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Webinar House Keeping
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Lean Enterprise Academy ;

m Key Points:

To ask a question click
to open the chat

PowerPoint Slide Show — [Level 1 PS Presentaion Master]

m Q & A - 10 minutes in the middle and at the end.

Please raise questions in the Teams Chat

m Mute in Teams
m We are recording

m Reminder of what we will send you

Exclusive access to recording of Webinar

PDF of Webinar Slides

Digital Copy of Purpose, Process & People

Teach Poster and talk script — for use in your own organisation
Free Level 1 Course access

www.leanuk.org

Please check you are
muted

Type question
here




LEA - Purpose & Approach oY

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:

SELF RELIANT CUSTOMERS LEAN TRANSFORMATION FRAMEWORK

(@ VALUE-DRIVEN PURPOSE:
What Problem are we trying to solve?

What management system
& leadership behaviours

Research
Product
Development

Howc?o we &Tﬁ\r @'\;@Y\ How@dDO we
2 |

Lean
Learning

do & improve develop the
the actual capabilities
work? we need?

Journey

are required to support
the new way of working?

@ What Basic Thinking, Mindset & Assumptions

drive this change?

4 www.leanuk.org




LEA - Learning Lean
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Skill Development — 4 Levels

/

Teach & Coach
others
Skill Level 4

Capable
Skill Level 3

-~ Knowledge Understanding
(S Skill Level 1 Skill Level 2

\ %

"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

Online/ On Site Support

/

Lean Learning
Journey

__/

5 www.leanuk.org



What is your Lean Journey?  wwwwesY

Lean Learning Journey — Skill Levels

4 =
. Can Do Well,
Knowledge Understanding Capable Teach & Coach
Skill Level 1 Skill Level 2 Skill Level 3 others
Skill Level 4

?)

Online Course ““5«
P ct 3 Practical [ | YOI.I must praCtice-
ractica
Problem Problem = We Offer online Teaching
Solving Solving -
Level 1 and Coaching of A3
Level 2 . .
¢, Practical Problem Solving.
/ﬁ-;g = Lean Learnin B bl f I
i m Become capable of solvin
= P Lo
v your own problems!

PPS Understanding Level 2 Online Course Available
at www.leanuk.org/Lean Learning Journey

www.leanuk.org


http://www.leanuk.org/Lean

i — Lean Enterprise Aca(ﬁ/
Problem Solving — Agenda L

8 Step Practical Problem Solvmg """"”E\

= Agenda

« Teach Poster Concept

= Introduction to Problem Solving

= Purpose
- Process
 People

- Q&A

= Overview of the 8 Steps

= PPS A3’s

o oot to

WALK SACK THROUGH PROCESS STEPS

SUMMARISE PROBLEM TO PURSUE

-~ - Understanding the 8 Steps — Level 2

. Specific

/f,\\\ e ,— ;?:9 _D_ Measurable R w
Y [ SORToN Appropriate [l = o1RecT causer ‘\ / S &
q eRoven som:nmcc b stop Realistic ,ﬁ’f\e\lrm “““““ u u m ma ry “
“ha DATA!

795 112 Teach Pester Eng. WerL.0 Timebound

7 www.leanuk.org



Lean Enterprise Aca(ﬁ/
Teach Poster Concept P

-~
Lean Enterprise Acac‘mv/y_\ )
.

8 Step Practical Problem Solving

PASTTIT]  Problems are Good!

= 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

e O =L future reference, not hidden on a pc.

-~ Xqu /f/,f,s'_i\\ 37 - Measurable
Y Q\\\‘ @ Sunmewt Appropriate
o en
]

PROVI SOMETHING wILL sToP Realistic
R AN DO! THE PROBLEM

Timebound

8 www.leanuk.org



Problem Solving — Introduction
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Work through:
1. Purpose
Process
People

2,
3.

Starting Point:
Lean Transformation Framework

Problems are Good!

1. PURPOSE

B (z
%) A 3

ool | THE CURRENT
ORGANISATION || IRl
e
HIGHLIGHT

PROBLEMS
TO SOLVE

“Having no problems is the
biggest problem of all”

Taiichi Ohno

LEAN TRANSFORMATION FRAMEWORK

(©) VALUE-DRIVEN PURPOSE:
What Problem are we trying to solve?
—— —

What management system
& leadership behaviours

are required to support
the new way of working?

