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Warner Robins Air Logistics Center (WR-ALC)

Lean Process Improvement Model

1.  Introduction:  The Warner Robins Air Logistics Center and the 78th Air Base Wing (ABW) mission is to provide affordable, available, deployable, survivable, and high performance, war-winning, effects-based capabilities to warfighting customers.  The ALC and ABW must do this in an environment of constant change, and success in such an environment requires a culture of continuous process improvement.  To ensure such a culture, the ALC adopted the WR-ALC Lean Process Improvement Model described in this document.

2. The Lean Enterprise Journey at WR-ALC:  

Lean at WR-ALC is a structured approach to changing the culture of the Air Logistics Center by finding and eliminating waste in processes based on the five principles of “Lean Thinking”
:  Value, Value Streams, Flow, Pull, and Perfection.  The eight generally accepted “Wastes” include, but are not limited to:  Injuries, Defects, Inventory, Overproduction, Waiting Time, Motion, Transportation, and Processing Waste.  Waste is found and eliminated using various types of Lean tools which will be described later.  Personnel freed up as a result of Lean can be redeployed to other areas to do additional work not currently being accomplished.

The WR-ALC Lean Journey began as part of a special project in May 1999.  It expanded to other shops in the production areas and in August 2002, the Maintenance (MA) Organization was formed.  In September 2002, the ALC Commander decided to expand Lean from the production areas to the entire ALC.  At the time, individual organizations were doing various, random Lean events/projects, based on the needs of their particular organization.  In order to achieve an aggressive pace of change which would produce results for the Warfighter, the Center determined that core teams should be one to three percent of an organization’s population, and organizations should have “population divided by 10 (n/10)” improvement events per year.  

In Jan 2003, it became obvious that some processes affected virtually all of the Product Directorates (PDs) outside the MA community.  In order to have Standard Work across the ALC, ALC-wide events would have to be conducted.  In November 2003, the ALC and Air Base Wing staffs evaluated the progress that had been achieved with Lean.  It was determined that because of the overwhelming successes that Lean had brought, the Center would continue with the Lean Journey, but shift the approach to include Enterprise-level events.  
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The Center characterized the WR-ALC Lean Journey as a three-phased process (illustrated above) of cultural evolution.  Phase I, lasting from one to three years, is accomplished by imposing, pushing, and managing the Lean Process; operating at a tactical level; looking at single activities, often narrow in scope; devoting activity to randomly selected areas; doing high visibility events, relatively easy to accomplish; having activity measures (number of events accomplished each month/percentage of organization’s personnel devoted to core teams); and conducting a Lean Forum.  Phase II, lasting through years four to five, is seen as having an ALC Strategic Focus, is enterprise-based, with broad scope; is structured, based on facts and priorities, follows an Extended/Enterprise Value Stream Map/Analysis (VSM/A) to achieve a future state; is integrated; measures performance or output; and conducts Lean in a business forum or executive council type construct (the Executive Council).  Phase III, which focuses on the evolution of the culture, covers years six to seven, and is marked by having strategic partnerships; having truly Lean Organizations; having high performance work teams; having real time actions with actionable data available at all levels; and having 90% of the organization (ALC) at Lean Maturity Level 4 of the Spider Diagram/Assessment (which will be explained in following paragraphs).  The Center determined that it had been operating in Phase I and that it was now time to move on to Phase II with a Center goal of reaching Phase III by December 2006.  
3. How does the WR-ALC intend to reach Lean Maturity Level 3 status (Lean Spider Diagram/Assessment by December, 2006?

3.1. General:  WR-ALC developed a Spider Diagram/Assessment to measure the Lean commitment and maturity of organizations.  The Spider Diagram/Assessment is divided into four levels of maturity.  While the Center goal is to reach Phase III status by December 2006, concurrently, it will seek to reach Lean Maturity Level 3 by that same period of time.

The Center began by conducting initial assessments (baseline) of Lean Maturity in each organization.  These were conducted using all management within the organization, the Sensei, and a Change Manager.  Assessments were conducted using the WR-ALC Spider Diagram/Assessment (below) with the following indicators:  Leader’s Commitment, Organization, Value Stream Analysis, Rapid Improvement, Process Control, Strategy Alignment and Deployment/Policy Deployment, 3 P Breakthroughs, On-Demand, Defect-free, Achieving Lot Size of One, Lowest Cost, and Visual Management.
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There are four levels within the Spider Diagram.  Appendix A outlines the specific activities that must be observed in order to reach each level.  The frequency of activity in each organization is scored as such:  0 = Not found anywhere; 1 = Only found in some areas (25%); 2 = Commonly found, but not in majority (50%); 3 = Very typical, some exceptions (75%); and 4 = Found everywhere, no exception (100%)  The goal for all ALC and ABW organizations and MA divisions is to reach Lean Maturity Level 3 by December 2006.

