‘f CXO 2017

Lean Thinking
for Singapore

John Shook
L ean Global ™M ork

q*

Lean Enterprise Institute \
. © (0]0)Y/4 gh Lean Enter prise Institute. All rights reserved.
Lea i .

n Enterprise Institute and the leaper e are regist d IELEINES an Enterprise Institute, Inc




‘Y CXO 2017

ean Thinking for
rship in a VUCA World

Lea




“adapt and
learn...”

™

L]

© Copyright 2015 Lean En °



What is Lean Thinking & Practice?

Lean Thinking & Practice is about transforming.

First, lean is about transforming material or motion into value.

Creating ever more pure value with ever
declining amounts of resources through
developing the capability of everyone
to improve flow and eliminate waste as
they apply science to theirr work.

Then, lean thinking is about transforming our organizations
and ourselves.
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(‘LEAN”

 Lean Production was named 25 years ago

 MIT Study — “Machine That Changed the
World”
« Toyota Production and Management System
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Lean Production as Technology Transfer

— from Japan to the USA.
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1910s and again 1950 ﬁ\

= The less well-known American roots of the
Japanese quality movement and Lean Production.
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Plan-Do-Check-Act Cycle

From pDpD (try, fail, try, fail)
to PDCA cycle

Adjust and Hypothesis
Standardize
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" Since “Machine” ...
Global Auto Industry

Discrete Manufacturing
Construction

Process Industries
Healthcare

Service Sectors
Knowledge Work
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But, as simple as It sounds,

It’s not easy to transform

Where is your organization...
upward trend?
stuck on the line?
going backward?

Rarriers Crisis Paints

Can you break through or
reverse a backward slide by
doing what you are doing?

mOZ2>32X0$30TXOMTT
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»What have we learned about organizations?
Lean as a Social and Technical System

Social Technical
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"> Lean as a Technical System
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"> Process and People

We teach the art & craft of science.

Science will give us good technical
answers...
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» Process and People

We should teach the art & craft of science.

Science will give us good technical
answers.

But...

being technically “right” is only half
the “battle”.
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‘> Lean as a Social System
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"> Lean as a Technical System
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*» Lean Transformation
Aligning Purpose — Process - People

A R
Management
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Your Fallure Mode i1s Somewhere in Here

ow 1'3 jesign WHAT How to
and do , Ssour develop
the work: the people?

What situational problem
do we need to address?

What
leadership
behavior and
management
system do
we need?

~ }.?}J

What is our BASI
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.. (‘LEAN”

 Lean Is an approach to achieving purpose and
solving problems, at every level me

 Does not mean downsizing MACHINE
or simple cost-cutting CHANGED

» LEAN - LEARN YOI

JAMES P. WOMACK,

DANIELT. JONES,

» Improve - Adapt and Sustain v
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“adapt and
learn...”
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4. What management system and leadership behaviors are required to support the
new way of working?

» Have you designed the management system and do your leaders exhibit the
needed behaviors (to develon capnabilitv to do the work to accomnlish the
mission)?

PURPOSE?

- v, R e g
a

leadership
behavior and
management

system do
we need?

Bl o e a5
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~ Leadership in a VUCA World

It IS not just a matter of turning people
loose.
And expecting or hoping that their

natural goodness or creativity will
emerge to carry forward your dreams.

Nor is It a matter of ordering people
to do your bidding.
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Total System Efficiency and Effectiveness

25
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Phe Sustainability Challenge of Any Business

MUDA (Excess)

Capability

Demand

MURI (Overburden)

MURA (Instability) *Know your demand
Know your true capability (capacity)

Management «Create flexibility to get them to match

© Copyright 2015 Lean Enterprise Institute. All rights reserved.
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Directionally...

In the face of a reality How can we
that’s like this (VUCA): be more like this:

MUDA (Exces
T~

Demand MURI
(Overburden)

27
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A PROCESS for Leadership in a VUCA World
Plan-Do-Check-Adapt Cycle

ACT, ADJUST,
ADAPT

HYPOTHESIS

CHECK, REFLECT
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W Innovation and Ownership,

Responsibility and Authorit

In my five years In Toyota City, almost never
was | given solutions.

Yet, | was not free to just do wh

| wanted. @
| was given clear responsibility %
propose solutions to

problems | owned. )
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Old "Dictator™ Style: Do
it my way. =

1970s "Empowerment” Style:
“Do it your way... ”

Lean Style:
“Follow Me, and we'll figure
this out together ".