(® What Basic Thinking, Mindset & Assumptions
drive this change?

bbb

Capable Problem
Solvers at all levels

Problem Solving Framework
ROB 0 RA DR
Four Types of Problems Problem Analysis
YRS e Properties Required
Approach Who
Methods 2 2 Wl Quantity Time | Depth
Technical
VvV | v | ¢ | Few | Hard | Long | Deep e se:a:i‘:l?su
\ \ Scientific, | ¢ Gership
Practical V| iv | v . data & fact| & specialists
Team Leaders/
Roeid viv \ Members
React v Many Easy Short | Shallow | Fixitnow | Everyone

o <

EXEC &

s

IMPROVING N

PROCESSES 2

LEADER =
3

RUNNING H

TEAM PROCESSES 2
MEMBER <

TIME SPENT DOING

Leadership
il
ﬁ( (A

Kr -s) ;

Leaders as
Teachers

Management
Routines

PPS Lvl 1 Teach Poster Eng. Ver1.0

9 www.leanu



Lean Transformation Framework wew-oY

Problem Solving is the #1 Lean Skill!

(@) VALUE-DRIVEN PURPOSE:
What Problem are we trying to solve?

What management system
& leadership behaviours

How do we & (\I ~J )\ How do we
do & improve 2> @ j develop the

the actual capabilities

? ?
work? are required to support we need?

the new way of working?

@ What Basic Thinking, Mindset & Assumptions
drive this change?

m Go to www.leanuk.org/what-is-lean/working-with-us
to see the full LTF video explanation

10 www.leanuk.org



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

1.0 Purpose
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1. PURPOSE Problems are Good!

DEVELOP
ORGANISATION

“Having no problems is the
biggest problem of all”

Taiichi Ohno

REMAIN
COMPETITIVE

¥

CONTINUOUSLY
IMPROVE

. 4

CHALLENGE
THE CURRENT
SITUATION

\ 4

HIGHLIGHT
PROBLEMS
TO SOLVE

. 4

SOLVE
PROBLEMS

DEVELOP
PEOPLE
(COACHING)

Supports People and
Business Development

11 www.leanuk.org



Lean Enterprise Acaﬁ
2.0 Process o

m Four Key Elements
P_LEARNING

12 www.leanuk.org



. Lean Enterprise Aca(ﬁ/
2.0 Process PO

PROBLEM SOLVING FRAMEWORK

Four Types of Problems Problem Analysis
: : Properties Required
Reactive/Caused Created/Proactive Approach Who
1 3 Difficulty| Time Depth
Advanced v v Hard Long Deep Technical
L & Specialists
Scientific, Leadership
Practical V4 v da‘tja_& fact| o Specialists
riven Team Leaders/
Rapid V ‘/ Members
| \l Y
React v Many Easy Short | Shallow | Fixitnow | Everyone

13 www.leanuk.org




. Lean Enterprise Acaﬁ
3.0 People P

4 )
What is your

EXEC| 1MPROVING '
STRATEGY g
IMPROVING
PROCESSES

Adapted from Imai |1987) Kaizen pp.7

LEADER Time Spent
» o o RUNNING = ?
) — PROCESSES L DO' ng o )
@ MEMBER
Capable Problem TIME SPENT DOING
Solvers at all levels
Leadership
GO TO o
5 THE GEMBA %)

Leaders as { ? Management
Teachers Routines

“1Z

14 www.leanuk.org



i — Lean Enterprise Aca(ﬁ/
Problem Solving — Agenda L

[ -
8 Step Practical Problem Solving ""‘"“}/\—\
PASTTITY  Problems are Good! LEAN T AMEWORK Roles & Responsibllities

s Agenda
</ Teach Poster Concept

< Introduction to Problem Solving

N4 Purpose
< Process
N4 People
- Q&A
= Overview of the 8 Steps
- Q&A
- PPS A3’s
| - Understanding the 8 Steps — Level 2
- Summary/Q & A

15 www.leanuk.org



- ? Lean Enterprise Acaﬁ
Questions : R

What Questions Do You Have?