Follow-on assessments are conducted every six months for less mature organizations (those which have been on the Lean Journey for two years or less), and yearly for more mature organizations.  These assessments are briefed to the Executive Council (see paragraph 3.10.).

3.2. What Characterizes Lean Maturity Level 3 Status (Spider Diagram/ Assessment)?

The assessment looks at the 12 characteristics mentioned above to measure Lean maturity and commitment within an organization. The following must be demonstrated to reach Lean Maturity Level 3:

3.2.1. Leader’s Commitment—The Senior Leader must have established the burning platform, the reason for the change, and have communicated that down through the organization.  This should be documented in the organization’s Lean Plan.  He or she will sign and post a letter of commitment for the Lean effort, and ensure that the communication plan is being executed.  In addition, the Senior Leader, along with all management, will participate in at least two events per year.  He or she will attend Lean Daily Management Reviews and Event Summaries, and will ensure that all personnel have at least the “Basics of Lean” training.  The Senior Leader will ensure that full-time core teams are established and are manned to 3% of the organization’s population.  The Change Manager has a direct link to the Change Agent and is empowered to focus on moving the organization toward the stated goals and objectives, based on customer-driven performance improvements (what provides value to the customer).

3.2.2. Organization—The organizational structure must support and be responsive to the Lean Core Team which will be composed of 3% of the organization’s population by December 2006.  The Senior Leader is designated the “Change Agent” and the Change Manager, the lead in the core team, reports directly to the Senior Leader.  The Change Manager, working with the Change Agent, establishes the core team, trains the team through formal training, and participates in Lean events.  All levels of management understand that they are Change Agents and are responsible for training and developing teams to accomplish processes and improve the output of the organization.  All levels of management work to improve individual performance by providing education, training, and mentoring, and by assisting in Lean Events.  

3.2.3. Value Stream Analysis—The organization must select and map value streams based on the business case; by identifying the value streams; defining clear inputs, outputs, and boundaries; defining the cell or process area that creates the value stream; and identifying constraints.  To complete analysis of the value streams, the group performing the VSM/A will look at the current state and develop ideal and future states.  The VSM/A team will define and track the Action plan, which consists of Events, Projects, and Do-Its with defined Office(s) of Prime Responsibility (OPR) and due dates.  They will measure the output of the new process in terms of availability, performance, affordability, deployability and survivability, as defined by the team.   The team will implement the new process using cells/Integrated Product Teams (IPTs) designed for maximum efficiency to eliminate and reduce work in progress (WIP).  Cells/IPTs will be arranged logically with visual management tools clearly in place.  Process owners, in conjunction with Change Managers will ensure that all future states are deployed in a standard fashion across the organization with everyone having a clear understanding of what that process is.  Visual Management tools will be clearly evident and will demonstrate progress in each area.

3.2.4. Rapid Improvement—The Leadership will ensure that the rapid improvement process is clearly defined and understood by all personnel, and that action plans are being implemented and tracked in the WR-ALC Lean database.  Change Managers will facilitate events.  The goal for number of events will be the organization’s population divided by 10 (n/10) per year.  Management at all levels will participate in at least two events per year.

3.2.5. Process Control—Organizations will define corrective actions to be taken and will ensure metrics are tracked.  Supervisors will record problems, and the effectiveness of the standard work will be tracked.  Lean core team members must understand corrective actions and the process to track metrics, sharing results throughout the organization. Based upon the goals and objectives of the organization, problems will be prioritized and clearly defined, with key processes selected for corrective action..  If the process is common across the ALC, the results will be passed back to the process owner so all organizations can be advised of the change.  When corrective actions are taken, these will be documented, and publicized, and passed to all appropriate personnel related to the process.

