loading 

Dock

In Route 

to 

Customer

Customer 

Receiving 

Dock

In Route 

with 

Empties

In Shop for 

Maint'

6.0 Process Flow - Point of Cause of Truck Accidents Last Year

0
1

12

1 4
0

8.0 Driver Recruitment & Training Process Check Result

Recruiting
Hiring & 
Selection

Initial 
Training

Safety 
Training

Scheduling
& 

Assignments

Assessment 
& 

Rectification

Ongoing 
Training

Process OK - to the required Standard

Less Skilled Drivers available & Route Allocation is Poor

No Training Confirmation or Rectification

Summary of Problem to Pursue

Truck Accidents that occur in route to customers 
during overtime

7.0 Direct Cause Investigation

Truck accidents that 
occur in route to 

customers during 
overtime 

MAN

METHOD

MACHINE

MATERIAL

Route allocation

1

Potential Cause Investigated & Confirmed OK
Potential Cause Investigated , Confirmed as a Contributor 
Potential Cause Investigated & Confirmed as Direct Cause

2

Trucks have 
biggest 

increase of 7062 
Eu

4 Accidents are 
75% of Repair 
Costs in April

12/18 (67%) 
Accidents During 

12/18 (67%) of 
Truck 

Accidents 
Occurred in 

Route to 

Target Statement
" Reduce the number of truck accidents per 
month to Zero by August to achieve no more 
than 10 accidents for the year."

Maximum number of Truck Accidents 
Last Year = 18
This Year = 10 (44% reduction)

Average Cost per Accident
10595 Eu / 4 = 2648 Eu

This should result in an Operating Cost 
Saving of (8 x 2648 Eu) = 21184 Eu or 3.5% of 
the 6% Gap 
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0 0 0 0 0 0 0 0
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Truck Accidents Target
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Last Year Target

Eu
 (0

00
s)

Truck Accident Costs

Zero Accidents 
by August. Total 
of 10 for this year

18 10

47664

8

Saving of 21184 

26480

603900 567666

3.5%

Saving of
21184 Eu 
or 3.5% 

Gap

Still 2.5% 
Gap !

Lack of skilled and 
experienced drivers Working hours too long

No training or 

handover for 

new drivers

New drivers 

hired after senior 

guys retired

No on the job 

training is done 

anymore

No procedure to 

identify training 

needs

No re-fresher 

training is done

No management 

of driver 

training/skills

No-one is 
responsible for 

training

Some drivers 

are 

overburdened

No management 

of the driver 

workload

Inadequate 
manpower 
planning 
process

Truck Accidents that occur in 
route to customers during 

overtime

1 2

No-one is responsible for training Inadequate manpower planning processA B

A

B
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Truck Accidents Results

Tgt # Accidents

Result # Accidents
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Result: Operating Costs - Impact on Gap
603900 56766

6%

Saving 23828 
Eu or 4% of the 

Gap YTD

Still 2% 
Gap !

Need to do further 
activity this year to 

close remaining 
2% of the Gap

Cannot 
Influence 
expansionA

B

= # of Accidents

Root Causes

Vehicle repair cost

from accident in 

April
Overtime, Key 

Customer urgent 

order

Incorrect 
material loaded

GAP = 6%
36234 Eu

Rapid 

expansion -

process 

Because

Because

Because

Because

Timeframe

Check

Containment Meeting

Training Plan

New Workload Procedure

Training 

5% 
YOY

539282

MOTHER 

MEASUREMENT

Poor weather 
conditions

Heavy traffic

Old trucks

Vehicle Defects

Driving Distances 
too long

Loads too 
heavy

Lack of skilled & 
experienced 

Drivers

Working above the 
legal limit of drving 
hours during shift

Drivers tired

Working hours 
too long

Qty of new routes

Driver Training 
verification

Maintenance schedule

582716

3.5% 4%

580068

6%

!

Direct Causes:

1. Lack of skilled & 
experienced operators

2. Working hours too long

83%

78%

5827169 Accidents 
YTD

1

Containment to 

Start 15th May

1 a. 1 a.

2 b. 2 b.

c. c.

3 d. d.

e. 3
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Reasons for NOK results explained.

PRACTICAL PROBLEM SOLVING (PPS) A3 EVALUATION CRITERIA

A3 logic story clear, visual  and easy to follow .

A3 can stand alone as a document.

A3 can be used to train others.

How  might you use graphs/charts/diagrams to make it easier to

understand the process you w ent through?

Who else could you ask to see if they understand this?

How  can you emphasise the key points you w ant to make?

What did you learn from this activity?

