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Editor’s (quick) note: 
a) springtime and heading to summer! 

b) we’re all (or close to that) out of the COVID restrictions’ prison now. 

The mood is good! 

I’m sure your “business mood” will be better after you read these very insightful articles, 

most of them directly related to business transformation and also touching the people’s 

side of the system. 

You will find out what to consider during that transformation, what to expect, some chal-

lenges, what’s next, and some real-life experiences. 

 

Enjoy your reading. 

Pedro Monteiro 

mag@theleanmag.com 
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THE HUMAN 
SIDE OF 

VALUE 
STREAM  

THINKING  

W 
hen you think of value 

stream transformation, what 

are the most common 

desired outcomes that come 

to mind? Shorter lead times? 

Higher quality? Reduced 

expenses?  

Expansive thinkers often go 

beyond these classic 

performance indicators and 

aim for improvements such as shorter-to-market lead 

time for new products, greater market share, smoother 

acquisitions, and less painful annual budgeting cycles. 

These are all noble pursuits that can be accomplished 

more easily through the proven practice of value stream 

mapping. However, in our experience, the deepest 

transformational benefits from well-executed value 

stream mapping activities are often people-based. 

You see, improvement and organizational 

transformation are deeply psychological. Looking 

exclusively for tangible results ignores the reality that 

people are psychological beings. Being aware of and 

playing into human psychology can be tremendously 

healing—for both the individuals involved and the 

organization-at-large.  

There are three core conditions that well-executed 

value stream improvement cycles foster that are 

wickedly effective in achieving quantifiable performance 

improvement. They are also humanistic at their core. 

 

LEADERSHIP ALIGNMENT 

The word “alignment” has been bandied about so 

much that it has achieved buzzword status. Buzzword or 

not, leadership alignment is a linguistically accurate 

aim—and critical for achieving outstanding performance. 

And it’s often missing.  

During our initial work with client leadership teams, 

they’ll often declare, “Of course we’re aligned!” But when 

we listen to the conversations, observe body language, 

and learn how an organization solves problems, we 

often see moderate to high degrees of leadership 

misalignment over issues that are fundamental to an 

organization’s success. In the most egregious cases, the  

by Karen Martin, 

President of TKMG, Inc., 

Founder and President of 

TKMG Academy, Inc., and  

author of five business 

performance improvement 

books, three of them 

award-winning.  
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misalignment leads to high degrees 

of dysfunction. 

 

Appearing to play well in the 

sandbox with one’s peers is not a 

valid indicator of what’s going on 

psychologically. And, what’s going 

on psychologically in every leader’s 

head is directly tied to how well the 

organization will perform. 

• Alignment is NOT present when 

one leader believes the organiza-

tion should offer a new service or 

move into a new geographic 

area, while another believes the 

organization should focus on fun-

damentals. 

• Alignment is NOT present when 

one leader believes that a certain 

type of work belongs in his/her 

part of the organization and ano-

ther leader believes it belongs 

elsewhere.  

• Alignment is NOT present when 

one leader believes that one 

part of the organization is under

-performing, while another leader 

doesn’t see it. 

 

Value stream mapping helps a lea-

dership team align around organiza-

tional purpose, strategic direction, 

annual business goals, and improve-

ment priorities. It provides a powerful 

forum for leaders to gain clarity, fo-

cus, consensus, and commitment. 

Done well, value stream mapping 

shines a light into cobwebbed cor-

ners of an organization and allows 

them to be cleared. It surfaces the 

truth—unequivocally and unapologe-

tically. It reveals the cracks in a com-

pany’s operation, the financial model 

it uses, how it sells its goods or ser-

vices, and how it treats its suppliers, 

customers, and employees. It uses 

facts to challenge leadership biases 

and misperceptions.  

 

But it also creates a safe haven for 

the crucial conversations that need 

to occur so that the organization can 

heal itself and accelerate its journey 

to excellence. 

With a newfound un-

derstanding of current 

reality, leadership 

teams typically come 

together in profound 

ways. (It also surfaces 

very clearly when a leader will re-

main misaligned and needs to find a 

new home!) With a shared commit-

ment for the future state and the im-

provement priorities needed to get 

there, they morph into a cohesive, 

collaborative whole that spreads to 

the frontlines and fuels the transfor-

mation process. 

 

EASIER WORK 

The second outcome that speaks 

to the human side of value stream 

mapping is around the work itself. 

Respect for people is a core tenet of 

Lean management and goes far 

beyond how one is treated in mee-

tings, in hallways, and in the cafete-

ria. In fact, the greatest measure of 

how much respect for people is 

present in an organization 

is the degree to 

which team 

mem-

bers 

can 

succe-

ed in 

doing 

their work 

and fully 

utilize their 

knowledge, 

skills, aptitu-

de for lear-

ning, and crea-

tive potential 

(KSAC). 

 

 

 

Unfortunately, in 

many organizations, people 

are forced to work with kludgy work 

systems and processes that make it 

impossible to be successful, no mat-

ter how well-intended and highly skil-

led one is. 

 

To make matters worse, people 

are often blamed for problems inste-

ad of first looking at the systems and 

processes that created the envi-

ronment for the problems to occur. 

Gathering a leadership team toget-

her to understand the current state 

of how value flows—or doesn’t 

flow—to customers creates a power-

ful venue for seeing how difficult it 

can be for staff to be successful. 

After the current state discovery pro-

cess, many leaders  

 

Instead of  

accepting work 

systems that 

drive people 

apart, we need to 

design work   

systems that 

bring people 

together.  

“ 
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have admitted that they were embarrassed by what they 

learned. But while developing a deep understanding of 

the current state can be sobering, it provides the lea-

dership insight needed to launch true organizational 

transformation. 

 

The process of streamlining workflows, closing gaps, 

correcting disconnects, and reducing redundancy and 

rework provides a more humanistic and respectful work 

environment for the people who deliver customer value, 

which brings me to the third and final outcome. 

 

CUSTOMER VALUE 

The need for “humanistic workplaces” has been men-

tioned more and more in business literature. And millions 

of workers around the globe would agree. What’s not 

being talked about as much—and needs to be—is the 

need for creating “humanistic customer experiences.”  

Value stream analysis and design has always centered 

on “providing value to customers.” This is an apt descrip-

tion of the essence of why businesses exist. However, 

while the original mainstream definition of value—are 

they willing to pay for it?—is still a relevant question, it’s 

an overly simplistic definition of value. 

All too often the customer experience is filled with frus-

tration, unmet expectations, painful degrees of effort to 

fix something that shouldn’t have been a problem to 

begin with—and, in the worst cases, injury or death. 

These are untenable outcomes—especially if providing 

value centers on solving customer problems, not causing 

additional ones.  

The human side of providing value places an obses-

sive emphasis on creating an effort-free experience—

and one that builds relationships and connections be-

tween people versus one that results in frustrated cus-

tomers yelling at customer service reps. Should custom-

ers be better at controlling their frustrations? Perhaps. 

But shouldn’t we work on root cause here? Shouldn’t we 

design work systems that actually work and eliminate 

the chance of frustration to even emerge? 

Done well, value stream thinking, does exactly that. 

Humanistic future state designs place heavy emphasis 

on eliminating anything that causes the customer to feel 

anything but joy and appreciation for the wonderful prod-

uct or service they received. This is true both during the 

process of buying a product or consuming a service—

and as the post-sale experience. Instead of improving 

processes for processing warranty requests or handling 

customer complaints, we need to prevent the need for 

these processes. 

Instead of accepting work systems that drive people 

apart, we need to design work systems that bring people 

together. Customer joy and ease should be the norm 

instead of the exception. This is what customer value is 

all about. Bringing humanity to goods and services—and 

humanity to the process for accessing them.  

 

SUMMARY 

Value stream mapping is far more than a tool to 

achieve quantifiable business performance improve-

ment. It’s a repetitive management practice that helps 

build an appetite for surfacing the truth, solving prob-

lems, resolving complacency, and designing a better 

tomorrow. When well-designed future states become 

reality, organizations can finally realize their full poten-

tial.  

Done well, value stream thinking deepens understand-

ing, heals relationships, and brings a human side to 

business.   ◼ 
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HOW 
MUCH TIME 

DOES IT TAKE TO 
COMPLETE A  

LEAN 
TRANSFORMATION? 

A 
h, so before you get started your 

first question is “when will we be 

done?” Seriously, that’s how you 

think? If it is then my advice is don’t 

even start. You obviously don’t un-

derstand what the term “lean” me-

ans so all you will do is cause a lot 

of confusion and wasted effort and 

eventually you will fail. Now if I said 

“lean” is another way to say 

“continuous improvement” would your first question still 

be, “when will we be done?” After all “continuous impro-

vement” does mean continuous so by definition once 

you start down the lean path you will never be done. Just 

look at Toyota who got all this started in the first place 

right after World War II and they are still driving the To-

yota Production System [i.e. lean] just as hard as ever. 

On the other hand, once you accept the reality that you 

will never “be done” we can start to talk about what ne-

eds to be done and I can give you some ideas of what 

you can expect from a timing point of view. Understand 

of course that because companies are very different in 

their physical and organizational structures that this will 

effect the rate at which you can make progress. Manu-

facturing companies have different issues and obstacles 

than service companies. Size also comes into play as 

converting a $50 million business will take less time than 

a $10 billion business. Some people might even argue 

that private companies can go faster than public compa-

nies although I don’t really buy that argument.  

 

I think the biggest factor of how long it takes to convert 

to lean really depends on the will and push of the owner 

or CEO. The enormity of what it takes to change from a 

traditional batch approach to a lean flow and pull appro-

ach tends to scare the heck out of CEOs. “What if this 

doesn’t work?” “What do you mean EVERYTHING has 

to change?” “Move every machine in the shop, are you 

nuts?” “Sell one make one, we can’t possibly do that.” 

So as a result most CEOs choose a cautious go slow 

approach. Lets try it out and see if it works. They also 

focus primarily on operations and think of lean mostly as 

a cost reduction effort. This doesn’t mean they can’t ma-

ke gains or that they eventually couldn’t become a reas-

onable lean enterprise.  

by Art Byrne, 

is the retired CEO of The 

Wiremold Company whe-

re his lean strategy in-

creased enterprise value 

2,467%. He is also the 

best selling author of The 

Lean Turnaround and The 

Lean Turnaround Action 

Guide.  

https://www.dropbox.com/s/rexwvwvw209tsml/artbyrnetheleanmag.mp4?dl=0


 

© theleanmag 2022 

Its just that it will take a long time 

and because of this most companies 

will fail along the way and revert to 

their batch and que ways. 

So lets not waste time on the “go 

slow” boys. Lets assume we have a 

CEO or owner who is very keen on 

conver- ting to lean and wants to 

do it as fast as possible becau-

se she/ he is convinced that 

this will allow the com-

pany to deliver the 

most value to its 

custo- mers. 

With that as a 

given the 

first thing 

to un-

derstand 

is that 

what we 

are trying 

to do is to 

go from 

batch and 

push sche-

duling to 

flow and 

pull sche-

duling. That 

may sound 

simple until 

you consi-

der all the 

obstacles in 

the way of 

doing it. So 

the best way 

to think about 

the timing of 

a lean con-

version is 

look at it obs-

tacle by obs-

tacle and give 

a time frame 

for each one. 

