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Welcome to the LEI!

o Education (#HEH) Website (i)
\" * Public Workshops www.lean.org
« Online Workshops « Over 250,000
/\‘ﬁ’ « On-Site Training members

« Co-Learning Partnership « Free webinars

Lean Enterprise Institute o
« Extensive list of Faculty * In-depth case

lean.org and Associates studies
XERmEA iR
Mission: Learning Materials(H$&) Summits, Speaking
Make things better through e Engagements
Lean Thinking and Practice : and Community
Gatherings
(%)

Founded in 1997 by

Dr. James Womack.

Non-profit education and K+ .
research institute based ol

in Cambridge, MA. | "9 L&

Fostering Lean Throughout the World
* Lean Global Network

» Healthcare Value Network

* Public Services Value Network




Lean Transformation ¥&4s5EEY

» Enterprise transformation is the process of an
organization shifting its “business” model to a
desired future state. RTEMEA X

* A lean transformation requires learning a new
way of thinking and acting...E&H 2

* [t Is not merely a series of steps or
solutions but addressing key questions
of purpose, process and people.

EFRA: B8, R A




Lean Transformation Framework#HEZe

WHAT

How to improve is our
o'l'l'leowor'Fl:?o PURPOSE?H i How to develop
WERE the =pleople?
What situational problem BFERTHESN

do we need fo address?

What
leadership
behavior and
management
system do |
we need? j—w

WESITASEERR




The Questions

1. What is the purpose, what value is being created, or
what problem is being solved? BHIZH 2.

2. How is the work being done and improved? T{Eii %

3. What capabilities are required? How are they being
developed? FEEMLEEE S 7 AN{aIiESF 2

4. What management system and leadership behaviors
exist? EEBARSEMESETH

5. What is the basic thinking?
EARMEM 2




Why do organizations struggle

to sustain a transformation? A KEEHE

Most common reasons we see:

1) Spread lean broadly, not deeply MEJ {EAMZEA

2) Focus on results/KPI, not building capabilities &t Z g& ¥ &
3) Runas aérogram not tied to business need and culture

U BIImE AE R, BEMEIE NS XEiEs
= Business purpose for pursuing lean not well defined J9{t 2. fg 2% ?
= Not focus on improving the value creating work ;2B ST EIBET{E

v

Everyone is not aligned to organizational purpose!
RIXJEN B #EE ERHKIR




Why do organizations struggle

to sustain a transformation?

Organization is not aligned to the problem to solve!

ZRAAER Z 1R

= People at all levels — from the CEO to the front line worker -
must feel aligned and connected to all levels of the
organizational purpose and solving the business problem

ETF—%
= The focus should start with and continue to be on improving
the value-creating work

EhEntlEMNE




Transformation Question #1 [a)gk1

1. What is our purpose, what value to create or what situational problem are we
trying to solve? B4 ?
» Have you made the purpose or mission clear to everyone? Does everyone =

know their value to create? J:'F%‘I!HHE’JE:IJ:EEIQ ' #%%%EHQER%

» Does each person know their specific, situational problem to solve? 81 A

BN AEASEFTEXMRIEDAS ?




What is a Problem? [AEREIE XY

Where you want to be

B#x

Gap = Problem
Z= BB =(a) &

Where you are
AR




Taichi Ohno - Father of the Toyota Production System

Toyoda Family to Tailichi ”
Ohno: FHRKEIJMAIZER

“Catch up with the
U.S. auto industry In
three years...!”
=ZFRNELEE




“Catch up with the U.S. auto industry

in three years...!”