3.2.6. Strategy Alignment and Deployment/Policy Deployment—The format and standard process will be clearly defined.  Appropriate review and summary documents will be reviewed, chosen and deployed throughout the organization.  The data owner must track and publish key weekly data needed, and other unnecessary data and reports must be stopped (divestiture program may be used).  Senior management will establish enterprise-wide value streams, use metrics to measure success, and dedicate resources for support.  On a monthly basis, with focus on key drivers and financial results, a top-level team will review progress.

3.2.7.  3P Breakthroughs—Management will develop people, product, and process innovations and define the breakthrough process.  Cells/IPTs will identify breakthroughs that provide high returns on investment.  These must be done in a structured manner with an experienced facilitator.  With Lean core team assistance, cells/IPTs will follow through quickly after a breakthrough event in developing rapid prototypes and robust final products and services.  

3.2.8. On-Demand—Cells/IPTs will establish pull between the organization and the customer with responsiveness to the customer being extremely important.  Customer demand rates must be analyzed and excess inventory will be eliminated.  The pull within the organization must drive production and the schedule of cell production and activities.  In order to promote improvements, the organization must identify the key machines or processes with the highest downtimes or problems.  Total Productive Maintenance (TPM) should be incorporated where applicable.  

3.2.9. Defect-Free—The Lean Core Team establishes a 6S audit process for all areas and instructs the organization on the use of a “red-tag campaign” to focus on “sort out” and “safety”.  Audits which focus on continual corrective action will rotate between audit teams, line operators and staff individuals.  Key characteristics of an acceptable product or service will be identified along with the reason for importance.  Quality standards for what is OK and what is not OK are clearly visible and well defined.  Self-checks for quality will be established and in some cases will be team driven.  New products or processes should be beta tested.  

3.2.10. Achieving a Lot Size of One—Reduce lot sizes, inventory, or work in progress.  Determine if all demand is real.  Items should move in 1-piece flow layouts using cells/IPTs, based on value stream analysis.  Optimize the availability of shared resources by reducing setup times or times to review work.

3.2.11. Lowest Cost—Reduce the number of suppliers and negotiate for competitive prices.  Establish standard work within the cells/IPTs and ensure the cell/IPT manager is aware, using visual management, of any problems the cell/IPT is encountering.  The Cell/IPT will achieve current takt time, and identify the top three problems with corrective action plans.  Management will establish the organization’s productivity indicators and drive to the cell level.  Cells/IPTs will track cost and return on investment.

3.2.12. Visual Management—The full-time Lean core team helps the organization understand visual management and what is expected.  Visual tool standards (color schemes, production control boards, etc) will be established and models will be available. Each cell/IPT will have standard WIP locations and production control boards (planned vs actual) with metric tracking.  There will be a constant emphasis on safety.  Corrective actions and statistical processes will be integrated with visual management tools throughout the organization.  

3.3.  Initial (Baseline) Assessment--During the Initial (Baseline) Assessment, the organization establishes the Burning Platform or Business Case.  This will be based on the metrics, goals and objectives of the organization, as well as management’s observations.   The burning platform or business case is defined as the organization’s most burning reasons for pursuing Lean.  The group examines the processes that drive/affect their Burning Platform and the inputs and outputs to those processes.  The group brainstorms the various actions that could positively affect the Burning Platform and areas that warrant further examination.  This forms the basis of the initial plan for the organization and a focus for the future.  Generally, this initial assessment is followed within 30 days with a Value Stream Map or Analysis.  In addition, the ranking member of the organization, known as the Change Agent, designates the Change Manager for the organization.  The Change Agent and Change Manager work together to designate additional people who will serve as a full-time Lean core team for the organization.  Using the “WR-ALC Lean Plan” as a guide, the Core Team and Change Manager develop the communications plan and other plans to develop and deploy Lean within their organization.

3.4. WR-ALC Lean Process Improvement Model-- The WR-ALC Lean Process Improvement Model has been designed to achieve bottom line results that will affect the Warfighter and create capabilities that will support the mission of the Air Force.  The Process Improvement Model reflects the use of “Lean Tools” that will expose waste in processes that are targeted for improvements.  Some of the key tools are Value Stream Map/Analysis (VSM/A); Rapid Improvement Events (RIE) (the cornerstone of the improvement process); Strategy Alignment & Deployment/Policy Deployment; Corrective Action/6 Sigma; People, Product and Process (3P) Breakthroughs; Visual Management; and Sort, Straighten, Scrub, Safety, Standardize, Sustain (6S); Total Productive Maintenance (TPM); Standard Work Development; Standard Work Deployment; and Benchmarking.  Each of these tools is part of the overall Lean backbone that focuses on continuous process improvement