Ly
Lean Enterprise Academy i

8 Step Practical Problem Solving

ST Problems are Good! LEAN TRANSFORMATION FRAMEWORK PUPSPRRNE [lcs & Responsibilities
-~ — OV gialr oW - EXEC

IMPROVING

=
. CONTT D
g MPROVE What management system
& leadership behaviours

§
3
o 5
3 . ™ Y PROCESSES g
CHALLENGE & 3 2
[L <& TN | - o o Y s
SITUATION @ e
B
1 = 2] o mae |
HIGHLIGHT e are required to support 2 A 7 TEAM b3
PROBLEMS the new way of working? @ @ @ MEMBER §
“Having no problems is the YO SOLvE

. Capable Problem TIME SPENT DOING
biggest problem of all” What Basic Thinking, Mindset & Assumpti
m Four Key Elements Problem Solving Framework Leadership
P LEARNING

PROBLEM SOLVING FRAMEWORK 5 GO 10 -

e

=

7\ S E

@ ), THE GEMBA o ) S
— rQ w

' s Who .\) (‘a 3

s\‘, - M“’“’ \ Time | Depth 0§) C §

' — .Long Deep‘ Scientific, —l';:::':;?l:‘s Z %

@ @4~ (\,( H mact| |v|v|v wianne] St | s
Rapid v v ‘ Team Leaders/ Leaders as Management =

React | ¢/ Many | Easy | Short |Shallow | Fixitnow | Everyone Teachers Routines Yy

a

www.leanu



1 Lean Enterprise Acacﬁ/
Overview of the 8 Steps <

»_ Lesmihy  Follows
3 PDCA
N Thinking

= Time spent Planning
before Doing
anything....

17 www.leanuk.org



p— i1fi i Lean Enterprise Acaﬁ
Step 1 — Problem Clarification PN

ULTIMATE GAP ANALYSIS

(clo).\R
CONTRIBUTION

IDEAL
SITUATION

PROBLEM
? CURRENT

ULTIMATE GOAL

IDEAL SITUATION

CURRENT
SITUATION

SITUATION = Understand Waste
4 to identify Problems
KPI's = What's the GAP ?

= Visualise the GAP so
everyone is aligned

“Step 1 is Key”

www.leanuk.org



Step 2 — Containment oY

SPEED
5W 2H
STANDARDISE

l— FEEDBACK —
BEFORE

AFTER

YIRS
sz e
4
2 " ;’
> 4
4 %
it
VAR
S ",
X 1"
o VISUALISE

CONTAINMENT COLLECT
ACTIVITY DATA

= Stop the bleeding

m Protect the
customer

m Understand the
problem better

TEMPORARY
FIX

“"Don’t stop after Step 2
Containment”

19 www.leanuk.org




Y Step 3 — Problem Analysis

PPS
%o’ & Breakdown

/ m Start with GAP from
step 1

ULTIMATE = Breakdown the large
_I—m vague problem with
stroation | (W data
+ o T oos ® Prioritise the biggest
TR N contributing causes
Q 'l = Go Study for yourself
\3J T
;o = Problem to Pursue -
™™ "E L) ) ) What, When, Where,

Qo Qo R o R

WALK BACK THROUGH PROCESS STEPS

“"Define the Problem to
Pursue”

20 www.leanuk.org




Step 3 — Problem Analysis ... %
/—\

& Breakdown

Q @ ESTABLISH DIRECT CAUSES

MAN MACHINE MEASUREMENT

m Establish Direct
Causes of Problem to
Pursue

m Can use Fishbone

diagram as
MOTHER METHOD MATERIAL -
NATURE Q . brainstorm framework

- DIRECT CAUSE!
= Must Prove with Data

PROOF!, EVIDENCE!
O\ DATA!
“Prove Cause & Effect”

21 www.leanuk.org
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Step 4 — Target Setting

-
TO PURSUE m Set Target against
WHAT? PPN Problem to Pursue

m Ensure it's SMART

= Understand the impact on
the GAP

TARGET

3751244, 89 TARGETTO
CLOSE THE

GAP BY THIS
MUCH

IDEAL SITUATION )

TARGET

“"Be SMART"”

Specific
Measurable
SITUATION Appropriate
Realistic
Timebound

22 www.leanuk.org



Step 5 - Root Cause e

= Start with Problem to

PROBLEM
Pu rsue TO PURSUE
. . WHY? CHECK
m First Level of Why is ®
the Direct Causes "
LV Cause #1 [ caus #2 ? 2
WHY? E
“Will Stop the ?Eé‘_
Problem” _ g
ROOT ROOT
,
|
» 49 =\ \ /_ ?
Y% A S 4
NO PROVEN SOMETHING WILL STOP
BLAME! SOURCE YOU CAN DO! THE PROBLEM