Toyota’s Challenge FEHRIPEEL

« Market much smaller than the US, yet diverse
miptt2E/NMRZ, AR

* Productivity 1/10 that of the US
A PR ER(AEE /10

* No money, banks refused to lend more
RZ&EE

* Poor labor-management relations
BR K REL




High

oo}

Low

K

Building in Quality RERE

Cost Rt A<

Ability to find
root cause

5 H )RR L 2

Process. L /#

Final InspectionZ%4
Location of Defect Detection

HEig1E

Customer &4



Lead Time 3Z{1#j

Reduce Lead Time! 85832 HY(8]

Get each process to produce only what the next process needs
when it needs it. lRAJEF~

Orchestrate (control, manage, regulate) operations to get ever
closer to this ideal, ever shortening the lead time VMEEE

| <«

|
ORDER CASH

“All we're trying to do is shorten the time line...”
— U155 hERa4aiaRdE Taiichi OhnoxEi—



Breaking Down Company Problems

and Solving Them at Each Level S Bfas

Team Member

P
/;;siness

Problem

/ Motivation
%

Think Why at 2 SR T

Each level 3 L

N - - P
Group/Individual Problem } r

Solving /ME/ 1T A /\‘c /




Transformation Question #2 |a)gA2

2. How are we improving the actual work? IR E=ERRE ?
»Have you defined the work to be done? Is it being

. 7 7 pulley ¢ O
improved? How, by what means, to what end? REM T{E

improve L

S .
the work: s

W) at situational problem

g dc we need to address?
r -

15



Innovation to the Work

p
T e

Lean Enterprise Institute

16



People Underestimate the Value of
Improving the Work Z#lERNIMNE

In your company, which of the five dimensions
represents the biggest challenge? B Ll B
i 98 T SR

leader behavior fMS1TH
developing capability, developing people &t 44 3E
19 %

purpose - alignment around the "problem to solve” 1A 3L1H
17 %

basic thinki
asic thinking e N ER

management system s~
Sl BRIk R

doing and improving the work  FhFpg =
4 %




Start by Improving the Value-Creating Work

MEE THEMEFIn

“Reduce ‘ticket time’ by 6 minutes...”
BT HHEEG 5 ¢

WORK STORY - OVEN STATION

TOR 5 ITEMS 50LD

w
[tamcve sigie |
walk ta wxpa
ik
s walk ta expa
Lol . walk 18 expo
Plate
back in oven.
w10
cheese, crumb, o =0
butter " plae
1sconos)
el protien fram
oven oo
Flate
- walk 10 expo
el lobater ) J walk to expo phace .
walk to exps prepare chips
setupdah | [ SEREEEE | butserjcrumbs.
wan B el i e e 10 xp0
plate
= tomata
prep
e olae stae
—" prepare dip prapane chips
drawer o pre L prep shrimg s i
prepare dip prodea
5 Stuffed Shrimp Spinach Dip al
al cock time 500 514 546 s00 &0 )
Hime 1o prepare tirne 10 plspe
pratien far oven 0 ewpe
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The Questions Hhlass

1. What is the purpose, what value is being created, or
what problem is being solved?

2. How is the work being done and improved?

3. What capabilities are required? How are they being
developed? EEHILEEE N ?

4. What management system and leadership behaviors
exist? BEIEAKR

5. What is the basic thinking? /B

19



What is the Pathway? i#ig#®

1. Define a model line(inch-wide and mile deep — show
what is possible: REZ
» Address business issues fedVE xS E

» Focus on making the work better for the front-line team members

ERRERBY—Z%RITIRFISTRES
2. Develop capabilities to support line leadership and
Team Members 1EsEIIAKEED
3. Educate/Engage the leadership in the change and
establish management systems to sustain
EFEEEEZUERYE ABRIOREERREFERE

> Hoshin fkBEERE (BUEEA )
> Daily Management B EE# %R

20



3 Case Studles INn Lean Transformation

* | egal Sea Foods
-a medium-sized Restaurant chain

— X R EEhHEMET
= | antech

— medium-size manufacturer
—RPBGHENT

= GE Appliances

— alarge industrial company

—FRREFELT

21



* High-end seafood restaurants on
the U.S. East Coast &1
 Established in 1950
* Family-owned business xi&siik
 CEO Roger Berkowitz
» 33 total restaurants 33REfF
 Became LEI Co-Learning Partner in 2014