 

INVENTORY 

IS THE ROOT OF ALL EVIL 

Moving to lean puts a premium on 

removing the waste from all of your 

existing operations in order to deliver 

more value to your customers. As 

inventory is the number one waste 

as defined by Taiichi Ohno, the fa-

ther of the Toyota Production Sys-

tem we should start 

there. I always tell pe-

ople that if you had to 

run your company 

using only two measu-

rements they should be 1] on time 

customer service and 2] inventory 

turns. If both of these measurements 

are going up at the same time you 

are on the right track. Improving in-

ventory turns frees up cash and floor 

space, shortens lead time, improves 

safety, increases productivity and 

improves quality. I believe that a ma-

nufacturing company that starts with 

3x inventory turns should set an initi-

al goal of 20x. I know this sounds 

nuts to most of you but I have done 

it many times so I know a] it is possi-

ble and b] how great the side bene-

fits are from doing this. What is rele-

vant here however is the question of 

time. How long will this take? Well 

that depends on how aggressive you 

are but of course you can’t do this 

by next Thursday. In fact if you 

go too fast you will blow the 

company up. My experi-

ence would suggest a 

progression like 

this; Year one 

from 3x to 6x. 

Year two 

from 6x to 8x. Year three from 8x to 

10x. Year four from 10x to 12x. After 

that a gain of one to 1.5 turns per 

year would be a good doable pace. 

That will get you close to 20x in 

about 10 years. 

 

SET UP REDUCTION 

One of the main reasons traditional 

companies produce in big batches is 

due to the long set up times of all 

their equipment. For example if it 

takes three hours to change over a 

machine changing it three times per 

week means you loose a whole day 

of production if you are only working 

one shift. As long as set up times 

remain long you can not get to a flow 

operation so this is one of the first 

things you will have to attack. The 

good news is that there is plenty of 

opportunity here without much if any 

capital spending. I have given plenty 

of set up reduction examples in my 

prior posts [a rolling mill from 14 

hours to 6 minutes] the real issue is 

one of commitment and of course 

time. Your machines are busy every 

day producing product so how do 

you free up the time to reduce their 

set up times. If you can cut the set 

up time of two machines a month by 

over 70% how long will it take you to 

reduce all your set up times the first 

time around? Once you calculate 

that then figure you have to go back 

several more times as you only re-

duced the set up by 70% 

the first time 

and you 

need to get 

all set up 

times under 

10 minutes. It 

will depend on 

how many machi-

nes you have but 

you can do the math. 

 

ONE PIECE FLOW 

To become lean you need 

to stop producing in batches 

and produce in a one piece 

flow. Up front this means chan-

ging from a functional organizati-

onal structure to a value stream 

structure. Coming up with the new 

organization and its related staffing 

won’t take that much time, say a 

couple of months, but once you have 

it you now need to move all your 

machines such that each value stre-

am manager has all the equipment 

needed to build their product com-

plete from raw material to in the box. 

You may leave a few “monument” 

machines in place but everything 

else will have to move, and probably 

more than once as you discover mo-

re waste. Depending on the size and 

complexity of your operations you 

can expect to see lots of moves over 

the first five years and probably lon-

ger.  

“ I think the                     

biggest factor of 

how long it takes to      

convert to lean really 

depends on the will 

and push of the      

owner or CEO.  
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PULL 

Once you have reduced all your set up times and rear-

ranged everything into a one piece flow now you need to 

create a kanban system in order to have the pull signals 

in place to initiate production. You can do some of this 

as you go along and create each new production cell, at 

least for internal parts and even with a few external sup-

pliers. So some work can be done in parallel. But setting 

up an overall kanban system that responds to the hour 

by hour orders from customers and extends all the way 

to raw material suppliers is a bit tricky. You can assume 

that this will take a couple of years of concentrated effort 

AFTER flow has been established. 

 

EVERTHING ELSE 

While all of the above is taking place you need to be 

addressing a number of other critical changes. You have 

to get off of standard cost accounting and switch to lean 

accounting. Your sales terms might have to change to 

help level out incoming demand and sales and marketing 

have to stop pushing big batch sales or doing big end of 

month promotions to “make-the-month.” Product deve-

lopment needs to change to a QFD [quality function de-

ployment] approach. IT systems must change as you 

can no longer schedule production using MRP. The good 

news here is that these steps can be taken in parallel to 

the more physical changes above. They will add some 

time depending on how you go about it but it shouldn’t 

delay you by more than a year or two. 

 

BOTTOM LINE 

The time to convert to lean will obviously vary by com-

pany even if every company takes an aggressive appro-

ach. As a rule of thumb based on my experience you 

should plan on at least 10-12 years to reach a reasona-

ble level of competency. You won’t be a great lean com-

pany by then and you certainly will not be Toyota but you 

should have achieved a level where 1] you will never go 

back and 2] the opportunities going forward will be even 

clearer than when you started out. Getting to or close to 

20x inventory turns will be a key indicator that you are 

making progress. Oh and by the way, you should have 

more than doubled in size, increased margins by 10x to 

12x, gained a lot of market share, drastically improved 

quality and maybe increased your enterpri-

se value by the nearly 2,500% that we did 

at Wiremold in just under 10 years. More 

importantly you will understand that the 

next 10 years should be even better. ◼ 
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THE KEY TO 
EFFECTIVE 
PROBLEM 
SOLVING? 

IT’S IN THE 
“STUDY” 

“Reflection is the beginning, not the end, of learning.” 

 

D 
o you ever find yourself in the 

ongoing cycle of planning and 

execution? If so, you aren’t alone.  

 

Many get stuck on this endless 

hamster wheel that is intended to 

drive results, encourage 

productivity, and help individuals 

and organizations accomplish goals 

… and yet, this cycle is exhausting 

and, needless to say, doesn’t position your team or 

organization for the most important learning to happen.  

Learning is the breeding ground for innovation, 

collaboration, and transformation. And while some may 

champion the belief that learning can happen between 

execution (or doing) and planning for the next thing to 

accomplish, I believe that real learning requires an 

intentional pause … something many of us tend to make 

little, if any, time for.  

How often do you, your team or your organization set 

aside time — intentionally — to check? To reflect? To 

study? To learn from the progress you’ve made and the 

opportunities you’ve seen as you navigate toward 

accomplishing your goals or strategic initiatives?  

If you’re like many leaders, the answer is probably too 

few times to even spend counting.  

The good news is that, no matter your approach to 

problem-solving and goal achievement until this point, 

embracing being intentional in all that you do as a leader 

— including intentionally pausing for meaningful 

reflection prior to moving on to the next action — is 

something you can start today. Right now. This very 

moment.  

 

An intentional pause just may be the key 

differentiator between your team continuing to take 

action because it’s the next step in your usual 

approach, and beginning to pause to study … 

adjust, and then take action … possibly even new 

action … because it’s the next right step. 

 

by Katie Anderson,  

internationally recognized 

leadership and learning 

coach, lean practitioner, 

speaker, and bestselling 

author of Learning to 

Lead, Leading to Learn. 
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A Systemic 

Approach to 

Learning 

The scientific 

method — also 

known as Plan-

Do-Check-Act 

(PDCA) or Plan-

Do-Study-Adjust 

(PDSA) — is a 

systemic 

approach many 

organizations and 

leaders around 

the world use for 

projects and 

management. It’s 

the foundation of 

the continuous 

improvement 

problem-solving 

approach that I’ve incorporated into 

my own work and have taught to 

thousands of leaders over the past 

two decades. And it’s one that I had 

the opportunity to appreciate more 

deeply while living in Japan and 

learning firsthand from 40-year 

Toyota Leader Isao Yoshino, the 

subject of my book Learning to 

Lead, Leading to Learn: Lessons 

from Toyota Leader Isao Yoshino on 

a Lifetime of Continuous Learning.  

 

As I highlight in Learning to Lead, 

Leading to Learn, the PDCA cycle 

became the foundation of Toyota’s 

approach to kaizen (continuous 

improvement) and problem-solving: 

 

“In the 1950s, Dr. W. Edwards 

Deming, an American scholar and 

operations management consultant 

… visited Japan four times to 

introduce Quality Control concepts 

to people in Japanese industry. 

From June to August 1950, Deming 

trained hundreds of engineers, 

senior managers, and scholars 

across Japan on concepts of quality, 

including the Plan-Do-Check-Adjust 

(PDCA) cycle.”  

 

A decade later, in the 1960s, 

Japan developed hoshin kanri, a 

strategic planning and checking 

process. In English, “hoshin kanri” 

has often been translated as 

strategy deployment and is the plan 

that sets the direction for the 

organization’s true north. The 

process of regular checking and 

adjusting plans throughout the year 

is like a compass to keep teams and 

organizations focused, strategic, and 

intentional.  

This method is powerful. It works. It 

incorporates a meaningful, and an 

intentional, pause to check, to study, 

to reflect, and to make adjustments.  

As Mr. Yoshino shares in Learning 

to Lead, Leading to Learn, the 

checking and adjusting parts of the 

cycle are the most critical for 

learning: 

  

“The check process of PDCA is 

considered to be the most important 

part of the concept. Checking helps 

us to learn many important things 

from reviewing the result and its 

process.” 

 

Yet, in my observation of most 

applications of the PDCA model, 

these two steps are most often 

missing. The cycle isn’t fully utilized 

… and learning is missed. 

The key to creating an organization 

that fosters innovation could possibly 

be a subtle switch; one that 

encourages reflection at the 

beginning, not at the end.  

 

Let’s discuss the problems with 

traditional problem-solving 

approaches  

First, it’s human nature to assume 

that you know the problem you are 

trying to solve. In actuality, jumping 

to conclusions could inadvertently 

cause you to miss the core problem 

altogether. You need to study the 

current conditions to really define the 

actual problem at hand. 

Secondly, you assume that you 

know what the solution is or what it 

should be. But how is that even 

possible when you don’t have clarity 

on what the problem is in the first 

place? Or better yet, you haven’t 

defined what causes the problem! 

If you think you know the problem 

and the solution, then you are quick 

to jump to implementation – to Plan-

Do – Immediately. That intentional 

pause is likely brief … a formality … 

but isn’t truly considered. Or maybe 

it doesn't even happen. And why 

would it be? You already know what 

you need to do, so you make it 

happen. Right? 

This mentality encourages you to 

dive right into “plan” and “do” first on 

the cycle. And, after the “do” is 

accomplished, over time you likely 

skip the “check” or “study” step. And, 

if you didn’t quite reach the target, 

go straight into the next plan-do 

steps, without really understanding 

the process you took that led to the 

current result.  

It’s like throwing darts hoping each 

time that you will hit 

the bullseye, without 

understanding if you 

are on course or off 

course,  

https://kbjanderson.com/learning-to-lead/
https://kbjanderson.com/learning-to-lead/
https://kbjanderson.com/learning-to-lead/
https://kbjanderson.com/learning-to-lead/
https://kbjanderson.com/learning-to-lead/
https://kbjanderson.com/learning-to-lead/
https://kbjanderson.com/learning-to-lead/
https://kbjanderson.com/learning-to-lead/
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and what adjustments you might 

need to take to get to the target. You 

end up looking just at the outcome 

and keep taking action, without 

understanding the process to get 

there. 

Having worked internationally with 

leaders and organizations from 

various industries of all sizes, I 

constantly see this as commonality 

among many. Rest assured, you are 

not alone! 