23 www.leanuk.org




Step 6 — Countermeasures ___ -z

ose | o
g ety
J %
2,
.. %\
4 f; i\
&g )
( 3
T
a1 @% &
0 7
% ~
Q &
N / B
e
5

= Countermeasures
COUNTERMEASURE C . a||gned to SpGlelC to
evonre ), E,0,.. root causes
PRIORITISE m Alternative Ideas

2ND 3RD
A

CONTRIBUTION TO GAP

ACTION PLAN SCHEDULE

ACTION WHO wlT|F

MAKES A CHANGE

24 www.leanuk.org

Evaluate & prioritise
= Make a change

= PDCA process for
each countermeasure

“See Countermeasures through” with
speedy action together as a team




Step 7 — Check Results w3

CAN WE
REMOVE
CONTAINMENT?

A

= Did we meet the
Target?

= By how did we
close the GAP?

m What else do we
need to do?

IDEAL
SITUATION

TARGET

- —
MUCH 1S
GAP CLOSED?

CURRENT
SITUATION RESULT

COUNTERMEASURES

DID WE IMPLEMENTED

MEET THE TARGET? B i' ‘i
KPI's f—/_/ “Can we remove
x Containment?”

s

JAN FEB MAR APR MAY JUN 3JUL
TIME

25 www.leanuk.org



Step 8 — Standardise & -
/—\

Bl -
Update Standards Yﬂ'f?jf" f ' (tf\qaqfa Fli
to sustain the ‘1>

results

m Yokoten - Share out
the Learning

= Summarise thinking
using an A3

“"Develop People

1[pt

LEq, " SRACTICAL DEVELOP
";lv PROBLEM SOLVING PEOPLE

DEVELOP P_LEARNING
T MANAGE ®\D

THE
PROCESS

o n I i ne Co lirsela

ULTIMATE GOAL

O\ée;\triew T & Develop the STANDARD
- - r” : IMPROVEMENT
opS. Organisation Inesuu
Video
]’B More Detailed PPS Video Overview
== Available at www.leanuk.org/Lean Learning

26 www.leanuk.org



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

- ? Lean Enterprise Acaﬁ
Questions : R

What Questions Do You Have?

27 www.leanuk.org



PPS A3 -8 Steps e Entrprse o

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

et |

PPS Title =
f =) ‘ Vehicle Operating Costs Reduction \ i i';::.' f“ i”““"%w‘\

Practical = —
l Step 1
= Step 3 ‘PROBLEM ANALYSIS & BREAKDOWN
10
Problem
Solvi ng 1. 0 Operating Costs by Period H 2.0 Cost Differences by Item - April H 3.0 Monthly Repair Costs by Vehicle “ 4.0 Truck Cost by Repair Type In BiEq
Type April
—— Type _ Ail H
60000 Mreaad ) 8000 (7 12000
Level 2 s |z 2
o 6000 Vehicle Repair 14000 10000 \
55000 ® sas4 has the biggest Truckshave QO .
/ 5000 difforencevs Last 12000 biggest 4 Accidents are
Year increase of 7062 8000 75% of Repair
ez ] 2 i 4000 10000 Eu Costsin April
2 50000 >
Lean Learning P—— o . @ 3000 2 8000 2 6000 Check
Jotimey, 7300 2000 883 ame _Thorsore
What: Oper) o0 883 6000
When: Dail 45000 0 4000 4000 D
0 3 .
Where: M) = ® < »
00| €| 2 8 c 5 2000 2000 1766 D
Who: Vehi 40000 1 2000 )| & 3 g 8 o 883 883
Why: Tore T I R Foris Cars | Vans . = 5
5
o viouo 3 S LastYrAve | mApri This Vr Accidenty Flattyres Parts  Others =
How much; D
Process Flow - Point of Cause of Truck Accidents Last Year Summary of Problem to Pursue S
R e
[ v .
oo Parked in Fleet L:;‘""‘g “’32“‘3 g:ig:?:gf InRoute \ 1y Shop'or ‘ Truck Accidents that occur in route to customers
5 12118 (67%) Parking Area Dock. Customer Dool Empm during overtime
- Accidents During
2 4 =
3 oo H . P
53 1 4 7.0 Direct Cause Investigation
5008 5 ) (] ial Cause i & Confil OK
o 12/18 (67%) of [l Potential Cause Investigated , Confirmed as a Contributor
1 Truck ial G " & Confii Direct C:
Accidents . ause as Direct ause
0 Occurred in
e 1stPeriod 2nd Period 3rd Period _4th Period Route to
[ avomaisiin [ mowms || MEASUREMENT MAN A MACHINE
5 —_—
8.0 Driver Recruitment & Training Process Check Result Loacercd Working abovethe | EELILIEIIILES shicie Derects)
heavy tegallimitof crving. \EEREIEAE
Drivers -
83% Old trucks

