LEAN

In search of an answer to the questions :
- How to do more with less?
How with more quality ?

How to be more respectful ?
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Current state — Future state Expert
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e LEAN : What is it ?

e LEAN : How does it work?

* LEAN : How do you get started ?




What is LEAN ?

History

Ford T 1910 : line production — time is money

GM 1930 : Process Approach

Toyota anno 1950 : solving logistics + activating people
LEAN the machine that changed the world 1990 - Jones & Womack

Business strategy: continuous improvement - applicable in all organizations

5 Steps
What is Value — Ban Waste — Balance — Pull — Continuous Improvement
4 Pillars
Philosphy — People — Process — Problemsolving
What's in it for you? TIME
Productivity +45%
Cost reduction -25-55%
Quality +50-90%
Area in use -35-50%
Lead time reduction -50-90%
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1. Define value

Value value value
Identity
What do you invoice?
What does the customer want?
Is the patient an object?
Can our residents only be nursed and fed?
What does the Residential Care Decree tell us?
External and internal

Time for our customer
How much time does the doctor have?
How much time does a logistics worker have?
How much time does the head nurse have?
How much time do the nurses have?
How much time does the cleaning service have?
How much time does the kitchen have?
How much time do the ergo and the physiotherapist have?




* Walk in the park
* Leadtime
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2 : Eliminate waste

Startday | | | | | | | | | End of the day

Administration

Red : waiting, looking, asking

“waste” in administration
o Waiting
o Communication (too)
° Inspection, controle
° Transport

o Data input —
administration
Double input
Rework
Searching
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3. Balance

Work

volume l/

* Urgent vs. Planned

e Deployment of resources and personnel
e Distrust - trust

e Control —self-monitoring

e Communication — short — fewer walls

* To each his own way — agreements

time

4 : pull
. FU

)

H Plan H Forecas t = Orders

)

— Layout — Per Departement Proces based

- Proces H Queues I Continuous flow

——

Final inspection

— Kwaliteit — i '— Inthe process
sampling
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5 : Continuous improvement

* Every day a new begin

> There is always room for
improvement

> Building on strengths
> People are still people
> Humans Spawn Technology

Context changes
Customers

Technology - Knowledge
Legislation

Employees



Proces — People — Problem solving — Philosophy

— 14 Principles — 4P model

Uit ‘The Toyota Way’, Jeffrey Liker, Mc Graw-Hill, 2004

Solving
(Continuous

Philosophy
(Long-Term Thinking)

12.Continual organizational learning through Kaizen

13. Go see for yourself to thoroughly understand the situation (Gemba)

14. Make decisions slowly by consensus, thoroughly considering all
options; implement rapidly (Nemawashi — Hoshin Kanri)

Improvement and
Learning)
peop|e and 9. Grow leaders who live the philosophy
Partners 10.Respect, develop and challenge your pe_ople and teams
(Respect Challenge, and 11.Respect, challenge and help your suppliers
Grow) 2. Create process “flow” to surface problems
3. Use pull systems to avoid overproduction
4. Levelout the workload (Heijunka)
P 5. Stop when there is a quality problem (Jidoka)
A FOCESS 6. Standardize tasks for continuous improvement
(Eliminate Waste) 7. Use Visual control so no problems are hidden

. Useonly reliable, thoroughly tested technology

1. Base managementdecisionson a
long-term philosophy, even at the
expense of short-term financial goals




People

Traditional

We believe or we divide
Diploma

Problems on the board's plate
Pigeonholing

The bookkeeper has the power
Meetings without outcome
Doing what is asked

Tasks

Do the dirty work

& |

Lean

Objectives
Training — lifelong learning
Troubleshooting

3-1-3 principle: flexibility — job
differentiation

Manage the VA activities and
track the numbers

Visual management

Participation, support and
steering

Responsibility
Respect



Problem Solving
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* Perspective
— > Napkins
e Participatory
> Menu
* Make them visible
» Underestimating logistical problems

> 20% time is walking
> Team: respect and 2 way communication

* Do
* Symptoon — analyse — test - borg



Process - Maturity

Objective

Performance

Known & Q
reviewed

Known &
supported

Partially known

Partially known

Not known

Main
Process

Optimal and

flexible

Balanced

Gestructureerd

Process Steps Not
Connected

Individual/
department

.~

Supporting
processes

Integrated

Formal and

powerful

By agreement

Informal, ad hoc

Fire fighting

~N

Check & Act

Learning Effects,

Continuous

Corrective

Metings

Informative

Informative in
case of problems

Organisation

Self-management

Formal teamwork

Cooperation

Instructive or
chaotic

www.mykingdomforahorse.be




How to get started ?

o7

Necessity or vision
Determine what is value to the customer
Resident — Patient — Family
RSZ
Internal customer
Assemble a team - engagement
Map out current process and activities — detail ?
|dentify opportunities
Evaluate the big picture - start with a pilot
. Communicate
. PLAN DO CHECK ACT - REPEAT

O 0 N o Uk WwbhRE
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How to get started ?

Mapping process

Advantages Disadvantages

Interview Advantages Low engagement

Fast Right man ?

Dial n+1 Devil in the details
Process map Visual Time-consuming
post it or metaplan Team work

Consensus

High Engagement
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How to get started ? e

F e - .»*:

Evaluate process & choose

» Bottlenecks ? Reduction of lead time
e Enthusiasm

e Competence

* |Influence of other projects

» Retirement — Transformations

» Lighting administration — more time for customer focus core tasks
* Yield

o Competition

* Complaints

» Lack of structure or standard

* Changing law& regulations

» Changing market: more flexibility



How to get started ? Phase 2

Evaluate process & choose

Develop future process

White paper Breaktrhough change Low engagement

Customer focused Devil in the details
Process map post its of metaplan  Visual Less of a major breakthrough
5W+1H Teamwork — High Engagement Personnel more central

» Choose the right tools

valig st.ream Kanban Cell layout
mapping
SMED Spagetti i Kaizen Strd
management work

One piece Line
flow balancing
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How to get started ? Phase 2

Choose the right tools |

Line
balancing

Visual 4 Standaard
Kaizen
management werk

My Kingdom for a Horse 18



How to get started : phase 2 &=t

o

o

o

Determine future performance
Prioritise
Easy — Difficult
Cheap — Expensive
Self — Dependent on third partiesBepaal budget

Create action plan: who, what, when and how
Communication plan

Do, do, do!

Provide support x+1->30

Evaluate performance and engagement x+30,
x+60, x+90, x+240 and make adjustments



How to get started ? e
o Pitfalls
> Notime
> Not a customer
o No support

management

Kwaliteit . .
Klant o No communication

> No guarantee

| > No peleton
Balance

(@)

Sticking to 1
solution

My Kingdom for a Horse @ 20



Summary

‘ﬁ e Improve

o

o

Customer
More time
Right accent

Coworkers

Respect
Participation

* By focusing on
* Reduce waste
* People
e Processes
e Troubleshooting

Serving customers faster —

more customer-oriented
Result » Respect

Quality
Continuous
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Do something

It is not the strongest of the species that survives, nor
~ the most intelligent that survives. It is the one that is the
most adaptable to change.

Charles Darwin

Kristof Vanderbist

Ingenieur Biochemie
Lean Six Sigma Black Belt
+32 487 47 78 61


http://www.mykingdomforahorse.be/
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