LEI £ EZFIIKF




Legal Sea Foods

The business problem to solve:
B R R RR

 Macro — Grow and innovate the fresh seafood
service business with lean thinking
B SEERfR R, RUIKMLSS
« Micro — Apply lean practice to reducing lead time

boat to belly (processing to customer serve)

HW - EEMHEAIEFEENRE (L IEEELE, T,
EITRSS)



What Problem Is Legal Sea Foods

Trying to Solve?

The Restaurant

The QCC South Shore &[T

o
SOND
......

R
53
s

Retablished 193 gy

Long Lead Time 3Z{HA{C

Shrink the Lead Time For the Entire Value Stream
from Processing to Serving

Ha3E M I & B IR AE RV E]




What Problem Is Legal Sea Foods

Trying to Solve?

. The Restaurant

South Shore

The QCC

Result = Fresher Fish!
g R =it im e




Fillet to Restaurant Lead Time
M Delivery M Processing

30 - 28 95% Reduction
in Processing After
= WER

Fresher Fish

Before

£ B AL TR A [B] 45 32 95%

TSSC

Yoyota Production System
Support Center, Inc,

]
Lean Enterprise lnstitute/__\§
®

— —



Seating Beverage Food Check
N TR B Fe

Waiting to be seated ~ Waiting for chowdah Waiting for food  Problem (6183

Time to bus tables No bowls Prep not finished, Cause [BEHE
hand time to cook
Two-Person Routine Server Assistant, Prep schedule, Change mzs
visual signals combine steps
Half the time! Quicker service! 30% quicker service!  Result 458
— 3B} 6] TRIZAR 5 #5353 30% k78]

How to sustain these improvements?
IR X LR ?



What is the Management System?

L

The Processing
Center

B b Il

HEERER

The Restaurants

T




egal Sea Foods

e O " “Popcorn Shrimp!”
ce Cream!

HQ S}
“The 2" Floor”

The —& Make the Ice Cream? Aligned~
Space Available?

1st Floor Outsource?
5|2

The Processing Center

AR

What'’s the recipe for
Popcorn Shrimp?

The Restaurants




Legal Sea Foods 2016 Hoshin fXB&EE3E

Hoshin Strategic Objectives &g HE#x

Team Lead $A& A

Support Team HIBA

1) Define and adopt brand proposition(s) to ensure Return of Guests [for

VP of Marketing

Executive Chef

restaurant concepts, wholesale and mail order] TE X fRFEEZEIRIEIE kY S VP of Beverages
e Understand customer VP of Supply Chain
e Understand company and concepts Analytics Manager
e Understand competitors and trends
2) Strengthen the management system to I3RS TR{AE VP of HR Director of IT
e support alighment, focus and transparency within the company ASEIR Special Projects Mgr.

e enhance data based decision making

VPs of Legal & Finance

3) Spread learning from the model restaurant to solve problems, clarify
standards and process, improve the work, enhance quality and guest
experience. Become a pioneer in establishing “lean” behaviors in our
restaurant environment BSFAFEITCET

Executive Chef

E 35

Special Projects Magr.
Director of QA

VP of Operations
Director of Training

4) Clearly understand the wholesale and retail market to launch successful
retail offerings to support the growth of the business and leverage the

capacity of the production facilities T fEATIIZEMIZE K , IBSHE

Director of Non-

Traditional Sales
S Ik

/A/eNam

VP of Supply Chain
VP of Finance

5) Improve restaurant profitability to ensure long term financial viability of
the company by exploring new revenue streams and through targeted cost

reductions YEANF;E- #ir=m+PEERE A

VP of Operations

——

e
JE'E'EH“I%\

VPs of Legal &
Finance
Executive Chef




ngm_F_Proﬁtabilm of Legal Seafoods Restaurants through targeted cost reductions
aintain