 

Don’t get stuck in the Plan-Do-

Plan-Do cycle (or just Do-Do-

Do…)  

Besides being exhausting, it’s just 

not fully effective. Real learning 

happens when intentional reflection 

is not just accounted for … but 

planned for … and it is needed to 

navigate progress, overcome 

obstacles, and create teams that 

leverage their chain of learning for 

individual and organizational growth.  

While an outcome is a goal, 

continuing to throw darts at a target 

isn’t going to help identify if you are 

on course or off of it altogether. The 

process is critical. And taking time to 

“check” the process shouldn’t be 

seen as merely “checking a box” 

activity, but rather it should be seen 

as an opportunity for learning.  

What some may see in the 

beginning as “checking” for 

missteps, mistakes, or opportunities 

to highlight what’s wrong will likely 

evolve into ongoing opportunities to 

take risks and learn from them as 

well as develop a culture where 

learning can happen … and should 

happen … in real time and in real 

ways. And, in doing so, new 

opportunities arise, new solutions 

unfold, and innovation is readily 

available.  

 

How can we “check” to learn? 

It’s not as hard as it may seem.  

First, it starts with seeing 

“checking” not as a “check the box” 

activity, but a process for learning 

and reflection.  In fact, as I describe 

in the Learning to 

Lead, Leading to 

Learn Workbook, “In 

the 1980s Deming 

modified the cycle to 

include “Study” instead of “Check” to 

emphasize the importance of 

reflection. For this reason, I prefer 

using PDSA — or even better, 

SAPD, to emphasize that the cycle 

starts with learning.”  

And second it starts with pivoting 

the cycle to begin at a different 

starting point. Try starting NOT with 

“Plan-Do” but instead with “Study-

Adjust.”   

Let’s shift to “Study-Adjust-Plan-

Do” as our starting place: SAPD! 

Some may argue where you start 

the acronym doesn’t matter as the 

cycle is continuous … and that 

planning should include 

understanding the current state. 

Yes, the cycle is continuous and 

planning should include 

understanding the current situation 

before jumping right into planning 

and doing.  

However, in my experience, it 

doesn’t. We remain stuck in Plan-Do

-Plan-Do.  

 A subtle shift in where you begin 

— SAPD — is a powerful shift in 

mindset and actions. 

The very nature of starting the 

cycle with “Plan-Do” can encourage 

the “Plan-Do” broken record. 

Embracing “Study” and reflection as 

the beginning sets the stage for the 

development of a learning culture. 

And that’s a culture where 

individuals and teams feel 

empowered.  

 

Let’s put the SAPD cycle in 

action.  

I’ve been afforded the opportunity 

to see the SAPD cycle in action – 

and to put it into practice. This cycle 

of learning is what I advocate as one 

of the fundamental patterns of 

thinking and action to accelerate 

learning and impact.  

 

SAPD - Study - Adjust - Plan - Do 

…and repeat! 

Start everything with reflection. If 

you do, you will uncover learning 

that informs meaningful adjustment. 

This is where continuous 

improvement accelerates. 

Study what is happening. 

Understand the real problem needed 

to be solved.  

Determine the adjustments needed 

to be made. And then put the plan in 

place. See it as an experiment for 

learning.  Execute …  do … and 

continue the learning process. 

This is the foundation of effective 

problem solving. 

Problem solving is about 

recognizing that there are problems 

in the first place, welcoming "bad 

news" as opportunities for innovation 

and change, and leading with a "no 

problem is a problem mindset." 

Problem solving is about 

understanding the real problem — 

not just the messy problematic 

condition you are experiencing. It's 

about thinking deeply and helping 

others do the same.  

And it's about coming up with 

possibilities and helping others tap 

into their creativity and come up with 

ideas to solve problems.  

And, of course, it's also about 

testing and leveraging the Study-

Adjust-Plan-Do (SAPD) cycle and 

reflecting, learning, and adjusting 

along the way.  

 

Accelerate Your Learning Today 

by Starting With Studying 

Ready to give the SAPD process a 

try? Here are a few questions to 

reflect on as you do.  

Take a moment to study your 

current situation with the intentions 

to understand and define: 

• What is happening now? 

• What does “better” look like?  

• What should be happening? 

• What are some of the problems 

or the possible causes of the 

problem? 

 

Only after this deep reflection can 

you (and should you) create a plan 

and test it out by doing. As you do, 

ask yourself: 

• What do you expect to happen? 

• When are you going to try the 

new idea — and take action? 

 

Then do. From your actions as an 

experiment. A hypothesis. 

https://kbjanderson.com/workbook/
https://kbjanderson.com/workbook/
https://kbjanderson.com/workbook/
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And, once again, take the opportunity to “study.” Ask 

yourself:  

• What was the difference between what you expected 

to happen and what actually happened? 

 

And then what adjustments do you need to make to 

move towards your target or goal? 

 

A Word of Caution: Don’t ONLY study 

Studying without action won’t move you forward. Don’t 

get stuck in analysis paralysis or inaction because you 

don’t have the perfect target or know the perfect next 

step. As Mr. Yoshino once told me:  

 

“A practical style is more important than precision when 

setting targets. Precision doesn’t matter in the beginning 

— you need the direction to go, and then you can learn 

and improve it. Spending weeks and weeks of doing 

nothing is worse.” - Isao Yoshino in Learning to Lead, 

Leading to Learn. 

 

Forward momentum – with learning –  is the name of 

the game. 

Everyone is better 

at solving actual 

problems when the 

starting point isn’t 

with a solution in 

mind, but rather a 

process gap to be 

closed. Many times, 

your ideas may 

actually be the 

needed solution (and 

it’s great to be 

creative and 

generate many 

possible ideas that 

you can try), but you 

first need to test 

them out, and study 

if they had the 

impact you 

anticipated, before 

you know they are 

the actual solution. 

 

Do-Do-Do or Plan-Plan-Plan without the “study” and 

“adjust” parts of the cycle are just as ineffective.  

In fact, any one component of the cycle is not effective 

independently. It needs the other critical pieces of the 

method. Without it, the solution might not eventually be 

discovered. The actual problem might not really be 

solved.  

It’s important to run experiments to learn more and to 

be intentional that “plan” and “do” is to learn more about 

your current condition and your problem. The best 

hamster wheel to be on is the SAPD-SAPD-SAPD one, 

where real learning is happening over and over. 

As I wrote in Learning to Lead, Leading to Learn: 

“learning is never perfect, and it is never complete.”  

And that “reflection — through studying — is the 

beginning of learning, not the end, of learning.” 

 

If you find yourself starting with planning — or with a 

solution in mind — before understanding what problem 

you are trying to solve, I encourage you to ask yourself 

the following questions:  

 

• For this idea of a solution — the action I want to 

take or thing I want to implement — what would 

improve if I took these steps? What would be 

improved if I did this idea or implemented this 

solution? 

 

Reframing your “solution” in this way helps inspire time 

for reflection and study, allowing you the chance to 

actually understand the problem you are really trying to 

solve, instead of jumping forward with urgency to take 

action. 

SAPD: Start with reflection! 

When in doubt, choose reflection first. Make it a 

priority. Because reflection is the source of learning, and 

learning is the catalyst to amplifying your impact (as well 

as your team’s and your organization’s)! 

Remember, learning is the most important thing, 

and it is the true secret to success! 

Start with Study-Adjust and then Plan-

Do. And then keep going! 

Join the #SAPD movement and 

strengthen your chain of learning through 

reflection today. ◼ 

https://kbjanderson.com/learning-to-lead/
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MY 
FAVORITE 

WORD: 
MOTTAINAI 

CHAPTER 13 OF BANISH SLOPPINESS 

I 
 could regale you with hundreds of stories that 

elucidate the uniqueness of the Japanese 

culture. Each of my experiences has slowly and 

methodically shaped my opinion of what Japan 

is all about. I believe you would find all these 

experiences interesting and supportive of my 

thesis. However, the purpose of this book is not 

to tell you everything but to whet your appetite 

and stimulate your curiosity in hopes you might 

find some benefit to deploy elements of 

Japanese thinking into your own life. If you should be 

fortunate enough to travel to Japan and study and learn 

about this culture, I think your life would be enhanced. 

As of the writing of this book, I have trained over 500 

people from around the world in Japan. I have 

crisscrossed Japan in trains, planes, automobiles, and 

even motorcycles. I have met and worked with some of 

the top leaders and thinkers. I have lead groups through 

factories, businesses, and construction sites to 

demonstrate, illustrate, and contrast what makes the 

Japanese culture so unique. I have seen people literally 

in tears and speechless after walking out of Toyota and 

Lexus facilities, shaking their heads in disbelief, stating 

that what they saw was impossible. But of all the places 

and spectacular manufacturing facilities that I’ve shown 

to people, nothing has made a bigger or lasting impact 

than visiting a Japanese elementary school. 

This is where we pull back the curtain to understand 

this amazing culture. It is the children of Japan that grow 

up to be the leaders that sustain this culture. At school, 

they are not managing the tardiness or misbehavior of 

the students. They are not cajoling, prodding, or pleading 

with the children to behave and learn. They are not 

disciplining kids because of bullying or an unhealthy 

obsession with their cell phones. They have a zero 

bullying policy and cell phones are not allowed. Instead, 

you see thoughtful, calm, rational adults that are treating 

children as adults. Every day the children come together 

to learn, grow, and improve. There is a kata (routine) that 

happens every day in Japanese schools. There are no 

janitors, with the exception of those doing specialized 

work such as cleaning windows in multi-story buildings. 

Otherwise, the children clean the schools from the toilets, 

the sinks, the cafeteria, the hallways, the windows, the 

coat rooms, the playground, to the gardens. In most 

countries, this would be considered child abuse.  
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In Japan, this kind of work wells up 

from the philosophy within this 

culture, showing deep respect for 

people and things.  

When it’s lunchtime, the magic 

begins. Hundreds of students come 

into a cafeteria. They are well 

behaved and sit respectfully as team 

leaders from every table serve them 

their lunch. As the food is 

distributed, not one child eats a 

single morsel until everyone is 

served and the prayer of 

gratefulness is given. 

Then a 

student explains 

what the food is 

that they’re 

about to eat and 

nutrition they will gain from the food. 

There are no sugary drinks or 

sugary desserts, there is just healthy 

vegetables, rice, and fish to eat and 

milk to drink. Each child eats the 

food that is given and if there is a 

chance they will not be able to eat all 

the food, before they ever touch their 

plate, they stand up and go over to 

the food serving area and explain 

what food they would like removed 

respectfully from their plate so it is 

not wasted. Then they proceed back 

to their table where they eat all the 

food on their plate. At the end of the 

meal, everyone works together to 

clean up the entire cafeteria. What is 

so remarkable is that there is almost 

no wasted food. There is no large 

trash can where they dispose food 

that has gone uneaten. That would 

be mottainai! 

I would like to end this book by 

discussing my favorite Japanese 

word, the word that has made the 

most profound impact on my 

thinking: mottainai. It simply means 

to have a deep sense of regret when 

you waste anything. If they leave a 

grain of rice on the plate, that is 

mottainai. If they leave the water 

running when they brush their teeth, 

that is mottainai. When children 

demonstrate a supreme stewardship 

over the resources that they have 

been given, even down to a wasted 

grain of rice, it is extraordinary! 

Since I have learned this word, 

mottainai, and have seen the deep 

meaning of it played out in schools 

across this country, my thinking has 

forever changed. In everything I do 

the word mottainai rings in my ears. 