-
- P

- -
<h=——"p
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Leadership for a VUCA World?
—>Adaptive Leadership

Adaptive Leadership Process?
- PDCA

VouaTiury

Vv
Auncum{o U  UNCERTAINTY

CompLexiTy
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Old "Dictator™ Style:

it my way.
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> Leadership Questions

© Copyright 2015 Lean Enterprise Institute. All rights reserved.
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“We started with that
fundamental question:

‘Why does Lego
exist?™

— CEOQO Jorgen Vig
Knudstorp




So, Lean Leader as Coach

“"Developing capability through
purposeful iInstruction, targeted
questioning, and challenging

counsel to solve problems and
continuously Improve performance
in achieving objectives.”

© Copyright 2015 Lean Enterprise Institute. All rights reserved.
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People Development — Manager as Coach

Develop Capability in
doing the-work
solving problems _
|mprovmg per]‘ormance

Problem-solving

Improvement

Improvement Pproblem-solving

Problem-solving Improvement

© Copyright 2015 Lean Enterprise Institute. A..

| ean FEnternrice Inctitiite and the leaner imade are reqic rppdr ademarke nof | ean Enternrice Incetitiite Ine



People Development — Manager as Coach

Develop Capability through
doing the-work
solving problems _
|mprovmg per]‘ormance

Problem-solving

Improvement

Improvement Pproblem-solving

Problem-solving Improvement
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. Management for a VUCA World

tainable |m

’b H\N"&{*“

provement .,

React to
Environmental
Changes
(Abnormalities)

A

“Peacteq to with @

=
Foreword by Jim Womack S
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: Learning To See

“Every product (or service) has a value
stream. The challenge lies In seeing it.”

Leamning

toSee

©c py ght2015 L Et erpris | ttt All r ght rved.
nd the I imade are r d rademarke of |



» Learning to Adapt

“Every situation has a “problem”.
The challenge lies Iin finding it.”

Managing to Learn
Using the AS management process to solve
problems, gain agreement, mentor, and lead

by John Shook

© Copyright 2015 Lean Enterprise Institute. All rights reserved.
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"Solving Problems or

Developing Problem Solvers...

Matt Long of Herman
Miller:

“We aren’t just solving
problems...

We are developing
problem solvers.”

© Copyright 2015 Lean Enterprise Institute. All rights reserved.
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Lean Thinking as Question Thinking

Types of questions, to be used in sequence:
What

Grasp the Situation — What is happening?
Why

Diagnostic — Why is it happening?
What if...?

Prompting — What would happen if we tried...?
Why not...?

Advocacy — Why not be bold?!

© Copyright 2015 Lea E terpri sel sttute All'r ghts ese rved.
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The A3 as a Job Aid to Ask Good Questions

Title: Create robust process for translating documents

Background

DP

New lon has massive

“Massive”? How big or
important is this problemn?

Froposed Countermeasure(s)

Current Conditions

Cost overruns, delays, and errors due to:

= M Ao e v:ﬂ
ey Hnw much?
- Po!lclas pro-
— Technical sh 1®W I°""? nts
- Descriptive .:I

* Mo single owner/ of entige translation P‘m
* Sh volume of umsrﬂ:ﬁ
~—auality,. 77N
ok How many? ork
Mﬂzus

mgneral training materials

Simplify and Improve process performance by choosing
one vendor based on competitive bid process.

What does number of vendors have
to do with the problems?

=

Target/Goal(s)

* Reduce costs by 10%.

l 77177
* Simplify and standardize the process.

T— W'lw 10%7 '
Analysis ‘

Evaluate current vendor.
Identify new vendor candidates.
Develop bid package, distribute, and choose winning bid.

How can we know any of this
will work when we do not even know
the problem or root cause?

non- What do “challenge™ and

and what “cause™?

“complex” mean? What “problems”

* Challenge of translating from Japanese to English.

Followsp /, l

Menitor cost to proposal
Review performance at end of one-year contract.
Fut contract up for bid again If performance goals are not met.