(&Y
Background B&{R,ﬁxéﬁﬁ*“;tﬂ * Wichin F&B, Dry Goods and Produce cost up by 13% and 6.6% while Fish costs have remaned stable
P
¢ LSF rontaurants have & 107% operating marge [2016] and Ihe target i 10 achiove 15% in 3 youry ¢ Admin sd cperating expense have gone up around T8 and 15K at Harborside and Scuth shore
ide, |
o Harborside, Framingham and South Shore are the target restaurants for the cost reduction sctiities Learning Activities to identify Root Causes
r
Ceats Potent’ Couses .
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| Opernaing o | . | . | R
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Breaking Down the Problem 4fZ[a)gR

Background

& L5F restaurants have a 10.7% operating mangin (2016) and the target [s to achleve 15% In 3 years
o Harborside, Framingham and South Shore are the target restaurants for the cost reduction activity

Financial Performance - 2016

W Beverisr WCost ® Operating Margin

b 1% b it 16N mangn THI magin
HibiiSade ey Exatirsihain )
Current Situation
' COST BREAKDOWN | PAYROLL
| Hes :-:m | 4,
5 1%
i o | J' vL ¢v
Y BOH FOH Management
(78] [ Occupa [ orx
COG5 (3 Oocupancy [11%) OPEX [15%)
e I (10% growth) (14% growth) | | (-10.2% growth)
S5 | [am| [ ] 5% | |5 | ' ' ¢
| PR o | | A Tiew | [Ty £0%
L L J’
m Min Wage Gaovt Reclassification
schedule 1 e of staff urly labor

32



Station Overviews

Product Family_Aggregate

Station

Fry

Grill

Oven

Pantry

Pizza/Taco

Saute

Product Family

Fry

Salmon, Swordfish, Tuna

Burger

Salad Meat, Bacon Wrapped Scallops
Trout

Steak

Cod, Artichoke, Lobster Mac

Rhode Island Stuffie

Lobster, 1.50-1.75

Lobster, 1.25-1.50

Lobster Bake

Lobster, 2.00-2.50

Surf/Turf, Lobster Roll, Crabmeat Roll
Crabmeat, Romaine, House Salad
Taco

Pizza

Stew, Pasta

Mussels, Steamers

Stations_Aggregate Product Family_Aggregate

15,277

7,871

6,882

1,835

1,160

6,174

17,069

15,521

6,565

8,157

2,014

(=]

K 2K 4K 6K 8K 10K 12K 14K 16K 18K

Transactions =

Stations by Weekday Stations by Recipe

Station

Fry
M Gril
[ Oven
[ pantry
B pizza/Taco

_' Saute



1

Director, Culinary
Operations

=2 F & Ik
,?“'lﬂm.\nﬁ

ORICIE S




Work Distribution in a Kitchen [FRE IL{EX#T

35
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the Workk({v);ﬂ
Managemen

A Daily Path to Sustainable Improvement ook

by Jim Lancaster

with Emily Adams

The Work of Management

A Daily Path to Sustainable Improvement

HE

By Jim Lancaster

EEIRARAR

Lantech



The Journey Lantechi&zE ki

First Growth

Stage < #IHA

1972 - 1989

1972 1989

Lantech



The Journey

1972

A

@ Lost Key Patent

T

1989

1992

Lantech$s & ik FE

First growth stage
went through to
1989 then leveled
through 1992.

1989 - 1992

Lantech



The Journey

Lean
Implemenation

SE e A5

- -

Q Lost Key Patent

EZLPVEY

1972 1989 1992

Lantech¥5 & ikFE

1999

Lean facilitated
growth still
happening but it
was not the same.