What a pity to waste! Why would I 

throw in the trash the effort the 

farmer has spent to provide food. 

Why would I waste the precious 

resources of my country? Why 

would I be so careless with the time 

and thoughtfulness of another 

human being on my behalf? This is 

the mottainai thinking and this 

thinking has changed me forever. 

One time I interviewed a nun who 

was the head administrator at a 

Christian school in Japan. The fact 

that there are Christian schools in a 

culture that 

is largely 

Shinto and 

Buddhist, 

should give 

everyone 

pause. How could this be? Every 

day the children learn about 

Christianity, say the Lord’s Prayer, 

and yet they are not Christian. 

This is a giant enigma, so difficult 

to understand, but so Japanese. 

They are learning about other 

cultures, languages, and religions 

and they do it all with smiles on their 

faces. They’re not threatened by the 

idea of Christianity spreading rapidly 

across their country. Rather they are 

elevating themselves in their thinking 

and understanding as they learn 

about other cultures. The Christians 

who are managing these schools are 

not forcing their religious practices 

on the children, rather they are 

respectfully teaching and training 

them. In any other culture, you 

would expect tension or an insular 

attitude toward other cultures and 

beliefs, but in Japan, it is not the 

case. As we were walking down the 

hallways and watching the children 

happily clean the entire school, I 

stopped to greet the head nun and 

ask a few questions. Why did she 

like Japan? She explained she had 

lived there for 40 years and was 

originally from Canada. She told me 

that Japan is so safe, so peaceful, 

and a beautiful country. She said, “I 

like the people very much and 

they’re good people, very good 

people.” When she travels home to 

Canada periodically and returns 

back to Japan she always tells 

people, “I am back”. 

There is something very special 

about this country! It all comes down 

to a single grain of rice. Why would 

you throw a single grain of rice in the 

trash? That single grain represents 

the effort of a single individual who 

planted the seed, nurtured the seed, 

irrigated the seed, harvested the 

seed, and transported rice to 

villages, schools, and cities across 

the country. Wrapped up in that 

single grain of rice is the word 

mottainai. What a pity to waste 

anything. It is with this single idea 

that this culture and country has 

differentiated itself from the rest of 

the world. It is with this single idea 

that my life and my company were 

transformed. Toyota understood that 

they could not be wasteful and 

survive. They had to find a way to 

eliminate the waste from all of their 

processes. This elimination of waste 

was not a weekly or monthly 

process, but a daily process that 

required total participation from 

everyone in the organization. We 

eliminate this waste through the 

daily kaizen and the fundamental 

principle that propels us to eliminate 

this waste is mottainai! 

Lastly, I am deeply grateful to the 

Japanese people for all they have 

taught me. At the core, they are very 

simple people who have deployed a 

beautiful and effective philosophy 

about the way they live. 

At the same time, the simplicity of 

how they live out this beautiful 

stewardship allows them to deploy 

sophisticated systems that enhance 

the lives of millions of people. It is 

the simplicity of teaching gratitude, 

with something as basic as the short 

prayer they say before every meal 

(Itadakimasu). It is further supported 

by a mottainai mentality. 

So come to Japan to see in-depth 

and in-person this amazing culture. 

Perhaps you too will be walking 

down the street and have a satori 

(sudden enlightenment) moment. 

For me, the epiphany of banishing 

sloppiness and falling in love with 

precision began one of the most 

important journeys of my life. My 

hope and prayer is that this book 

might also begin a journey in your 

life that creates greater fulfillment 

and respect for the abundance and 

blessings we have all 

been given. 

The One Thing: 

Mottainai...what a pity 

to waste anything ◼ 
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 7 KEY 
CAPABILITIES 

FOR A 
SUPPLY CHAIN 

LEAN 
TRANSFORMATION 

I 
n our recent webinar, ‘7 Key Capabilities for a 

Supply Chain Lean Transformation’, (link) we 

explore lean transformation in supply chains 

and the fundamental capabilities. We lay out the 

process to achieve an end-to-end improvement, 

demand-driven, and lean-efficient supply chain 

with a focus on a new paradigm for achieving 

breakthrough results and competitive advanta-

ge in customer service and profitability. In this 

white paper, we present the summary of the 

webinar insights, from our Senior Partner and 

Book Author, Euclides Coimbra.  

Why do we need to improve the supply chain?  

As supply chains are key to operating in a globalised 

fast-paced market, it is crucial to be aware of the pro-

blems, opportunities, and new paradigms that can be 

applied to make them faster, more effective, and more 

profitable.  

The main reason why supply chains need to be impro-

ved is to guarantee customer satisfaction - a major sour-

ce of innovation and competitiveness. Supply chains 

need to become customer-focused, agile, and waste-

free, quickly anticipating disruption and instability, and 

responding to the increasing customer expectations in 

markets with high demand volatility.  

 The targets for a lean supply chain are to improve 

OTD and OTIF, shorten delivery times, reduce costs to 

serve, and, most importantly, achieve a radical inventory 

reduction. These may be achieved by applying the follo-

wing seven key capabilities, backed by a strategic value 

stream analysis, customer-oriented sales and operations 

planning (S&OP), short and consistent flows, and high 

resource efficiency.  

 

1. Strategic end-to-end mapping of the supply 

chain  

Mapping the supply chain from E2E allows for a visual 

identification of the critical operations. When understan-

ding logistics loops in the supply chain, it is relevant to 

consider the key performance metrics to consequently 

identify where the flow breakers occur.  

 The most important KPIs in the supply chain are the 

ones that are related to the customer, namely OTD,  

by Euclides Coimbra, 

a worldwide thought lea-

der in Continuous Impro-
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https://uk.kaizen.com/products/webinar-key-capabilities-supply-chain-lean-transformation
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OTIF, and Order–Delivery Lead Ti-

me.  

These happen in the last logistics 

loop (downstream), where the ope-

rations are closer to the customer, 

for instance, orders delivery and 

transportation - so, these should be 

the first metrics to be optimised.  

 

 In the previous loop, the distributi-

on replenishment, the KPIs are rela-

ted to supply chain flow efficiency, 

such as inventory flow lead time. 

The second loop regards manufactu-

ring supply and is more difficult to 

monitor due to the complexity of the 

production processes. Ultimately, 

the  

sourcing and procurement loop 

refers to the suppliers and material 

warehouses, and these supply 

chains which are upstream must 

also be analysed as they affect the 

customer KPIs.  

On top of these four logistics loops, 

there must be consistent supply 

chain strategy and operations 

planning, based on an efficient value 

stream analysis and loop selection, 

to then move to the project executi-

on phase through the implementati-

on of Kaizen™ practices.  

 

2. Implement a pull-planning 

system  

The traditional approach to supply 

chain agility comes from Collaborati-

ve Planning Forecasting and Reple-

nishment (CPFR) ba-

sed on central infor-

mation systems such 

as MRP or DRP. Ho-

wever, forecasts may 

have errors, impacting the delivery 

to the customer negatively. To solve 

this challenge, and to achieve impro-

ved synchronisation and levelling, 

arose the pull-planning system – a 

new paradigm of pull, demand-

driven supply chains.  

In terms of S&OP, the right appro-

ach is a pull capacity planning pro-

cess that uses aggregated forecasts 

to set all the capacity needed in the 

supply chain – the number of trucks, 

warehouses, lines, etc. However, the 

actual execution of S&OE is not ba-

sed on forecasts but on actual or-

ders to replenish or to make to 

stock/order.  

In the distribution centres, on the 

supply chain loops, the system en-

tails the creation of flow with small-

batch agility and the flexibility of ca-

pacity. This is attained through the 

establishment of high-frequency re-

plenishment, transport loops, small 

batches, and the definition of a stock 

strategy with supermarkets (demand

-replenished stocks) and cross 

docks.  

Hence, the new system works 

across the whole supply chain to 

create pull with synchronisation and 

levelling. This will increase value-

added efficiency, and, ultimately, 

increase OTIF and resource efficien-

cy, reducing delivery delays and in-

creasing working capital.  

 

3. Create material and informati-

on flow  

The third key capability concerns 

the creation of physical flow in pro-

duction, warehouses, and transpor-

tation. In this context, there is a new 

key paradigm - the flow efficiency 

must be improved for later to impro-

ve resource efficiency.  

Part of the waste defined by Toyo-

ta – excess production, material (or 

information) waiting, and material (or 

information) transport – must be eli-

minated when creating efficient flow 

and this should be the first step to be 

taken.  

Only then the focus should move 

to the remaining waste related to 

resource efficiency – people waiting, 

movement, overprocessing, errors 

and defects. This strategy of crea-

ting flow will redesign the supply 

chain to new levels of performance. 

  

4. Increase resource efficiency  

Once the flow is created, the atten-

tion can move to increase resource 

efficiency. The aim is to optimise 

OEE in production, efficiency in wa-

rehouses and in transportation rou-

tes, as well as innovate with digital 

and automation technologies. To do 

so, OEE losses – availability, perfor-

mance, and quality losses and la-

bour losses – poor organisation or 

ineffective management and energy 

& material losses need to be impro-

ved.  

The key activities to improve OEE 

are Kobetsu Kaizen, Autonomous 

Maintenance, Planned Maintenance, 

Education and Training, Early Equi-

pment Planning, and Safety and En-

vironment.  

To improve the labour losses 

layout and line/warehouse design 

supported by Daily Kaizen can trans-

form the procedures of the operatio-

nal teams. For energy & material  
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losses, Kobetsu Kaizen together with green frameworks 

will deliver substantial results. 

While implementing these improvement initiatives, the 

previously designed pull flow system blueprint must be 

guaranteed to avoid the automation of waste. It is impor-

tant to understand which activities in the supply chain 

are considered waste and which are value-adding to eli-

minate waste and focus on the value-adding part when 

investing in improved automated solutions.  

 

5. Reinforce the Kaizen Culture  

The reinforcement of the Kaizen Culture is crucial for 

the supply chain improvement, aligning the effective 

functioning of the previously presented frameworks. The 

most important steps to creating a continuous improve-

ment culture are the implementation of Daily Kaizen in 

teams, Kaizen events, the creation of a strategy de-

ployment process, and education and training, with a 

Kaizen Lean Academy that teaches these 7 capabilities 

of a lean supply chain.  

The Daily Kaizen System must be adopted by all teams 

from every level of the organisation, involving all em-

ployees in frequent Kaizen actions with a special focus 

on developing team leaders. This system encompasses 

a frequent control of key KPIs to support actions on real 

data, identify wins and losses, and act quickly with coun-

termeasures when there are problems or disruptions. 

 

6. Manage change, instability and risk  

Senior management must be engaged in the end-to-

end supply chain transformation, participating in strategic 

mapping workshops, taking leadership in execution, par-

ticipating in training programmes, implementing daily 

Kaizen in their own teams, and learning the strategy de-

ployment process. 

 

 

This way, they will improve their capability of answering 

to eventual instabilities and risks and achieve a competi-

tive position in the market.  

To react quickly to instability, a management system 

named ‘Tiered Help Chain’ must be applied. This will 

allow the classification of how the critical information 

should reach senior management, aligning information 

across the tiers, and identifying the necessity of cross-

functional meetings.  

 

7. Pilot, assess, benchmark and scale  

The last key capability to implement an effective lean 

supply chain transformation is the necessity of deve-

loping good pilots and assessment maturity models, per-

forming internal and external benchmarking, and moving 

rapidly with deployment and scale progression.  