- A3 is understandable at a glance
- Clear storyline, each step is clear

- Visuals, graphics used that simplify facts and 
data

- Stand alone document

What w ill be the benefit in the long term if w e achieve the target? A3 is diff icult to read/understand - no logic story.

A3 logic story evident, but w ordy, not visual.

The investigation is so deep that no question

easy to share w ith no explanation.

Expected Content Evaluation Levels Coaching Questions

4.0 Target Setting
Expected Content

9.0 A3 DocumentHow  did you determine by "how  much" and by "w hen"?

How  do you plan to manage the target?

How  can you standardise w hat you did and achieved?

What changes w ill be needed to standardise this?

- Successful processes/practices are 
standardised.

- Learning has been shared w ithin the site
- Learning has been shared outside the site
- New  precedent has been set for further 

kaizen.

Standardisation/sharing not deeply considered.

Considered but little personal action taken.

Standardisation/learning completed and shared.

Inaddition, organisational standards are/have 

been review ed, updated and deployed for future.

What training might be needed?

Who else w ould benefit from know ing about this result?

What did you learn, w hat are you going to do next?

What w as the Customers feedback w hen you shared it w ith them?Also, next level of improvement is planned.

- SMART Target Statement.
- Clear explanation of by how  much the GAP is 

expected to close by solving the Problem to 
Pursue (contribution)

- GAP closure is clearly visualised.

e.g look across potential for the problem/target.

Also, it takes in to account the longer term impact

Simple, easy to share and understand by anyone.

Target is stated and visualised  but does not

Expected Content Evaluation Levels

ment and tracking method is clear.

CS/Gap is not broken dow n enough. Too high

level, mainly opinions little data or facts.

Breakdow n w ith data done, but diff icult to under-

stand the logic story. Point of Cause, Problem to

Deep, logical breakdow n done to determine/prove

How  did you check that they are Direct Causes? (1st Why)

Are there any of the other 7 PPS Tools you can use to break it dow n?

the Point of Cause (w here), Problem to Pursue

What makes you think that the target if  feasible?

Coaching Questions

Evidence of Go & See & gap contribution defined.

connect to the Problem to Pursue/Direct Causes.

Target is stated and visualised but does not show

by how  much it w ill impact on the gap.

Simple, easy to share and understand by anyone.

7.0 Check Results & Monitor
Expected Content Coaching Questions

The results of implementing the C/M is not clear.

The results of implementing the C/M are show n

Evaluation LevelsCoaching Questions
What results did you achieve versus your target?

How  did the results impact in closing the gap?

3.0 Problem Analysis & Breakdown

- Breakdow n the Problem using data and facts
   (7 PPS Tools).

- Select and state the Problem to Pursue.
- Locate Point of Cause by Go & See.

- Identify and confirm Direct Cause(s) through 
data and investigation

Expected Content Evaluation Levels Coaching Questions

- Customer needs and containment considered
- Speed, priority and feedback.

- Who, What, Where, When, Why, How , How  
much.

are achieved e.g catchback contingency.

Containment (5W,2H) done, but the start date, 

understand the problem more (for Step 3).

to share w ith no explanation.

How  did you decide about doing containment or not?

When did the containment start?

How  did you check the containment w as w orking?

What kind of actions have been taken during the containment activity?

Closed loop containment done. Method, start date 

What w as the method you put in place?

What is the customers feedback about the containment activity?

actions taken and impact on gap clearly explained

and visualised to demonstrate it is w orking.

Inaddition it is being used to collect data to help

What did you learn from the containment that might help you later on?

What other areas could be affected by this problem?

Containment considered but method is w eak.

date, impact on gap, actions taken are not clear.

Also, the content is simple, clear and easy

The plan is w ell managed to ensure the results

Target is stated, logical & fulf ils the SMART

criteria. It is clearly visualised and show s by how

much it w ill close the gap and by w hen. Manage-

Evaluation Levels

By how  much w ill solving this problem close the gap by?

How  can you show  the data better to highlight the issues or bring out

Tell me how  you w ent about analysing the Current Situation/Gap?

How  have you categorized the problem in to smaller ones?

What have you learned about the problem - e.g w hat, w here, w hen or

(w hat, w hen, how ) and Direct Causes (w hy).

how , that might help you break it dow n?

How  w ould you summarize the problem in your ow n w ords?

What factors did you consider w hen setting the target?

How  much do you expect the target to close the gap by?

So, tell me w hat your target is going to be?

Pursue & Direct Causes not stated or proved. What did you f ind w hen you w ent to see it for yourself?

remains unansw ered. Every avenue is covered. the key points?