3.5.  General Information for Lean Activities--Lean Activities are the cornerstone of the improvement process and generally entail a seven week cycle which begins with three weeks of preparation, the event week (where the physical changes take place), and a minimum of three weeks of follow-up to ensure the gains are being sustained.  There are many types of Lean Activities which can include, but are not limited to:  Develop Standard Work; Deploy Standard Work; Develop and Deploy Pull Systems—how to create flow based on consumption; 6S/Visual Controls—Establish visual management tools; Single Piece Flow—identify ideal work in process; Metrics—establish a return on investment (ROI) process; Corrective Action/6 Sigma—identify and implement solutions; Cascading Goals (referred to as Strategy Alignment & Deployment/Policy Deployment in some areas); and Organization Design—identify optimal structure to support mission, etc.  These events focus on processes—the flow of activities that accomplish something specific with a beginning and an end.  All must focus on achieving the future state vision established during the VSM/A. 

3.5.1. Pre-Event Planning—4-8 Weeks Prior to the Event—While the Center model describes a seven-week cycle, there are times when additional preparation time would be useful.  This varies depending on the type of event; the level of involvement, i.e. center or command events, and the expected results. During this preparation, the Change Manager may review and monitor event triggers, determine priority of event with input from the Executive Council, the Change Agent, and the Process Owner, and assign a Facilitator to define event elements.  The Change Manager/Facilitator will input all new event data into the WR-ALC Lean Database and review all information to ensure required entries have been completed.  The Change Manager/Facilitator will schedule advisor/consultant through WR-ALC/XPT if required, and meet with the Process Owner to determine event date and define/review the event elements. The team lead and Change Manager/Facilitator will use the Lean/CPI Event Worksheet and checklists posted on the Lean Enterprise web site to plan the event and provide the correct information to the correct people.  When pre-event planning cannot occur during the four to eight weeks prior to an event, at a minimum, the three weeks out checklist will be used and followed in order for the event to go forward.


3.5.2 Pre-Event Planning—Third Week Before The Event—For in-depth preparation guidance, use the Lean/CPI Standard Work Guide for pre and post activities, posted on the Lean Enterprise web site.  The Change Manager will review and monitor Pre-event planning preparation work, and, as required, attend a preparation meeting with the Process Owner, the team and Change Manager/facilitator.  The Change Manager/Facilitator will coach the Team Lead during all event preparation activities and work with the Process Owner to confirm the event facility and agenda.  They will input all new event data into WR-ALC Lean database and review all information to ensure required entries have been completed.  


The Change Manager/Facilitator will ensure Team Lead training has been conducted.   The Change Manager/Facilitator will review Pre-event preparation and ensure any applicable steps are complied with.  The Change Manager/Facilitator will send meeting and briefing invitations and conduct the first team preparation meeting.  They will send the third week before event update report/email to the WR-ALC/XPT advisor/consultant.  They will review the list of team members (confirm at least 1/3 of the team is from the area affected), the expectation/business case, goals, boundaries, measurements, monuments, and with the WR-ALC/XPT advisor/consultant, the initial measurements. They will coach, and assist the Team Lead during all event preparation activities, ensuring they understand roles, responsibilities, and the importance of good preparation.  They will put up flip chart paper in the event location to gather suggestions or gather suggestions if flip chart has already been put up.  They will confirm the facility for the second week before the event preparation meeting, send calendar invitation to the team, and arrange for resources and supplies.  Finally, they will review/sign the commitment letter.  

During this period, the Team Lead will review and monitor the pre-event activity preparation work and review the event update report.  He or she will attend the preparation meeting with the Process Owner, the team and the Change Manager/facilitator.  He or she assists the Change Manager/facilitator in ensuring everyone involved understands the duties, roles and responsibilities of the team.  During this period the Team Lead reviews available Lean tools and the commitment letter.