 

The strategic end-to-end pilot value stream analysis 

workshop goals are to set a vision and business case, 

define a steady progress roadmap with three to six-

month sprint cycles, create a war room for visual project 

management, and show double-digit business results.  

 

After a successful sprint – the pilot - deploying the new 

processes within a large organisation can be difficult. To 

facilitate this process, the team development programme 

lays out the scaling of the new process in five steps 

(image below). 

_____________________________________________ 

 

For additional insights on supply chain transformation, 

you can read the book KAIZEN™ in Logistics & Supply 

Chains or email the author at ecoimbra@kaizen.com   ◼ 

https://uk.kaizen.com/products/books-kaizen-in-logistics--supply-chains-uk
https://uk.kaizen.com/products/books-kaizen-in-logistics--supply-chains-uk
mailto:ecoimbra@kaizen.com
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CHECK 
YOUR BRAIN 

AT THE 
DOOR! 

ARE WE PREPARED FOR 
UNBELIEVABLE BOREDOM 

ONCE AGAIN? 

N 
ow that we have mastered these 

remote meetings, let’s talk about 

on-site meetings. What? We know 

how to lead those; we will just re-

turn to how things ought to be! Or 

not? Do we go back to checking 

our brains at the door? 

We experienced some setbacks in 

moving from on-site to virtual mee-

tings, we also experienced advan-

tages. Why would we go back to how things were when 

we have an opportunity to improve? We made meetings 

shorter, found ways to interest and engage people, and 

made the most of the technologies available.  

Some people were able to thrive while remote working. 

How can we make our on-site meetings worth the effort 

to dress up and commute? Because that’s the issue we 

are facing, most people know there is another way of 

doing things, and it worked for two years. If we are going 

back to the office, it must be better than sitting in yoga 

pants with our snacks within arm’s reach and our pet as 

company. 

There is a special group of people that benefitted espe-

cially by these newfound meeting strategies and the fre-

edom to design their own workspace at home. They are 

called “neurodivergent”. Why would they leave their safe 

space to put on a social mask again? They had been 

hiding for a while and some were miserable in this positi-

on. 

Who are neurodivergent people and why do they 

matter? 

“When I was growing up, we didn’t know about this 

stuff. People were labeled as either normal, heart lazy, 

stupid, or weird. I always suspected there was a reason 

why people do what they do.” – Ruth Stanley 

Neurodivergent people are anyone whose brain functi-

ons in another way than what is expected from the majo-

rity. Neurodivergence is an umbrella that includes a vast 

range of variations from the norm. These variations can 

be co-occurring in the same person. The most common 

are high potential (gifted, high-IQ), ADHD (attention defi-

cit disorder with or without hyperactivity), and autism. 

Lesser known variations include dyslexia, dyspraxia, 

hypersensitivity, etc. The list can be long and new cha-
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where humans can contri-
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and Ruth Stanley Founder 

of Boann Consulting, expe-
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racteristics are being discovered 

with the evolution of neuroscience. 

These are hidden characteristics 

that affect the workplace.  You can’t 

tell by looking at people that they 

may function differently from the 

norm.  A complicating factor is that 

adults, especially if they are em-

ployed, have learned to 

mask their challenges.  This 

masking does take away 

from their thinking energy 

and may limit their capacity 

to fully participate in 

workplace events, mee-

tings, or workshops. 

While mostly unnoticed, 

a surprisingly large num-

ber of people are affec-

ted by neurodivergence. 

The estimates range 

from 1 in 4 to 1 in 7 per-

sons, depending on the 

sources. As the science 

evolves, we know more 

about how the brain 

works, the detection 

criteria are refined, 

and the numbers grow 

as well.  

Now that we suspect that neurodi-

vergent people were able to more 

fully participate in virtual meetings, 

what else can we learn from their 

experience to make our onsite mee-

tings as inclusive and welcoming? 

How can we save everyone from the 

boredom and frustration of the old-

style meetings? 

Is it hard to be inclusive? Not 

really! 

“Now we know about these things 

and that there are easy ways to fix 

them to allow people to use their full 

talent, isn’t it worth the effort?” – Ju-

lie Savage-Fournier 

Neurodivergent people operate at 

the higher or lower ends of the nor-

mal curves measuring cognitive 

functions, making it sometimes ea-

sier and sometimes more difficult for 

them to perform specific tasks. Ho-

wever, most strategies to help them 

reach their potential are useful for 

others as well.  

Reducing distractions 

and allowing dedica-

ted deep focus time is 

essential to someone 

with an attention defi-

cit. It may also helpful 

for most people. There is a subtle 

difference worth noting: knowing 

what our brain needs at its limits al-

so informs us on how to make it 

work best within the norms as well. 

A showstopper for a neurodivergent 

person is often a point of friction for 

many others. 

Being flexible and accommodating 

in our ways of working reduces the 

mental effort and increases 

the comfort for eve-

ryone. Accepting 

different behaviors 

and requests with 

an open mind 

relieves 

everyo-

ne of 

the 

pressure 

to look and 

behave like eve-

ryone else. Can you 

see where this is going? Psychologi-

cal safety, creativity, engagement, 

and ultimately respect for people are 

essential requirements for everyone. 

Oh, but that looks like anarchy! We 

can’t accommodate everyone all the 

time, that creates chaos! What about 

the standards? The procedures? – 

This is where it gets interesting! 

Many Lean practices and principles 

are friendly to neurodivergent peo-

ple. This knowledge can become a 

selling argument for your next event. 

Isn’t it great? 

Clear processes and expectations, 

visual process management, cohe-

rence and purpose (hoshin kanri), 

ergonomic workstations, they all ma-

ke your workspace and your interac-

tions more brain-friendly and inclusi-

ve.  

Meeting with benefits: the chec-

klist 

With a little more preparation and 

thinking through your meetings, you 

can enable different ways of absor-

bing and processing information. We 

had to be creative for the last two 

years, find new ways to meet; and 

learn a lot about engagement and 

inclusion. Let’s not go back to static 

meetings where one person speaks 

and everyone else zones out in their 

chair or answers their emails on their 

mobile device. 

Here are some suggestions for 

your next event. 

• Visual focus: In videoconferences, 

visual stimulation is high, spea-

kers can be seen in close-up and 

the screen can be shared. These 

elements maintain the strong link 

between vision and attention. For 

in-person sessions, consider wri-

ting the meeting agenda on a 

whiteboard, and using Kanban 

boards for structuring meeting 

discussions.  Visual facilitation 

and sketch noting are also great 

tools. 

• Closed caption:  Subtitles focus 

the attention, unload the working 

memory, and enable people to 

avoid missing things from listening 

alone Why not retain these sub-

titles in on-site presentations? Po-

werpoint has this feature now! 

• Chat: The chat function helps with 

impulsivity. Being able to write 

down ideas at will maintains the 

flow of the discussion and relea-

ves the social pressure related to 

speaking in front of the group. In 

person, using post-its/brain wri-

ting, flipcharts and whiteboards 

allow everyone to participate in 

real time. 

• Motion: Fidgeting, walking around, 

doodling, taking notes all use a 

different part of the brain than lis-

tening. Some people need that 

part of their brain to be busy so 

they can direct their attention to 

listening. Wouldn’t it be nice if we 

let people move around in the offi-

ce space in a way that works for 

them? 

 

The last words 

This article was written building on 

the complementary strengths of two 

neurodivergent persons, mothers to 

neurodivergent kids and Lean prac-

titioners who see the links between 

Lean and neuroinclusion that might 

not be as obvious to everyone.  We, 

Julie Savage-Fournier and Ruth 

Stanley, hope that our suggestions 

launch your new and improved in-

person meetings.  We are sure that 

you will find many more ways to ma-

ke your events lean, lively, purpo-

seful and engaging for everyone!  ◼ 

“ 
Many Lean           

practices and        

principles are friendly 

to neurodivergent    

people.  
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CAN CI 
HELP 

WITH CURRENT 
BUSINESS 

CHALLENGES? 

S 
ince March 2020, or even before this 

time, we have dealt with a global 

pandemic that caused havoc and 

uncertainties! Globally we have seen 

our supply chains challenged, mar-

kets go up and down, and a conside-

rable shift in employment with the 

Great Resignations. These issues 

have caused many organizations to 

think about improving operational 

efficiencies, finding ways to accelerate their Digital 

Transformations, and dealing with the Great Resignati-

ons. Organizations are running into issues with strategy, 

growth, and sustainability. They feel the crunch to move 

forward fast. Still, they are unsure how to get into the 

future without hurting their organizations and employees. 

It's leaving many leaders feeling doubtful and uncertain.  

 

Current Trends 

As I talked to more and more business leaders and my 

clients, I saw the same commonalities among all organi-

zations. The size of an organization doesn't matter. I see 

the same thing from mid-size organizations to Fortune 

500 and everything in between. The trends below are 

the same among all of them: 

 

1. Growth and Excellence. 

50% of CEOs require their companies to grow and 

achieve operational excellence.  

2. Unrealize benefits…. lack of ROI (Return on In-

vestment) 

Digital Transformations are failing to deliver and losing 

steam. RPA (Robotic Process Automation) and AI 

(Artificial Intelligence) projects are not delivering the ex-

pected ROI. One of the main reasons ROI is not being 

met is flawed or lacks of processes. Technology shows 

you how flawed a process is.  

3. Lack of Strategy 

14% of organizations are unclear about where they are 

headed and what goals they are trying to accomplish. 

When you do not have a clear strategy, it can create 

competition between divisions that causes mistrust and 

zero collaboration.  

by Lauren Hisey, 
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4. Talent Shortage 

40% of current employees are not 

happy and are leaving their jobs. 

The employee retention rate is going 

up globally as current employees 

assess their values and how their 

existing companies fit into those 

values. They are also looking at 

ways to advance in their careers and 

if their current employers can help 

them with upskilling and advance-

ment. It is not all about pay; it is also 

about the benefits and how compa-

nies can help employees achieve 

their core values. 

5. Lack of adoption and fear of 

job loss 

As organizations are rolling out 

Digital Transformations and finding 

new ways to optimize, they see issu-

es with employee adoption and fear 

of losing their jobs. 27% of organiza-

tions are getting stuck because of 

adoption issues. Employees are re-

verting to the old processes and not 

using the technology.   

These current business trends are 

causing all types of issues across 

organizations. These problems are 

causing all kinds of headaches for 

business leaders. It leads them to 

feel the pressure to figure out the 

best way forward. While talking to 

my clients, they are wondering how 

to solve the problems they are fa-

cing: 

• Unable to scale: How do they 

find the right to grow 

and scale? 

• Lack of strategy: 

How do they remove 

conflicting priorities 

and redundancy? 

Where do they 

start? 

• Inefficient proces-

ses that are 

causing waste 

and non-value-

added work 

• Lack of go-

vernance 

due to a 

lack of a 

future 

state 

road-

map 

cau-

ses confusion 

• Talent Shortages! How do they 

keep their current employees 

happy and help them learn?  

• Rising costs due to all of these 

problems!  

 

Can Continuous Improvement 

help with these challenges? 

One of the most frequent questions 

clients ask me is how I can help 

them. While I can give general state-

ments about how I helped clients in 

the past, it is more than applying CI 

knowledge. It is about connecting 

and truly understanding before I can 

provide observations and ideas. I 

like to tell my clients that I want to 

partner with them and their em-

ployees versus me telling them what 

to do. I help guide them along the 

journey to get to their Future State. 