Driving Distances

Schedulng

(Assessment

. Hiring & Initial Safety
o 9 Selection ) Training Training Ass,!,"",,,s

oo | /[ 1/000//( /I
=

[ Process OK -to the required Standard

Ongoing
Training

Qty of new routes

Route allocation
Maintenanceschedule

MOTHER METHOD MATERIAL

Working hours
too long

Poorweather
conditions.

Incorrect
materialloaded

He traffi
[ Less Skilled Drivers available & Route Allocation is Poor caw e

ext Monthly
I Divisional

- No Training Confirmation or Rectification

28 www.leanuk.org
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PPS A3 — What Good Looks Like e

= PPS A3 What the Story Should Look like .
= Visual guidance on creating an A3 PPS Story.

Title
N [ 1 T | T e |
Online Course - | PPS A3 - What the Story Should Look Like | | | | [ |
Practical Sepi [ PROBLEME|  Step3 | PROBLEMANALYSIS & BREAKDOWN
10
Problem R e Next level of breakdown, keep going until

- You and your responsibilities Gap

Sol vi n g - The scope of the subject/problem
Wiy am  tackiing tis problem ar Use Callouts to @

you have broken the problem down

Use data and facts to determine:
-What is the problem you are going to tackle ?
-When is it happening ?

important explain what you

Level 2 e sowisithappening? |
~Whatis the impact to the busines ”- -How much of the gap is it contributing to ? wtion _Impact
[Seepz_T conamm ’ 11—
- [ ) Breakdown key points: —_
Containment Activity (SW. 2H): || || (f | T
What: Wht s the actiity ? ( ] - Pareto 80:20 rule R

- Collet data if you don't have it I

When: WWhen is the start date and tn
( Where: Where wil the activity be dor
Who: Who wiil be invoived (name, tt

Why: What s the purpose of the acti

- Use the Problem Solving Tools to analyse
the data

Consider the best way to visualise/show
the data, use the different tools

How: How wiil it be done ?

| How much: What do you exeect 02 || Point of Cause (PoC) - Where is the Problem happenin

- State what the data is telling you!

- Summarise the Problem to Pursue e e
[T Process Steps Point of Cause Point of Cause key points: )
[Breakdown the Current Situat Y W=
- Walk back throught the process steps Summarise the Problem to Pursue
Use Callo
axplain wn G \\\27
o - Go and see for yourself - Short simple statement of the

Problem
- What, Where, When, How, How Much

- Find where the problem happens

- Prove with data

Direct Causes key points:

Walk back through the process steps

[Eoint of Cause (PoC) - Wher ) ) ) - Causel/Effect relationship on the
Process Steps pain Establish the Direct Causes - What switches the Problem ON and OFF ? problem
- Use a Fishbone Diagram to help - Prove with Data the Direct Causes - Light switch test ! ON/OFF
0 structure Potential Causes s
how the Dala/Fac!s/Evidance to State how much of - Prove with data or by experiment

Tove the Direct Causes the Gap these
Direct Causes
represent

- They are the first "Why" in Step 5

Walk back thro
|Establish the Direct Causes -

- Use a Fishbone Diagram to he' -
structure Potential Causes Problem

to Pursue”

- Systematically elimate the
Potential Causes.

Summarise the Direct Cause(s)

- Direct Cause 1

- Systematically elimate the - Direct Cause 2
Potential Causes poiats?

How much of the Gap do they (2 < your ares and owtside
represent Departments. Plaats, Regions.

You do not need to show a Fishbone if
you can prove it with data already

ge the beacfit 2

29 www.leanuk.org



PPS A3 — Evaluation Method .