3.5.3 Pre-Event Planning, Second Week Before The Event—Review the actions from the previous week to ensure all applicable activities are in work or completed.  The Change Manager will review and monitor pre-event and the third week before the event preparation work, and monitor event preparation work.  The Change Manager/Facilitator will ensure the event location is confirmed and coach/aid the Team Lead during all event activities.  He or she will work with the Team Lead to determine the agenda and input any new event information into the WR-ALC Lean database.  Once the Change Manager/Facilitator has reviewed the work to date, he or she will conduct the second team meeting, assign event preparation homework, and review the event schedule.  He or she will send the second week event update report/email to the advisor/consultant and confirm team members’ attendance.  The Change Manager/Facilitator will review expectation/business case, goals, boundaries, measurements, monuments, and with the advisor/consultant, initial measurements.   
He or she will confirm the facility for the first week preparation meeting, and send a calendar invitation to the team for the first week preparation meeting.  He or she will arrange for resources and supplies, and plan and schedule the Kick Off Briefing, Management Review Update Briefing (a meeting for the event team to provide a status update--at a minimum one midweek meeting), an Event Summary Briefing, the Post Event Summary Briefing to Change Managers, and a Post Event Summary Briefing to the Executive Council.  He or she will also ensure the Change Agent calendar is blocked for event briefings and send a meeting invitation to the Change Agent and Change Manager for event briefings.  He or she will determine the event agenda, extract Kick Off briefing data from the WR-ALC Lean database to build briefing charts, schedule Basics of Lean training with the Team Lead for all team members, and send a reminder/calendar invitation to the Change Agent/Change Manager and the Team.  He or she will schedule the first week of preparation meeting with the Team Lead and send a meeting invitation to the team or Process Owner, Change Manager, and Team Lead (whichever is applicable).  He or she will input any new data into the WR-ALC Lean database and review all information to ensure required entries have been completed.  He or she will send the second week before the event update report to the WR-ALC/XPT advisor/consultant.


The Team Lead will review the pre-event and third week preparation work and review the event update report.  He or she will review pre-event and the second week before the event checklist and assign additional homework if needed.  He or she will review with the team the third week of preparation homework and ensure data and tasks are being completed.  (If adequate preparation is not being completed, the Change Manager will meet with the Process Owner to address concerns and make a determination whether the event moves forward or not.)   He or she will analyze homework data and host/attend the second preparation meeting with the Process Owner, the team, and the Change Manager/facilitator.  

3.5.4. Pre Event Planning--Week Before The Event: The Change Manager will review and monitor pre-event planning and preparation work. 

The Change Manager/Facilitator will ensure the event location is confirmed, coach/aid Team Lead on the preparation work, and work with Team Lead to finalize the event agenda.  They will input all new event data into WR ALC Lean Database and review all information to ensure required entries, update reports, and previous checklists have been completed and complied with. If required, they will conduct the third Team meeting.  The Change Manager/Facilitator will send the first week event update report/email to the advisor/consultant.  They will review the list of Team Members and confirm attendance, review expectations/business case, goals, boundaries, measurements, monuments, and with the advisor/consultant, review the initial measurements.  They will arrange for resources and supplies, ensure the Change Agent calendar is blocked for event briefings, and finalize event agenda.  They will conduct Basics of Lean training for Team members.  The Change Manager/Facilitator will send out a reminder/calendar invitation of event schedule to team members, Change Agent and other applicable management.  

The Team Lead will ensure requirements from previous preparation meetings are met by reviewing the past pre-event checklist. They will review event update report and assign additional homework if needed.  As required they will then analyze homework data. The event week is not the time to analyze or format the data into a usable format.  The team lead will review and finalize metrics, gather data from flipcharts, prepare supplies and logistics for the team.  If necessary, they will lead the final preparation meeting with the process owner, the team, and the Change Manager/Facilitator and consultant/advisor. 

3.5.5. Event Week--During the event week, the focus is on implementing the changes necessary to meet the goals and objectives that were derived from the upfront preparation.  In addition, the key metrics are defined to ensure the organization is meeting its overall goals.  As part of the preparation work, baseline data (to track improvement) is collected to ensure there is an understanding of current state.  The team will implement the appropriate changes during the event week to meet the initial goals and objectives.  The internal benefits or ROI will be developed to ensure “bottom line” results are being realized.  The teams typically yield a 90-120 day payback.  

Deliverables from Lean Events generally include:  Baseline Data (to track improvement); 2-3 Performance Metrics (to track progress); a Rapid Improvement Plan including Events, Projects, and Do-Its, which is shared and approved by the management team; and an internal benefit or ROI analysis (baseline and follow-on metrics) and impact on the Warfighter to include availability, affordability, deployability, survivability, and performance. 