Once my clients get past cutting 

costs, I think we can start the jour-

ney.  

An organization needs people, pro-

cesses, and technology to exist in 

today's environment, no matter how 

small or big and regardless of the 

industry. CI is a connector between 

people processes and technology. 

CI is industry agnostic and can be 

applied to all areas……yes, even to 

the front and back offices! 

Instead of thinking about what 

methodology is better to use, re-

member that you should use the 

right tool for your situation. What 

works in one case may not work for 

another. If my clients have not used 

CI before, they often ask me about 

the best industry practices. I often 

tell them what I've done with other 

clients in a similar situation. We still 

need to use the right tools and solu-

tions that fit their organization, pro-

cesses, and people. I've learned that 

what has worked for one company 

may not work for another. It is not 

always about what is the best tool. 

Shigeo Shingo put it best, "There are 

four purposes of improve-

ment: easier, better, faster, and 

cheaper. These four goals appear in 

the order of priority." Once you chan-

ge your thinking to these four goals, 

it becomes easier to see that you 

need to find what is best for the si-

tuation. We often spend too much 

time researching complex solutions. 

Instead, we should find the best im-

provement that will help the busi-

ness become "easier, better, faster, 

and cheaper." I also coach my cli-

ents to find the simplest form of pro-

gress first, even before buying the 

new shiny, flashy technology tools. 

Sometimes a simple process impro-

vement and even low-code or no-

code automation may be the best 

thing to do. Starting small and then 

moving into more advanced items is 

always the best way.  

So how can CI be applied to help 

with these challenges? 

1. Level up strategy and trans-

formations. 

Before anything can be done, lea-

ders must understand their business 

intent and what goals they are trying 

to achieve. They need to define their 

strategy and then create a roadmap 

for now and the future that includes 

people, customer personas, proces-

ses, and technology. The roadmap 

needs to be transparent to all levels 

of the organization. It is about 

communication from the top-down 

and down-top. Usually, the best pla-

ce to start is somewhere easy, like 

the back office: accounting or finan-

ce.  

2. Current state assessment  

This is not the time to debate 

which methodology to use. It is 

about assessing the current state 

with the correct tools at your dispo-

sal. While many hate using the 

"toolbox" approach, it is still the best 

analogy here. A plumber can't tell 

you what is wrong or what tools he 

will use until he knows what is going 

on. The same concept applies when 

using CI tools.  

“ 
An organization needs 

people, processes, and 

technology to exist in     

today's environment (…) 
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3. People 

It goes beyond communication! It is about empowering 

and trusting your people and allowing them to become a 

part of the solutions and Future State. Doing this will in-

crease collaboration, employee satisfaction, and produc-

tivity. Telling your people that you want to help them and 

make their jobs more efficient will show what the change 

means for them. It will give them a chance to decrease 

over time and have more time to upskill. Investing in your 

employees goes a long way toward having employees 

trust leadership and the company. It starts to show that 

they feel valued, and they become happier.  

4. Business Optimization 

You want to optimize your business process with pro-

cess improvement and technology to help get you to the 

desired future state! After knowing what is wrong and 

including your people, you can then start to work toward 

improvements. Solutioning or whatever you like to call it 

is all about fixing the root causes of the problems. It is 

about redesigning the processes from end-to-end to re-

move the waste, non-value-added work, bottlenecks, 

and inefficiencies. Use the right solutions that fix your 

problems.  

5. Future State Roadmap and implementation 

While the roadmap was created early, it did not include 

detailed solutions and implementation phases. First, you 

need to update the plan accordingly, and it's time to get 

to work! This is where you set up the program through all 

Implementation Phases that can be grouped to allow you 

to use an Agile format. Your organization wants to start 

small and ramp up. In my days at Nielsen, someone des-

cribed it to me as first designing the bicycle to get started 

and then finishing with the fancy sports car. But along 

the way you make adjustments through iterations to get 

where you want to go. Start slow to get you on the jour-

ney to the Future State.   

Celebrate the successes! 

As you complete a project or transformation, it is es-

sential to celebrate the successes of each achievement. 

It would help if you celebrated what is going on with the 

group that has completed the improvements. It is also 

essential to share it with the entire organization. These 

successes and their celebration will get other areas of 

the business excited. Once you start implementing in 

one part of the company and share your success, others 

will want to be a part of the transformation. Celebration 

of the efficiencies, the people, and the fantastic work can 

be contagious. The entire group of people a part of this 

must be celebrated. It will show that leaders believe in 

their employees. Others will see that CI brings more than 

cost savings; they will learn more about improving their 

work areas to become more efficient and uncomplicated. 

It will allow them to be celebrated, be happier, and spend 

more time outside to be with family and friends. Seeing 

how their work pays off, the wins and celebrations keep 

people looking for more ways to collaborate to continue 

down the CI path. It can get contagious! So celebrate 

those wins! 

What's next? 

While the business challenges that we face today may 

not disappear suddenly, you can undoubtedly use CI to 

lessen the impact you feel from them. As a society, we 

often want a quick fix to problems, but I think the last two 

years have taught us that these quick fixes are only tem-

porary. CI teaches that we must continue to improve one 

step at a time and be willing to experiment until we find 

the right path. Even if there is a failure or setback, it does 

not mean you are not improving. You are learning what 

works best. It is these learnings and failures that help to 

achieve the best results. That is why it is so vital to un-

derstand the business goals. Once you know the purpo-

ses, you can start down the CI path with your strategy 

and transformation while connecting the people, pro-

cess, and technology together. An organi-

zation can not exist without all three; it is 

the connection between the three that CI 

helps to bring together. ◼ 
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THREE METHODS 
OF INTEGRATING 

KNOWLEDGE 
SHARING 

TO SUPPORT  

LEAN 
IMPLEMENTATION 

W 
hy is knowledge sharing 

important to an organizati-

on?  

Have you ever been frus-

trated because somebody 

knew something that 

would have helped you to 

complete a task? What 

about you? Have you held 

back something you knew 

because you’re afraid 

somebody would get ahead of you? 

Knowledge sharing is not just about the aspects of 

sharing a written process or procedure. It can be easy to 

e-mail the document or a link to a record, but will the 

workforce perceive these actions as supportive or direc-

tive? What’s more effective is to share tacit knowledge 

or knowledge based on experience. Tacit knowledge 

shared as a short phone call, as part of an e-mail, or in 

conversation with someone over coffee becomes benefi-

cial to all in the conversation. 

Knowledge sharing is also about building trust between 

you and your coworkers or your team. There are many 

reasons not to share knowledge, but more so are reas-

ons to share knowledge. One reason not to share 

knowledge may be because it’s business-sensitive. You 

have a limited group of people that you can talk to; ho-

wever, in most cases, hoarding knowledge does more 

damage than sharing knowledge. 

Ensure prioritization of knowledge sharing within 

the workforce. 

Prioritization of knowledge builds trust. Sharing what 

you learn on management calls may seem blah or just 

another work call. If you ask your workforce, they may 

tell you that hearing something you didn’t think was sig-

nificant helped them with something they had been stru-

ggling with rather than continuing to suffer in silence. 

You helped your team by prioritizing knowledge sharing. 

Another way to show your team that you are prioritizing 

knowledge sharing after conducting a Gemba walk is by 

debriefing your experiences on the walk. Consider what 

you do during a Gemba walk. You walk through the pro-

cess or the procedure, watching what is happening and 

listening to what people say. You might also ask questi 

by Cynthia J. Young, 

founder of CJ Young 
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ons about a process or system. If 

you take what you’ve learned back 

to your team or share your observa-

tions with the people you’re partici-

pating with throughout the Gemba 

walk, everybody will benefit from the 

knowledge you share. 

Don’t let knowledge be seen as a 

secret only shared with your inner 

circle.  

Make setting time aside each 

month to talk to your team a priority. 

Let your personnel know what things 

are happening outside of their daily 

work. For instance, if you are partici-

pating in a 

management 

meeting, some 

of the knowle-

dge shared 

may apply to 

them and af-

fect what they 

are doing. By 

sharing what 

you are hea-

ring, you show 

the workforce 

that you trust 

them and rely 

on them for 

feedback. 

Purposely 

sharing 

knowledge 

builds inclu-

sion and trust 

with your 

team. You are 

focused on 

building a 

team or teams 

to meet deadli-

nes, support customer needs, impro-

ve communication, and improve cul-

ture. This is important when imple-

menting new processes or policies 

such as when lean is implement in 

an organization where individuals 

may have limited experience in lean. 

Embracing a culture of knowledge 

sharing and rejecting knowledge 

hoarding supports inclusion and trust 

in the organization.  

Eliminate the waste of non-

utilized talent. 

Eliminating the waste 

of non-utilized talent 

may sound easy, but 

it’s actually a challen-

ge. Organizations may 

rely on an “A” team to get things do-

ne quickly rather than support the 

improvement of the workforce. One 

way to eliminate the waste of non-

utilized talent can be by encouraging 

knowledge sharing and making it 

part of an organization’s culture. By 

making knowledge sharing part of 

organizational culture, everybody 

understands that knowledge sharing 

is valued. 

An organization can reveal talent 

within the organization by advoca-

ting knowledge-sharing activities 

such as lunch-and-learns, incorpora-

ting knowledge sharing as part of the 

performance evaluations, or rewar-

ding employees based on the level 

of knowledge they share. Through 

these knowledge-sharing activities, 

previously unrecognized employees 

will feel confident sharing their expe-

riences and know-how. Leaders be-

come aware of the expertise in the 

workforce and can support challen-

ges with their current personnel. 

Another benefit of eliminating non-

utilized talent is opening the aperture 

for internal promotions. Organizati-

ons save money and time since they 

don’t waste time and assets looking 

for a new person to join the team. 

The organizations also know they 

have someone who is a good fit for 

the organization and begin working 

in the position immediately while 

retaining corporate knowledge.  

Conclusion 

Implementing lean may be the ide-

al solution to an organization’s pro-

blems, but it may also come with 

many naysayers. Change can be 

hard on people who may not know 

how to implement lean in their part 

of the organization and may fear 

failing. Embracing knowledge sha-

ring can support lean implementati-

on by prioritizing knowledge sharing 

within your workforce. It’s not about 

hoarding knowledge for your inner 

circle but making knowledge sharing 

a continually utilized practice in the 

organization. 

Integrating prioritizing knowledge 

sharing in your workforce, preven-

ting knowledge hoarding, and elimi-

nating the waste of non-utilized ta-

lent through a knowledge-sharing 

culture all support implementation or 

strengthening lean in an organizati-

on. Formalizing the knowledge sha-

ring may start as a challenge as any 

other organizational change. Ho-

wever, if an organization takes on 

the challenge of lean implementati-

on, sharing knowledge will be seen 

as beneficial and quickly adopted, 

with learning flourishing as the orga-

nization continues to support the 

lean implementation.◼ 
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WHAT IS YOUR 

LINE OF SIGHT 
TO THE 

COMPANY 
BUSINESS 
INDICATORS?  

I 
n a company sense, what is the first thing that 

comes to mind when you hear this questi-

on?  Often times within certain organizations it 

can be a “gap creator”.   What we mean by that 

is, having a “line of sight” often means a pro-

cess owner should be looking towards a speci-

fic direction with a goal in mind.  In the case of a 

business or an organization we frequently call 

that – True North (Some call Vision or Mission 

Statement).  We have found throughout our 

travels that not every place we visit has a clearly defined 

one.  What could be the repercussions if we don’t have 

one? 