Also, the problem is made so simple, clear and

The results and impact of each C/M can be seen

as per the plan. This has been compared to the

target set and the impact on the gap evaluated.

Reasons for under/over achievement are under-

When w ere the C/M implemented and w hat results did they achieve?

Did you manage to fulf il all of the target you set? 

Simple, easy to share and understand by anyone.

Where/w hen sustained, containment removed.

8.0 Standardise & Share

Explain to me how  you came up the  C/M ideas?

How  did you validate that they w ould address the Root Cause(s)?

What are the meanings behind the evaluation criteria you used?

How  did you decide w hich one to do f irst?

How  did you calculate the expected benefit from each C/M?

How  did you agree the plan w ith the other people involved?

What w as your process to manage the implementation of the plan?

Countermeasures (C/M) are specif ied but are

inadequate to address the Root Cause(s).

C/M are specif ied but are not evaluated or

prioritised particularly w ell, planning is poor.

C/M are logical, address the Root Cause(s) and

are w ell evaluated, prioritised, planned, tracked.

The expected contribution of each C/M has been

calculated tow ards the target or gap.

How  did you verify that the results w ere sustained to remove

containment?

You didn't manage to hit your target, w hy w as that do you think?

- Evaluate the overall results - has the target 
been met, how  much has the Gap closed.

- What process(s) have influenced this result.
- Understand the factors behind success.                                                                                                                                                                                                                                               

If  OK, remove Containment - PDCA

but it is not related back to the target or gap.

Coaching Questions Expected Content Evaluation Levels Coaching Questions

2.0 Containment 6.0 Develop & Plan Countermeasures

- Background / context / w hy solve this?
- Clarify the Ultimate Goal, Ideal and Current 

Situation
- Clear Problem Statement
- Gap clearly visualised

- Clear link & logical story from Problem to 
Pursue,

-1st Why to the Direct Cause(s) and Root 
Cause(s).

- Exhaustive fact f inding by Go & See..keep 
asking w hy? until Root Causes found.

Describe the problem to me in your ow n w ords?

What is the impact of this problem on your area or the business?

What w ill be the benefit if  w e solve this problem?

Where w ould you like to be, in the future say, for this KPI?

Where should w e be for this KPI?

Where are w e currently for this KPI?

So, w hat's the difference betw een the Ideal and Current situation?

How  does this problem affect other Departments/Customers?

What did you learn w hen you asked "w hy" f ive times?

What specif ic causes did you uncover through your investigation?

What w ould happen if w e did nothing?

How  did you decide or select this problem?

Where does the Ultimate Goal come from?

The Problem is not clearly stated or clarif ied.

to share w ith no explanation.

Although the problem is stated it is not clear w hy

it is a problem or w hy they are tackling it.

Background, gap analysis and problem statement

(UG,IS,CS) are complete & it is easy to under-

stand w hat the problem is and w hy selected.

Inaddition, broader view s are stated such as

impact on the business, organisational strategy.

Also, the content is simple, clear and easy

Expected Content Evaluation Levels

Coaching Questions

1.0 Problem Clarification 5.0 Root Cause Analysis
Expected Content Evaluation Levels Coaching Questions Expected Content Evaluation Levels

Root cause analysis is insuff icient/illogical.

responsibility or scope are being tackled.

- Develop as many potential countermeasures 
as possible.

- Narrow  dow n to prioritise the most practical 
and effective.

- Build consensus w ith others.
- Create a detailed and clear action plan.

stood and reflection/learning done.

Simple, easy to share and understand by anyone.

Root cause(s) have been specif ied, but based

upon intuition, opinion or pre-conception w ithout

adequate investigation - w ill not stop the problem.

Root cause(s) have been specif ied w ith a logical,

fact based analysis by deep investigation from

the Problem to Pursue and Direct Causes. Elimi- 

nating the root causes w ill eliminate the problem.

Root cause(s) beyond their normal area of

How  did you verify the causes?

So, w hat do you think happened in terms of the timing or sequence of

events to arrive at the root cause?

How  are you sure that solving this root cause w ill eliminate the

problem?

When you used the because/therefore check, w hat did you learn?

Why, w hy, w hy…….?
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What Questions Do You Have ?

Our Online Courses:

Email/Contact us: info@leanuk.org

Our Next Webinar Topic:

Lean Standardised Work
28th April 3:30pm UK time

Visit: www.leanuk.org/Events

Books on Problem Solving:

www.leanuk.org/lean-learning www.leanuk.org/shop

Did you know?

We Offer Online Teaching & Coaching

mailto:info@leanuk.org
http://www.leanuk.org/lean

