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LEAN INSIGHTS

Making Lean a success
With Lean, it's good to be excited, but being prepared is better

CONECIP67 RATED CONNECTORS

When the Going

Gets Tough.

o

Q.’ \y 0y, ~

CEEEEEEEEE)
999990008

ekl
kLY

-~

M 

"RI45Catse

WYM pIug and receptacle

housing kit, bayonet coupling,

@/ @/ @/ black plastic version,

™Y » eeoeeee Partno. ]7 10000 (receptacle) 17- 1000] (plug)

Take advantage of a great
choice of CONEC industrial
interface connectors with IP67
protection. The ideal solution
for rough environments.

USB 2.0 and RJ 45 Industrial
Ethernet connection systems
available as plastic or full
metal versions for heavy duty
applications.

CONEC offers a broad range of

plug and receptacle housing kits,
cable assemblies and accessories.

USB 2.0 and RJ 45 Connector
Systems from CONEC:
quality keeps connected!
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RJ45 Cat.5e plug

and receptacle housing kit, bayonet
coupling, plastic metallized version,

Partno. 17-10011 (receptacle) 17-10013 (plug, plastic

coupling ring) 17-10044 (plug, metal coupling ring)
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and receptacle
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By Dr. Timothy D. Hill

Starting a Lean initiative is easy. The difficult part
is keeping momentum and measurable success. A
typical Lean implementation life cycle starts with
excitement about 5S or Kaizen Blitz events. There
are two options for the next step: the program
dies or continues on to success. For the few that
continue on to success, they must overcome a
number of key obstacles. Popular “reasons for
failure” lists and books fail to cover concerns that
will assure success.

Paul C. Nutt’s Why Decisions Fail: Avoiding
the Blunders and Traps That Lead to Debacle
showed two-thirds of all businesses fail. Many
Lean experts report Lean implementation failure
rates of more than 50 percent. Success rates are
actually closer to five percent when we consider
errors in employee selection, training and perfor-
mance management. To get and keep Lean suc-
cesses, we need to do a better job on the human
capital (HC) side before we implement Lean.

PREVENTING LEAN FAILURES

This list is based on research in best practices and
my own 25 years of successful Lean implementa-
tion globally. With apologies to David Letterman,
this Top Ten List has 12.

Engage leaders with a plan. You need a

Lean business plan supported by senior lead-
ership. It shows opportunity costs, ROI estimates
and a company-specific, risk-adjusted economic
argument for the investment. Some consultant
will work on contingency fees based on savings
and guarantee those savings by cutting staff.
Companies need to know what Lean will specifi-
cally do for their company, not vague statements
like, “20 percent savings are possible.”

Current processes aren't under control.

Taichii Ohno — the father of TPS — said
there is no improvement without standard work.
Most Lean consultants fail to get a reliable base-
line before they start tinkering. If they show
improvement, companies will never know why it
happened or how to keep it.

Insufficient understanding of Lean. Senior

leaders need to know enough about Lean
to be informed consumers and to make sure
the potential Lean consultant is capable. Senior
management must know which Lean elements
self-reinforce and contribute to the goals of the
company.

Lean isn't a "project”. Lean too often gets

treated as someone’s project and gets dropped
when they’re busy. Lean is not a project; it’s an
ongoing improvement and a fundamental change
in the value delivery system.

Poor communications. Failing Lean imple-
mentations don’t share information in the
company, suffer from poor project management
and fail to use visual displays. Clients need rel-
evant descriptions of benefits, risks, changes and

necessary commitments. Share information with
everyone.

Poor measurement. Most consultants can’t

measure. Metrics that focus on value creation
and costs are mandatory. Traditional cost account-
ing can cause Lean failures. Lean accounting ties
financial measures to the performance of the
entire value stream, including closing employee
accountability loops. Lean benefits must translate
into ROI time and dollar amounts.

What's in it for me? A lack of buy-in from

both middle management and employees will
threaten Lean. Early participation helps to reduce
fear of change and shows people how their work
will improve. Lean is contagious, but not if people
feel threatened.

Sector specialists derail Lean. “Specialists”

are a threat since they rush to decisions and
see Lean with their biases from other areas. They
skip problem solving for true root causes and con-
centrate on superficial answers. Reducing patient
wait times gets answered with “more beds”; cost
overruns are answered with “reduce staff” and so
on. Launching even a modest Lean initiative with-
out having real Lean skills is not realistic.

9Poor implementation strategy. Companies
need to know what Lean elements will be
deployed and when. There must be a plan for
Lean growth in the company. Lean cannot be
pushed into the background when people put out
other fires. Measures and timelines need to be
maintained, while integrating possible problem
and recovery scenarios.

10Inappropriate training. Everyone says
training is important, but it must fit the

company and support the business case. For
example, SMED (single minute exchange of die)
and kanban training are good for manufacturing,
but health care requires different content.

1 No proper continuous improvement

methodology. Kaizen Blitzes are short-
term, intense and can provide quick improvement
results, but they don’t build sustainable success
since most implementations don’t connect blitzes
into a larger plan.

1 Leaning on one Lean in-house cham-
pion. Having an expert is only good if
there is a critical mass of people or knowledge to
help Lean start and spread. Toyota’s “Train Then
Do” model connects training to on-the-job coach-
ing and helps champions to build in-house Lean
support teams.
Dr. Timothy Hill is an Industrial and
Organizational Psychologist and Certified Lean
Six Sigma Black Belt with global expertise in
Human Resources/Human Capital. He can be
reached at drtim@kyoseicanada.ca.
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