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

PRACTICAL PROBLEM SOLVING (PPS) A3 EVALUATION CRITERIA

Ci\Users\User\Dropbox (Lean Academy)\Lean Academy Team Folder\LEA Website\Learning Patform Materials\PPS Dow nload Material[PPS A3 Evaluation & Coaching Form Verd.0.xIsx]PPS Evaluation - Coaching

Online Course ‘===w«=

Practical
Problem 1.0 Problem Clarification 5.0 Roo

SolvinG R Sl i et o o I

1.0 Problem Clarification

Expected Content Evaluation Levels Coaching Questions

- Background / context / w hy solve this? 1 | The Problemis not clearly stated or clarified.
- Clarify the Uttimate Goal, Ideal and Current | 5 | Ajthough the problem is stated it is not clear w hy
Situation
- Clear Problem Statement
- Gap clearly visualised 3 |Background, gap analysis and problem statement

Describe the problem to me in your ow n words?

o o

. |What is the impact of this problemon your area or the business?

it is a problem or w hy they are tackling it. . |What will be the benefit if we solve this problem?

o o

. |Where would you like to be, in the future say, for this KPI?
.|Where should w e be for this KPI?

CONTRIBUTION stand w hat the problemis and w hy selected. f. [Where are w e currently for this KPI?

(]

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

4 |Inaddition, broader view s are stated such as .|So, w hat's the difference betw een the Ideal and Current situation?

IDEAL SITUATION

)

ULTIMATE
'GOAL

impact on the business, organisational strategy. How does this problem affect other Departments/Customers?

IDEAL SITUATION

CURRENT
SITUATION

5 |Also, the content is simple, clear and easy i. [What w ould happen if w e did nothing?

to share with no explanation. j. |How did you decide or select this problem?

k. | Where does the Ultimate Goal come from?

Mot changes wilo nossed i iansadne e?

o Do — oo 2 [C e \aken b
- Loarning has o sie
Expected Content Evaluation Levels Coaching Questions  Loarming has boen sharod oviside the st | 3 [Standarcisationfearning completed and shared. | c.What raining might be needed?
- SVART Target Statement. 1 [Target s stated and visualised but does not a.[So, tell me w hat your target is going to be? = e = 4 [ naddition, organisational standards are/have d.|Who else would benefit from know ing about this resuit?
- Glear explanation of by how much the GAP s p o g | i CROSS f "
connect to the Problem to Pursue/Direct Causes. | b. |What factors did you consider when setting the targe ol been review ed, updated and deployed for future. | e. [What did you learn, what are you going to do next’
oxpacta o close by sohing the Prablemo =i 4§ o'e
Target is stated and visualsed but doss ot show .| How much do you expect the target o cose the gap by? 5 |Atso, next lvel o improvement i planned. 1. |What was the Gustomers feedback when you shared it with ther?
Pursue (contribution) 2 9¢ c. Ve e g€ gap by’ 3 impr Pl ¥
- GAP closure is clearly visualised. by how much itwillimpact on the gap. d.|How did you determine by "how much® and by "w hen"? 9.0 A3 D ¢
@ Jaaoer 3 [Target s stated,logical & uffs the SVART e |How do you plan to manage the target? . e
meowr Specific crteria, ks clarly visualised and shows by how |1, |What makes you thin that the target f feasbie? pectod Co aluatio oaching Q
Measurable | |muchitwil closs the gap and by when. Manage- | g.|What will be the benefit n the long termif w e achieve the target? ~A31s understandable at a glance " [A3 s difficut o readiunderstand - no logic story. | a.|How might you use graphs/charts/diagrams to make t easier to
] Appropriate | |mentand tracking method s clear Ve stoine, cach step s clor 123 i sty evien, ut worcy, ot v understand the process you went through?
Realistic 4 [Also, it takes in to account the longer termimpact 9 relty 3[A3 logic story clear, visual and easy to follow. [ b. |Who else could you ask to see if they understand this?
N ook across potental for 4{A3 can stand sone s a document. . |[How can you emphasise the key poins you want to make?
5 [Simple, easy to share and understand by anyone. 5 |A3 can be used to train others. d.|What did you learn from this activity?