Events in the production area generally involve the flow of materiel, while events in administrative areas generally involve the flow of information.  In both areas, Takt Time, the available work time divided by the customer demand, drives the cellular flow of the product.  Upon completion of events, event team leads need to do follow-ups to ensure results of the event are being implemented and sustained.  

Participants in events will complete a survey at the end of the event week to determine the level of satisfaction with the event.  Following the event, the Sensei provides an “Event Report”.  This report covers the team topic, measurement of results with percentage of change and comments, the payback, accomplishments, lessons learned (from participants), future plans, and issues with suggested remedies.  Further, the report will provide a summary of participant surveys to include positive and negative comments.  

Lean Events require logistics considerations to be successful.  A large conference room with sufficient wall space and adequate seating is required.  A room outside the work area, preferably off base, works best for VSM/A, so participants aren’t lured back to the work areas during breaks and lunch.  RIEs and 6S events must be held in the affected work area.  Participants will commit for the entire time of the event, (i.e. act as if they are TDY for the event).  Management will totally support the event and agree to allow team members to participate fully.  Participants will be told that the group may opt to submit an IDEA if results of the event qualify.  The group will also consider whether improvements will qualify for the Diversification Program (which seeks to eliminate unnecessary programs/regulations/issues).  The following are also required:  computer projector or overhead projector; video player; white board and markers; flip charts and markers (post-it charts can also be used); butcher paper; several colors of post-its (3”x 3” OR 3”x 5”); “sharpie” pens; sticky dots (green and red, minimum); and snacks/continental breakfast, water, and beverages.

3.5.6. Post Event Activities--With good planning, strong leadership, management support, and a focused team the event weeks can produce amazing results.  Action plans coming out of the event will identify Do-Its, Projects or follow-up events to improve the effectiveness and efficiency of a process, product or service provided to the customer.  The action plan may include a new process, standard work or other activities that need to be deployed. There may be training to be coordinated or conducted. There may be 6S activities to be completed. Two tough challenges over the next few weeks will be staying focused on the event follow-up actions and communicating changes up and down the organization. The Team Lead, working with the Process Owner, Change Manager/Facilitator, and identified team members, will need to stay focused on the event follow-up.  
3.5.7. Post Event --Week 1--The Team Lead will verify that the correct Office of Primary Responsibility (OPR) was identified for each action item (Do-Its, Projects, Events, Long-term Projects/ Investments) and that the OPR clearly understands the intent of the action item, the fact that they are responsible for implementing the action item, and the target date for item to be completed.  The Team Lead will coordinate with the Change Manager/Facilitator to ensure that ALL action items are entered and assigned an OPR in the WR-ALC Lean Database. They will verify that any new standard work sequences have been deployed, and any work in process (WIP) is being maintained. The Team Lead will ensure that all weekly follow-up activities are appropriately coordinated.  They will verify that measurement and metric baseline data has or is being collected, visual management tools are in place, understood and are being used.  In coordination with Change Manager/Facilitator schedule a Post Event week 3 review meeting with Process Owner 
The Change Manager/Facilitator will enter all action items from the event in the WR-ALC Lean database, update the status of those items, and continue to stay engaged with the Team Lead and event follow-up activities. 

3.5.8. Post Event – Week 2--The Team Lead will ensure the previous week activities have been completed and the follow-up activities are coordinated with the OPRs, Lean facilitator and Process Owner.  They will receive input from all OPRs on the current status of all action items.  They will ensure visual management tools (Control Boards, Visual charts) are being used.
The Change Manager/Facilitator will enter into the WR-ACL Lean database all status updates of action items and continue supporting the Team Lead and post event activity.

3.5.9. Post Event – Week 3--The Team Lead will ensure the previous week activities have been completed and the follow-up activities are coordinated with the OPRs, the Lean facilitator, and Process Owner. They will receive input from all OPRs on the current status of all action items.  They will ensure visual management tools (Control Boards, Visual charts) are being used.  They will schedule a meeting to brief the Process Owner of the status of all activities.
The Change Manager/Facilitator will enter into the WR-ALC Lean database all status updates of action items and attend status update with OPRs, Process Owner, and Team Lead.

The Process Owner will attend the status update with Team Lead, Change Manager/Facilitator, OPRs and necessary Event Team Members. 

The primary accountability of the implementation plan shifts from the Team Lead to the Process Owner by the end of Post Event week 3. The Team Lead however still remains active with implementation procedures.