© Copyright 2015 Lean Enterprise Institute. All rights reserved.
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;> The Three Parts of a Job

Safe — physically, emotionally
Respectful, dignifying

Engaging, creativity invited
Fulfilling, satisfying

Compensation, benefits
Nature of the Relationship:
transactional vs relational;
temporary vs permanent,

Success is achievable
Respect is built-in

Problem-solving and CI

Responsibility for outcome

Experience

The
Relationship

The Work

Examples

© Copyright 2015 Lean Enterprise Institute. All rights reserved.
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“Shook-san, if you don’t understand this slide, you
don’'t understand TPS...”

Production Volume of Vehicles and
Number of Employees

Millions Thousands
3.5 _ _ 7=

Production of Vehicles -~

3.0 60
2.5 -y 50
2.0f G 40
1.5 30
1.0 20

0.5 =7 10
o ' (o)
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S
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=
=
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‘55 ‘60 '65°66 ‘70 ‘75 ‘80 ‘85 '87
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Lean Summit 2018 Theme

“If you want better employees...

be a better employer”
-- LElI Lean Summit Theme
Nashville Tennessee March 2018

© Copyright 2015 Lean Enterprise Institute. All rights reserved. 44
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Lean Global Network

Website: www.lean.orq

Online Publication:
www.planet-lean.com

@ Institutes and Partners

!‘ i IR
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Making things better by advancing lean P S
thinking and practice throughout the world. Lean Global Network
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http://www.lean.org/

LGN, SIT and the community learning together:

Lean Skills Development Program

Purpose of the Program:
Create sustainable business results for companies
Develop capability of employees at companies to enable continuous improvement

Develop capability of SIT faculty to develop a workforce to ensure future success

" PROVIDE

" BUSINESS sor.unons
R EPRC SSNE' m:; VES ! C;ig ﬁE S Fﬁg LFLTY
Fo e | e
\ :‘l I|| rJ| \. rl L | |;\ ﬁ J| {.
W e e
BUILD LEAN CAPABILITY
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Lean Production, Lean Thinking, Lean Enterprise, Lean Learning

R

Lean Enterprise Institute
lean.org

* Public
Making Things Better Through e ke
Lean Thinking and Practice

* Healthcare Value Network (HVN)

» Public Service Value Network (PSWN)

s | ean Global Network (LGN

# | ean Education Academic Network (LEAN]
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Lean Production, Lean Thinking, Lean Enterprise, Lean Learning

-
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What Would Lean Trade Look Like? Lean Thinking for Mobility 2.0 Lean Thinking and the Human Nature
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Lean — The Work i’

« Give Everyone Permission to Fail and
Ability to Succeed

« Engage Everyone in Problem Finding and
Continuous Experimentation

© Copyright 2015 Lean Enterprise Institute. All rights reserved.

| ean Entarnrice Inc<titiite and the leaner imace are reaictered trademarke nf | ean Fnternrice lnetitiite Ine




	Slide Number 1
	Slide Number 2
	Leadership in a VUCA World…
	What is Lean Thinking & Practice?
	Slide Number 5
	The Quality Movement – 1980s
	1910s and again 1950
	Plan-Do-Check-Act Cycle
	Many Influences on the Toyota Production System
	Since “Machine”…
	But, as simple as it sounds,�it’s not easy to transform
	What have we learned about organizations?�Lean as a Social and Technical System
	Lean as a Technical System
	Process and People
	Process and People
	Lean as a Social System
	Lean as a Technical System
	Lean Transformation �Aligning Purpose – Process - People
	Slide Number 20
	Slide Number 21
	Lean Leadership for a VUCA World…
	Transformation Question #4
	Leadership in a VUCA World 
	Slide Number 25
	Slide Number 26
	Slide Number 27
	A PROCESS for Leadership in a VUCA World 
	Innovation and Ownership, �Responsibility and Authority 
	Slide Number 30
	Slide Number 31
	Leadership Questions
	So, Lean Leader as Coach
	People Development – Manager as Coach
	People Development – Manager as Coach
	Management for a VUCA World
	Learning To See
	Learning to Adapt
	Solving Problems or �Developing Problem Solvers…
	Lean Thinking as Question Thinking 
	Slide Number 41
	Slide Number 42
	“Shook-san, if you don’t understand this slide, you don’t understand TPS…”
	Lean Summit 2018 Theme
	Lean Global Network �
	�LGN,  SIT and the community learning together:                                   Lean Skills Development Program�
	Lean Production, Lean Thinking, Lean Enterprise, Lean Learning
	Lean Production, Lean Thinking, Lean Enterprise, Lean Learning
	Slide Number 49