30 www.leanuk.org
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PPS A3 — Evaluation Onsite s L

-ﬂo Reduction SRS Assembly (APU A & B) - PPS A3 | | —

| 2017,

N o 0 By
Step 1 PROBLEN ~ ==~
—

Stop4 | TARGET SETTING
Targot Staf T/l

Eiminatiny
5 R s v hereby rody
by e Pt Seap picang
crap togother,
S Assombly

machine) are
6 total scrap

= i~ AN o ) sy c

‘ ‘im‘.

ST ] uans |
- This shoukd rosuk in a Scrap Cos! saving

of 10.4k€ (209 + 1'1.2.4 1°1 7 + 7°2.1k€),
0r0.15% of the 1.12% Gap,

[ stops | oot cause ANALYSIS

----- = |

T -

Arendy reporteduersy GV &

R G o R .
ey " e
,,,,, g [ o

powder) on the rubbar
sartaces of smoothiog .

*6U-28100_ S
for SRS Automated Area* instuction | | umoothng taton seerdngto s | | remove effciently e
doesn incude £5D 90 machines perience /% et recton tak rom wires

for £5D-90 machines wire smoothung station

Stop6 | DEVELOP & PLAN COUNTERMEASURES

Name
Rating

P 118
sy

Nlustration of 769 s.

(52453
dotect:

Coaching
Comments

Step7 | CHECK RESULTS (MONITOR) - OCTOBER STATUS

Samvall A

-

www.leanuk.o



PPS A3 — Evaluation Online

(3
Lean Enterprise Academy ;

Ky

www.leanuk.org

ﬂy
“e;i\ PPS A3 Coaching Session Ratings and Progress Summary
g Review Sessions #1 #2 #3 #4 #5
g‘ Dates 17/12/19 19/01/20 18/02/20 24/03/20 20/04/20
[(]
* Delegate Name PPS STEPS o PPS STEPS o PPS STEPS o PPS STEPS . PPS STEPS o
R:tri’:gs 2 40@ : 40‘9 ; ,\0@ ; ,pog : AO@Q
PPS Title 1|2|3|a|5|6|7]|s ¥ 12(|3]a|5|6|7(s| M 1|2(3(a|5|6|7|s| M 1|2|3(a|5|6|7|s| M 1|2]|3]a|5|6|7|s| M
David Marriott 3.0 | 3.0 3.0 5.0 3.0 3.0 2 3 3.0 |30|s0|30|30|30|30]|30]|30|30| 30
#1
Vehicle Operating Costs Actual | 18] 2.4 l 2.0 1.9 2.9 |24 25| 2.7 |31]|30]|29(27(25 28| 2.8 |35(30(31[30[29]30|25]|25|30| 2.9 |35]30(31]32]30(30([29(30[33]| 3.1
Notes: Target is to achieve at least an average rating of 3.0 or abON\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 exp§ed to be evaluated.
The A3 Document must be rated in each Review.
oo PPS A3 - Coaching Sessions Feedback and
TN, Ratings
o Coach Names David Brunt Peter Watkins -
FE‘ PPS Step Ragﬁ" Coaching Comments Ragtin Coaching Comments . De I eg a te Ra tl n g s a n d Co m m e nts a re
& I 8 N e e P = N N .
A : Captured during Online Reviews and
] -
: Feedback Sessions.
2 -
T R T e m Scores are rolled up in to a Progress
] Coach Names David Brunt Peter Watkins
g PPS Step R"’;i" Coaching Comments Rag““ Coaching Comments Su m m a ry.
a
: ::: ;s het 2;8 - - S
o 3 24 2.! s 2.
: : 3 = Evolution of their Capability
i -
Development is Captured.
* A3 2.6 2.5 Visuls better, need to wok on flow and log) Y. 2.7 Not very visual, lots of words and difficult to read.




PPS A3 — Typical Outcome e s sy
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The Elephant in the Room !

How do you get
individuals or
organisation’s to
learn this well ?