With my roots being from Toyota I often reflect on the 

true north statement that was always there during my 

time as our company’s guiding beacon; no matter what 

an individual did or what level they reached in the orga-

nization vertically or horizontally you could connect your 

daily work into that statement.  In The Toyota Engage-

ment Equation Book, we talk about this process before it 

was so formalized years later.   

For example, a true north statement could look similar 

to this: 

We will always put the Customer first, while making the 

highest quality product, at the lowest cost, in the shortest 

lead time, in the safest manner, all while respecting our 

people. 

 

I remember when the Toyota Business Practices (TBP) 

8 step Problem Solving process was introduced to us at 

the plant in 2004, it was the first class that embedded 

this line of sight activity within all our work.  We had to 

look deeply at each A3 and determine was the ultimate 

goal of solving the problem tied (measured) to current 

KPI’s.   This created a need for us to deeply demonstra-

te our knowledge about the process as a learner and 

eventually a coach in the process.  It is crucial to know 

the “why” of the work.  

As you look at the true north statement you can visuali-

ze the key performance indicators (KPI’s) such as quali-

ty, cost, productivity, safety, and human resources 

(Q,C,P,S,HR).    These indicators are what drive the 

company to improve their processes which in turn assist 

those results we all tend to focus on heavily.  

by Tracey & Ernie 

Richardson, 
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This type of true north is evolutio-

nary, meaning if you reach the lo-

west cost then raise the bar on your-

self and continue to improve it 

(continuous improvement/

kaizen).   I’ve seen true north state-

ments say something like – “To be 

#1 in the market.”  Although I feel 

that is misleading at times, but the 

more important part of that is the 

customer- is that the first thing on 

their minds?  We often have to be 

careful with such a result-oriented 

direction or statement.  It’s more so 

about the processes / thinking that 

get us there.  Being #1 is the bonus 

for good thinking, not our first target! 

My trainer used to tell me if you in-

vest heavily in the process (how you 

work), good results with be the result 

as long as we engage, involve and 

empower those creating the outputs, 

services, or products (visible/

invisible). 

 

The true north example above, 

allowed us to look at our own work 

as the business goals cascaded 

downward from the 50,000 foot level 

of the organization to the 1000 foot 

level.  It’s essential that everyone 

articulates what they are doing to 

contribute and measure.  If they fall 

short of that then we could ask the 

question- “How value-added are 

we”?  Let’s take a look at how a se-

quence of questions can align us to 

that true north and ensure we are 

adding value. 

During our sessions we embed the 

time to ask specific questions in re-

gard to the line of sight activity.   It 

normally is a real eye-opener to so-

me as they realize what they are 

doing (sometimes reacting-i.e. firefi-

ghting) isn’t always contributing 

towards the company goals in the 

best way they could be.  It can really 

be alarming when we have found 

our standards are now how best to 

process rework.  These questions 

below should weed out the non-

value add if we have the discipline 

and accountability to ask them. 

 

The first question I ask them is –

 What is your role in 

the organization? This 

makes them think 

about their role or sco-

pe of work.  This may 

seem like a simple task to many, but 

it’s “deceptively” simple as we conti-

nue to ask more questions.  Believe 

it or not, some struggle with articula-

ting their specific role.  It’s often not 

always defined by our leaders from 

day one nor do we have time to in-

vest in that in the current market.  

What is the price for not investing or 

holding ourselves accountable? 

The second question is – What is 

my work responsibility?  This allows 

you to think about what you are truly 

responsible for in your daily work in 

regard to your role.  What is all invol-

ved with my responsibili-

ties?  Sometimes we ask “why did 

the company hire you?”  How are 

you going to add value? What is 

your true responsibility in regard to 

the business goals? 

The third question I ask is – What 

is your job’s purpose?   This particu-

lar question begins the thinking pro-

cess, most come back and say – 

“what do you mean what is my pur-

pose, my purpose is to do what I’m 

told?”  I grin inside as they continue 

the exercise, because it continues to 

challenge them further and gaps 

begin to surface.  It’s hard to take 

sometimes but we all should drive 

our purpose towards specific stan-

dards which contribute to the busi-

ness need.  Otherwise, are we spin-

ning our wheels?  Just as we all ha-

ve seen the “Got Milk” ads in the 

past – I ask, “Got Purpose?”  This 

can be a challenge in the leadership 

levels, they really need to grasp this 

thinking in order to share it with tho-

se doing 

the work 

and first 

line lea-

ders.  It 

is a cul-

tural 

respon-

sibility 

we all 

should 

take 

seri-

ously 

and with 

pride.  

There 

was 

never a 

time 

when I 

didn’t 

feel part of something special at 

TMMK, mainly because I understood 

the depth of my role at each level.  

The fourth question I ask is – What 

are the goals that guide your job’s 

purpose?  Am I making this more 

difficult or what?   I normally start 

see people staring to the left to the 

right depending upon what side of 

the brain they are pulling information 

from.  It’s an interesting process to 

witness because some have never 

thought of it in the context I’m 

making them think of before.  Some 

say, “What do you mean the goals 

that guide me? - I met the results, 

isn’t that good enough?!”  This is 

where I give them a hint towards 

their key performance indica-

tors.  Everyone’s job has to be ali-

gned with those key performance 

indicators we discussed before.  If 

not how do you really know if you 

are creating value?  How are you 

measuring your own work back to 

the company’s goals?  This is why 

true north and cascading goals are 

essential in a culture focused on pe-

ople, purpose, process and problem 

solving.  

The last question I ask is –What 

are the company goals?  This empo-

wers them to align themselves with 

true north and how they contribu-

te.   As I stated before, how do you 

go from the 50,000 goal to the 1000 

foot level.    It’s an upward cascade 

regarding your work that parallels 

with the  
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downward cascade of the strategy 

deployment of the business 

plan.   Once I finish the series of 

questions I tell them to write “My 

own Ideal Situation”, to the 

side.   What we have 

created in essence is 

that very thing.   If we 

know our role, purpose, 

the goals that guide us, 

and the company goals 

then we should be able to 

articulate with our daily ac-

tions where we are against that 

standard at any time.  When you 

lower the river to see the rocks it’s 

your own personal development 

towards the company’s goal which in 

turn proves your contribution to long 

term sustainability and growth due to 

your actions aligning. We also 

should be versed in the company 

values as well, bringing them 

to life in tangible ways 

people can see from 

us and meas-

ure.  When they 

don’t align 

you can al-

ways ask why and 

understand what is 

keeping you from those 

goals.   (Almost like a back-

ground A3 running in regard to 

your own performance- imagine 

that) 

 

Let me show you a very simple 

example that we share with our cli-

ents during our sessions that I 

(Tracey) did for my own line of sight 

as a problem-solving instructor when 

I was a Human Resources contract 

trainer from 2000-2010.  Yes, I/we 

try to practice what we teach and 

demonstrate knowledge.  

My role – TBP Problem Solving In-

structor 

My work responsibility – is to learn, 

understand and practice the problem

-solving process /thinking (PDCA) 

and also how the company values/

principles are intertwined with that 

thinking to deliver training sessions 

to various organizations. 

My job’s purpose – 

to effectively deliver the problem-

solving process to any level /role 

within the organization that ignites a 

culture of ongoing thinkers who are 

able to see gaps against a stand-

ard.  (*Note I underlined effec-

tively in the sen-

tence 

above, I measure my effectiveness 

as an instructor during and after a 

class to see if I’m meeting their ex-

pectations). 

What are the goals that guide my 

job’s purpose – for my participants to 

learn, understand, practice, 

and develop their people in problem 

solving in order to fulfill the compa-

ny’s values and true north vi-

sion.  (*Note I underlined develop in 

the sentence above, it is part of the 

goals that guide me that I teach at a 

rigorous level so participants can not 

only learn themselves but also even-

tually develop others) 

What are my company goals – to 

fulfill the customers’ expectations by 

providing, high quality training, which 

enables them to do business differ-

ently by changing how their people 

think and do business. 

 

So this is my personal line of sight, 

which I consider my ideal situa-

tion.  It’s evolutionary 

and constantly makes me improve 

how I teach based on the customers’ 

response. 

In essence it’s a gap creator for me 

that I always look at as my standard 

and where I am at against it.  When I 

fall short, I look for ways to improve 

and raise the bar on myself. 

In closing, I hope this column gives 

some insights toward your personal 

line of sight within your company 

and your role, but further more do 

you understand the importance of 

everyone having one that leads up-

ward to the company true 

north.  This makes it much easier to 

cascade your business plan down 

through the organization.  If people 

don’t understand it, they tend to be 

reactive; reactive isn’t something 

you want to develop has a hab-

it.   Now let’s get to 

aligning ourselves! ◼ 

“ Being #1             

is the bonus               

for                 

good thinking,      

not our first     

target!  
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40 

HOURS 
IN CONSTRUCTION! 

I 
 am a glutton for punishment. I live to expand 

my horizons by stepping out of my expertise 

and experiencing new hurdles in business. 

After coming to know the famous Felipe Engi-

neer-Manriquez, and falling deeply in love with 

his content, I decided construction would be a 

fine place to dip my toes. To preface the bias 

of my assessments, I must tell the reader that 

I have NEVER been to a construction site until 

February of 2022. My career has been in sup-

ply chain, distribution, transportation and most notably in 

the third-party logistics space. I love this environment 

because it is mostly comprised of people “making it 

happen”. All of the best achievements in continuous im-

provement have come through real breakthroughs in 

how people behave, and how their actions are associa-

ted. I truly felt as if construction would feel exactly like 

this world, just outside on a field of dirt rather than inside 

a warehouse. (Trust me, inside of there is still a field of 

dirt).  

I was pleasantly surprised to really feel as if this was 

EXACTLY the case. During the 40 hours I spent at work, 

across 6 separate companies, I learned that the absence 

of the fundamentals of communication were glaringly 

obvious. How leaders create value for the organization 

was largely unknown, and people consistently doing very 

little work while pontificating about how busy they were. I 

am not utilizing this platform as an attack, but rather to 

share a rampant commonality that purveys both indus-

tries. Sufficient effort isn’t put into communicating, and 

because of this, leaders become no more than 

“information brokers” with very little time to lead 

anything. Given the Superintendent is the substitute for 

an actual communication plan, their only meaningful 

source of value add is to jump in and make decisions 

that should/could have been automated. 

I have 

seen ele-

ments of 

this in 

every sin-

gle ware-

house I 

have ever 

worked 

with.  

THE READER’S CORNER 
by Jake Harrell, 

a sucker for a good 

process, creating 

environments that makes 

it really clear how to win, 

then convicting you, 

seducing you, into 

wanting the win. 

(This ACTUALLY happened to me) 
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Leaders reacting so much that they 

live “within the business” rather than 

living to work “on the business”. 

1000 text messages a day. Hun-

dreds of emails. Dozens of phone 

calls, and a myriad of meetings with 

varying purpose.  

This is a comfort zone for a few 

reasons that are hard wired into who 

we are as human beings.  

• This business strategy makes us 
FEEL important 

• This business strategy makes us 
FEEL valuable 

• This business strategy makes us 
FEEL psychologically safe 

Now these are all great things to 

feel. I should know, I am a human 

after all.  