199255050

Lantech



The Journey Lantechi&zik1E

EE
|
. ’ 4
Low Hanging A ’
Fruit Gone P

Global/World

1&%%%?ﬁ$j;‘ P ¢ ‘ @ Class Vision

Lean
Implemenation

S A e S
SEHE S fn

< -

0 Lost Key Patent

T HITHA

1972 1989 1992 1999 2003 2006

Lantech



The Journey Lantech#gz5ifkiE

=
Low Hanging P ’ o
FriIEGan: P () Global/Word |
1&%%%?&55‘-.—3 T ” @ | Class Vision 5
' . = o —
Lean
Implemenation
Q Lost Key Patent
EF 35
1972 1989 1992 1999 2003 2006

Lantech



It’s About the Work!! T{EAJR

. =LEARNING to SEE it
F UL

¢ =LEARNING to DESIGN it
5]t

i

\": i —LEARNING to MANAGE it
o FIEE

Lantech



72

=

Standardized
Management
EHEERRE

Standardized
Work
FrEEA

Reactto

Environmental
Changes
(Abnormalities)

Visual
Management
B

Lantech



WAR Management Cycle(DMI)
BXRITER

6:00-6:15AM § [ e Operators —~TeamLeaders
C—8RT © HAK
6:15-7.00AM § /rau Team Leaders(") Factory Leaders

/ BHAK © &K

Factory Leaders () Mfg Manager

gk O K

7:00 — 8:00 AM

RRRRR

React
To Environmental
Change
cccccc

9:40 - 9:50 AM Mfg Manager;— Senior Leadership Team
‘ / T o EEHE L t I 0



A system that:

Holds gains through management’s
guick response, allowing for improvement
from the freed up time from fire fighting.

Gz RRIE &z B AT LAAR B ] BAIAL ] 20 2 7 R
T3 B RIRUA BT (8] S35 T 7T LA SR Fr ek &

Lantech



Results in

Cross functional support solved every morning.
Priorities adjusted daily cross functionally.

Clarity of Responsibility — who decides what.

S : BN EXFL—ERRIAE, RESXH)LTIELLHF,
/_/H A /f lﬁg ;# A ! 7

Lantech



EERIAT AR fedkfet
2009 — Lean Model Line
e

2010 — Re-Shoring
3ymks3E3

I GE Transformation Timeline 2008 — Business Crisis

— -’
— - -
— -
—

/ - -
s o011 —

—

Little Big Roor

e

—

2012 — Launch 5 new lines 55k#%
: 2013 — Launch 4 new lines 45%Eh%k
2014 — Hoshin EEH&=p=

/7

2015 — Project Phoenix RIEIRH

AYANNY

|| 2016 — Back to Basics @3S

Continuous Learning & Improvement
ISP SIMME



Simple

- EE
Great — Easy to
Andil - ydo right
care for : T — 25 R
th_e ' ﬁ" Hard to
design do ) wrong
job Easy to
o spot
EEmE problems

\BZEREE
=)



Continued Improvement in Processes &Et=E
...2016 P3 Dishwasher Line P3 #@#l4L£~4%

Before ZEHI

« Batch production it =4 =

« Low flexibility — 3 skus per day 41K,
—REF=ZABS

«  Complexity hard to manage Xid

«  Waste hard to see EARNMRER

- ADC instock =81% ADCE7E81%

« Assembly Yield = 80% ZHZE43Z 80%

After =T

1x1 production {4

Every sku every day §XE B8 S

System to manage the complexity 337 BIE{k %
Hidden waste exposed - reduced 5 parts
R ZB-B 5N EH

ADC in stock = 93% ADCETF 93%

Assembly Yield = 95% 2H %232 95%

$1.0M Annual Savings!!! FETE100AETT



Breaking Down Company Problems

and Solving Them at Each Level S Bfas

Team Member

P
/ _ % Motivation
Think Why at Business K
y A Problem
Each level T

Group/Individual Problem
Solving /MA/ 1A