]

15 &

Better, Faster &
Cheaper

34 www.leanuk.org



Lean Learning Journey for PPS A3 ﬁ\

. Can Do Well,
Knowledge Understanding Capable Teach & Coach
Skill Level 1 Skill Level 2 Skill Level 3 others
Skill Level 4

o™ >
Al
LD

2 hrs 8-12 hrs 6 - 18 weeks 6 - 12 months
Online Self-Paced|| Online Self-Paced || Online or face to face Face to face or online
or face to face
Learn PPS A3 Learn PPS A3 8 Coached, evaluated &|| Completed multiple A3’s
Purpose, Process Steps through report out on a real ||Learn Basic Coaching Skills
& People basics Teach Poster & Business Problem Successfully developed

Case Study Practise || using PPS A3 method two others in PPS A3

35 www.leanuk.org




Skill Levels 1 — 4 Remote Coaching

A3 8 Step Problem Solving

(3
Lean Enterprise Academy ;

Plan

Teach Sessions

Short burst
Learning

A —— 2
T Tl

Online

Homework
= Online Course ===+
Practical Practical
Problem Problem
Solving Solving
Level 1 Level 2

Do

Confirm Learning

Leaders Complete
Homework

Check

Develop
Capability

Coaching on
your Actual
Problem

Debrief with
Answers

B
i

Ii‘u.."\" ..1||I||Ilﬂ? P

||||I|I|I(.? q%{:} | iw_”i o ““13 H §

i«@ o

S
wPIE=

Review &
Evaluate
Online
Together

Teach &
Coach Others

nline Course ==
Practical
Problem
Solving
Level 2
£50

=

www.leanuk.org



Capable — Level 3

38

Canal & el
e M River Tru st Lean Enterprise Academy ;

Making life better by water

PPS Title
S .
5%5)%’% Cash & Billing - Sales form errors

\
SR Error rate
N, atstareox
i ] f
Error rate now - <1%

Monthly time saving:

ONTAINMENT
6 hours

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

www.leanuk.org



Our Purpose:

(3
Lean Enterprise Academy ;

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.

/

\_

®
S5

Knowledge
Skill Level 1

Teach & Coach
others
Skill Level 4

®
N

Our Approach:
]
YCEY

";;'ﬁri'::::';'g = o
docin

Capable 5

Skill Level 3

/

39

www.leanuk.org

Develop
capability to
teach others —
cascade the
learning




Introduction to Problem Solving

8 Step Practical Problem Solving

Lean Enterprise Academy

L3
Lean Enterprise Academ/y_\ i

LEAN TRANSFORMATION FRAMEWORK

(@) VALUE-DRIVEN PURPOSI
What Problem are we trying to solve?
I I

Problems are Good!

DEVELOP
(ORGANISATION

1. PURPOSE

What management system
& leadership behaviours

CHALLENGE
THE CURRENT
SITUATION

are required to support
the new way of working?

HIGHLIGHT
PROBLEMS
TO SOLVE

il

“Having no problems is the
biggest problem of all”

Taichi Ohno

m Roles & Responsibilities

%66
Capable Problem
Solvers at all levels

Who

|
&),

Technical

- scientic, & Speciaists
[ TS Pracict viv]v o s oct| LERCEEL

4. ( = v v ren Feam Leaders/

LA = LR B A

‘Adapted from Imal (1957) Kazen pp.7

EXEC | 1MPROVING
STRATEGY
LEADER
TEAM
MEMBER
TIME SPENT DOING
Leadership

GO TO

F

Leaders as
Teachers

THE GEMBA
r/- (-)

(gﬁfl

2T
g ? Management

Routines

PPS Lvl 1 Teach Poster Eng. Ver1.0

Overview

PPS A3 and Evaluation Method

CAuses | gy 1O

Whay,
4""2}““‘“6 TS
Lo R 4,
ola Rog
'+
L 2,
* (o)
S Tosty
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g 1 >3
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07 e TO_ | CLOSED M"

Vehicle Operating Costs Reduction

PRACTICAL PROBLEM SOLVING (PPS) A3 EVALUATION CRITERIA

[50 Root Caure Anaysis

f

/60 Devalop & Pian Counten

www.leanuk.org
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150 A3 Document




What Questions Do You Have ? ﬁ\

Our Next Webinar Topic:
Lean Standardised Work 4 >
28th April 3:30pm UK time O & i
Visit: www.leanuk.org/Events < !

Our Online Courses: Books on Problem Solving:
A 2 Online Course == A2t |
Practical Practical 7 Problem A3 Document
Problem Problem Solving Tools | | Types & Uses Managing to Learn
Solving Solving Ll UNDERSTANDING

Level 1 Level 2 Level 1 Level 1 L]

'DURWARD K. SOBEX I AND ART SMALLEY

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

Did you know?
We Offer Online Teaching & Coaching
Email/Contact us: info@leanuk.org

41 www.leanuk.org
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