However, this NOT an efficient, 

effective mode on how to run a busi-

ness. A Superintendent behind a 

closed door helps nobody. A supe-

rintendent in meetings all day helps 

nobody. A superintendent on his/her 

phone helps nobody. A superinten-

dent in a trailer all day helps nobody. 

A superintendent anywhere other 

than the job site is nonvalue added 

waste. Enforcing a communication 

plan resolves all of these problems, 

how abouts we share an example 

that ALL of the 6 companies I spent 

time with could use and leverage for 

continuous success.  

Step one: Design some rules that 

all trades and trade partners will fol-

low. Rules beginning with behaviors 

you won’t accept. Behaviors such 

as: 

1. I will NOT call if the discussion 
point could wait more than the 
same business day. 

2. I will NOT send an email if the 
discussion point could wait until 
the next business meeting. 

3. I will NOT text if the discussion 
point affects whether or not to-
day’s goals are met. 

4. I will NOT use communication to 
deviate from the daily alignment. 

Step two: Now that we have the 

behaviors we will NOT allow, we 

need to provide the communication 

rules we will PROMOTE. Behaviors 

such as 

1. We WILL meet daily to discuss 
our intended goals. 

2. We WILL communicate any 
constraints to achieving our go-
als in a daily alignment. 

3. We WILL hold ourselves and our 

partners accountable for sticking 
to the communication plan. 

4. We WILL evaluate the success 
of the communication plan regu-
larly. 

Step three: Now that we have the 

behaviors we will and will not accept, 

we need to iron out the details of a 

daily alignment meeting. Now in the 

companies I observed, I have to say 

something that really surprised me. 

WOW, there are A LOT of stakehol-

ders. There are dozens and dozens 

of people that need to be in the loop 

across many channels, companies, 

and layers of management to make 

even the smallest of adjustments 

successful. Thankfully, the use of 

the tried-and-true tier system can 

facilitate this happening effectively.  

The tier communication methodo-

logy is a simple concept. Each func-

tional group has a meeting each day 

to review goals, set alignment and 

discuss constraints. For construction 

this may look like the following. 

(Multiple small meetings conducted 

at the same time.) 

08:00 with foundation folks 

08:00 with electricians 

08:00 with crane operators 

08:00 with engineers 

08:00 with plumbers 

08:00 with accounting 

08:00 with project management 

The idea here is that each functio-

nal group is small enough, so the 

meeting is fruitful. Real discussion, 

real details, and issues are put to 

rest. Target a tier group no larger 

than 12 people, and if you need to 

have 2 electrical meetings so the 24 

electricians can be effective then so 

be it. As soon as you pass that 12 

mark, the group becomes large 

enough to disengage and “get away 

with it.” Once you have these mee-

tings, the trade foreman from each 

group listed will meet at the top of 

the hour with the Superintendent. 

During this meeting, individual con-

tributor roles should attend to ensure 

information is shared both upwards 

and downwards. Information makes 

it to the superintendent, while infor-

mation makes its way back from the 

trade foreman down to the individual 

trades. This may look like the follo-

wing.  

09:00 with foremen, Superinten-

dent, sales, project management,  

 

safety, and billing 

Now that we have a strategy in 

place, the Superintendent’s job ne-

eds to shift away from working “in 

the business” (sending emails, end-

less phone calls, meetings, texts, 

etc.) and shift to working “on the 

business”! More time is spent follo-

wing up with site tours, validating the 

goals for each trade are being met, 

and being proactive where gaps are 

observed. The communication plan 

itself becomes another trade in the 

field from the eyes of the Superin-

tendent. Enforce it, set goals, spend 

time following up on it. Now moving 

to this as a strategy will be one of 

the hardest things an information 

broker has ever done in his/her care-

er. You will have to be willing to give 

up that sense of control. That do-

pamine rush you get when you react 

and “save the day”. Everything that 

got you into the position of a Supe-

rintendent will NOT get you further. 

Now is the time to use systems and 

structure to engineer the outcomes 

you want, rather than working harder 

and harder to keep the whole world 

together. 

Now I get it, 40 hours doesn’t ma-

ke me an expert. In fact, it doesn’t 

even make me an employee. It is 

entirely possible that all 6 companies 

I spent time with are the only 6 in the 

world that have busy Superinten-

dents. The only 6 that spend 80% or 

more of their time communicating 

without a structure. The only 6 that 

could save time and gain back a real 

leader in their workplace. I am wri-

ting this blog as an open letter to all 

construction experts. Do you disa-

gree? Do you think this is far too 

rudimentary? Keep the 

conversation going 

and connect with me. 

Worst case, I get to 

learn more! ◼ 
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MEASUREMENT 

SYSTEMS 
ANALYSIS 

FOR THE 

FUTURE 

H 
ow important is having valid data to 

make decisions when it comes to 

running your business or making 

improvements to your processes?  I 

bet you are saying, “Pretty impor-

tant!” 

The question is, “Is your data valid 

enough to allow you to make good 

decisions regarding your business?”  

The real question is, “Is your me-

asurement collection system good enough to provide 

valid data to make decisions with?” 

The answer to this question today is the Measurement 

Systems Analysis (MSA), which is an approach that 

many use in process improvement.  The MSA analyzes 

the validity of the tools used to collect measurements of 

the process in question.  Plus, the MSA also validates 

the steps operators use to collect the measurement da-

ta. 

If something is wrong with the tool you are using or the 

process being followed to collect the measurement data, 

you need to fix that first, before fixing the process. 

The two typical approaches to validating your measu-

rement systems are the Gage R&R Study and the Attri-

bute Agreement Analysis.  These both are what I refer to 

as, “Quantitative MSAs.”  They use math-based logic to 

verify that the measures being collected repeatedly by 

individuals and machines are the same or match a 

known truth. 

We use powerful statistical software to run these analy-

ses, but in reality these approaches really only need a 

good eyeball check of the data.  Is one person getting 

the same measurements every time they measure the 

same thing?  Is everyone getting the same measure-

ments as everyone else on the same thing?  That is only 

what these two approaches are really testing. 

However, the world of data collection is changing in 

business today.  Data is being entered into management 

information systems (MIS), sometimes by human data 

entry and other times by systems and machines 

themselves. 

The challenge with making decisions from data that is 

pulled from a MIS is that you cannot run a traditional 

MSA on the data pulled from the system.  

THE READER’S CORNER 
by John Knotts, 

who has an extensive 

background in strategy, 

change, process, 

leadership, management, 

human capital, training 

and education, innovation, 

design, and 

communication.  



 

© theleanmag 2022 

So, how do you validate that the 

data you are about to analyze and 

make decisions from is actually good 

data?   

This is why we need a new MSA 

approach for the current business 

world.  Enter the Qualitative Measu-

rement Systems Analysis (MSA). 

You will not find this approach in 

any Lean Six Sigma certification 

course or process improvement tex-

tbook.  Whereas a quantitative 

approach works with data that can 

be counted and measured, a qualita-

tive approach looks at the quality of 

the data. 

This is particularly helpful in tran-

sactional processes, where you are 

downloading, reporting on, and 

analyzing large amounts of data pul-

led from systems.  However, today 

many manufacturing processes are 

integrating data entry methods with 

things like tablets and computers 

right at the process.  Thus, more-

and-more data being used is coming 

from a MIS. 

Conducting a Qualitative MSA is 

relatively simple.  You can follow 

these five steps. 

1.  The first step is to pull the data 

that you plan to review and analyze 

into a spreadsheet format, using so-

mething like Microsoft Excel, Google 

Sheets, or Apple Numbers. 

2.  Examine the columns that you 

will use to analyze your data with.  

These fall typically into numeric data 

columns but could be text-based 

data as well. 

3.  Determine the expected format 

and range of the data.  Do you ex-

pect numbers and no text?  Do you 

expect text and no numbers?  Do 

you expect a range of numbers (e.g., 

between 50 and 200)?  Do you ex-

pect a specific format for the field 

(e.g., first name last name)?  Do you 

expect any blank fields? 

4.  In each column, sort your data 

using the sort function.  First sort the 

data in ascending order.  Then sort 

the data in descending order.  If the-

re are any data that is not as expec-

ted, this will typically highlight these 

issues quickly. 

5.  If you have a text field that you 

expect in a certain format, you can 

do a quick scan of the appropriate 

column to search for text in the 

wrong format.  For instance, if you 

expect the name field to be first and 

then last name without any punctua-

tion, you can search to see if there 

are any commas in the data – when 

people enter the last name first, it is 

usually entered as last name, first 

name. 

When you have irregularities with 

your data – the data does not meet 

expectations – this tells you that 

your data entry process is flawed.  

Thus, if you used this data as is, you 

could make significant errors with 

decisions.  You would want to figure 

out why this is happening and fix it 

first. 

Here are some common data entry 

issues that can cause bad data: 

• The data field does not require an 

entry to move forward 

• The data field does not have any 

validation to prevent erroneous 

entries 

• The default option is often selec-

ted because it is the easy choice 

• Entering a simple number, like a 

“0” or a “1” allows an operator to 

quickly pass by a data field 

• Data is not updated between shift 

changeovers 

• Users were not properly trained 

on data entry requirements befo-

re performing the task 

These data errors in large runs of 

data can go unnoticed for weeks, 

months, or even years.  If a dashbo-

ard has been built using the data, 

then the errors might remain invi-

sible forever.  This makes it impor-

tant to periodically validate with a 

qualitative approach that your data is 

still good. 

Below are some of the common 

issues that a qualitative look will 

capture that might go missed other-

wise. 

1.  Fat-fingering data entry with 

accidental amounts that are simply 

too large or too small for the typical 

data range of the process.  When 

data entry is all done manually, it is 

very easy for someone to accidently 

miss a number or enter numbers 

that have an extra digit. 

2.  More and more tablets and 

computers are used to record and 

collect machine downtime and chan-

geover time and this is a place whe-

re several data entry errors can oc-

cur.  Workers choose the quickest 

entry methods to speed through the 

data.  I have seen where the default 

reason code of “Other” was used 

just because the workers did not 

want to search for an appropriate 

reason code.  I have witnessed whe-

re they enter a quick time entry 

amount, like “1,” just to get past the 

screen.  I have also seen where the 

workers start the downtime or chan-

geover clock, but forget to stop it or 

there is a shift change and the new 

shift forgets to stop the clock. 

3.  Sometimes data format collec-

ted might change, especially if it is 

stored in a cloud-based SAS sys-

tem.  If you are making decisions off 

data that has changed, you might 

not be getting all the data.  Also, if 

you are pulling data off some text-

based filter, if this filter changes, it 

can affect the data that you are re-

ceiving. 

4.  The last popular aspect that I 

see a lot is data tampering.  This is 

where people are, unfortunately, 

purposefully fudging the numbers to 

meet specifications or just make 

their operation look good.  Typically, 

this will create a pattern of behavior 

in a MIS that looks different then 

everything else.  A quantitative 

approach will not find this, where a 

qualitative approach can. 

We spend a lot of time and effort 

teaching and using analysis tools 

like a Gage R&R and Attribute Agre-

ement Analysis to ensure the validity 

of data collected.  These quantitative 

approaches to data validation are 

still effective, but data these days 

are being reviewed from systems 

where these approaches do not 

work.  Now is the time to start consi-

dering a qualitative 

approach to the infor-

mation collected from 

our data and informati-

on systems. ◼ 



 

 

top contributors  |  great content 

 

www.theleanmag.com 

 

mag@theleanmag.com 

mailto:mag@theleanmag.com