3.5.10. Post Event – 30/60/90 Day Follow-up Review to Sustainment--A monthly review should be conducted, for a minimum of 6 months, in order to monitor implementation of action plan items, review metrics, and conduct sustainment activities.  If, after 30 days past the event there are still Do-Its open, evaluate them and if necessary change the status to a project in the Lean database.  Any Projects should be completed or review should show that good progress is being made.  If problems are identified then corrective actions should be taken by the Process Owner.  
The Process Owner meets with the Team Lead, Change Manager/Facilitator, OPRs, and Change Agent on a monthly basis, to review the action plan status to determine if any outstanding Do-Its need to shift into the Project category.  The Process Owner will provide resources and guidance as necessary to ensure the completion of action items.  

The Change Manager/Facilitator, as necessary, will update the WR-ALC Lean Database. 

The Change Agent will provide resources and guidance as necessary to ensure the completion of action items to include cross-division or Executive Council coordination.  

3.5.11. Post Event – Six Month Progress Review--At the six-month Post Event Progress Review, the responsibility shifts from the Process Owner to the Change Agent (if applicable).  This again raises the visibility, responsibility, and accountability for event action plan follow-up. The Change Agent, Process Owner, and Event Team Lead collectively review and evaluate the Event Status.  
The Process Owner will conduct the six month progress review meeting with the Event Team Members, Team Lead, Change Agent, and CM/facilitator.  They will provide an update on the status of all action items and provide resources and guidance as necessary to ensure the completion of action items. 

The Change Agent will review the event measurements and determine the necessity to keep open action items that have not been closed. For example, should any such items be moved to “Long-Term Project/ Investment” category?  

The Change Manager/Facilitator will enter the status updates into the WR-ALC Lean data base.

It is highly encouraged that event team members be invited to a six month progress review meeting with the Process Owner, Team Lead, CM/Facilitator, and Change Agent.

The Executive Council will review the oversight of the Event as necessary.

3.6. Lean Activities

3.6.1. Value Stream Maps/Analysis (VSM/A):  The VSM/A is the first step after choosing Lean Enterprise as the overarching strategy for improvement.  It focuses the organization on establishing and creating a shared vision, agreeing on the focus areas, establishing goals and objectives (metrics), and finally to creating an Action Plan to implement the future state.  The Action Plan lists Events to be conducted, Long-term Investment Projects, Projects (to six months out), and Do-Its (now).  These must be recorded in the WR-ALC Lean database (on the Lean Enterprise web site—see section VI of this document) and tracked until completion.  Completion of events, projects and do-its are contributors to reaching levels on the WR-ALC Spider Diagram (See paragraph 3.1 and 3.2)

VSM/As generally last 2-2 ½ days.  In preparation for a VSM/A, the team leader, with assistance from the core team of the organization conducting the VSM/A, needs to gather data including:  any pertinent historical information (trends, workload movement, evolution, etc); current performance metrics; current organization chart; physical layout of the organization; and any financial or inventory information (if applicable).  Also, during the preparation phase, the core team working with management will determine the boundaries for the event (where does the value stream begin and end); the business case or burning platform—the need for the VSM/A; what provides value to the customer; what things are monuments (required by law or regulation); what are the top two or three things/measurements the organization wants to improve; and the level of customer demand.  All of these will be further refined during the event. WR-ALC/XPT can provide assistance during the preparation phase. 

Senseis provide advice and guidance during the VSM/A. At a minimum, all management personnel, and any other key personnel (not necessarily in management), will participate during the entire VSM/A.  Refusal to participate fully is grounds for the Sensei stopping/canceling the VSM/A.  The following is the suggested agenda for a VSM/A:  

(a) Day One of the Event:  Introductions (name, what each individual does, total years of service, hobbies, and something about family/home life); a “Basics of Lean” discussion, VSM/A Training; set parameters for current state map; begin data collection and mapping activity; and complete current state map.  If applicable, a management review will be held.  

(b) Day Two of the Event:  Review of the prior day’s activities, “Basics of Lean” discussion; a Paradigms Video (to show the impact of paradigms and encourage out of the box thinking); a paradigm exercise to illustrate the impact of paradigms, develop ideal state map; and develop future state map (six to twelve month vision).  A management review will be held.   

(c)  Day Three of the Event:  Review of the prior day’s activities, “Organizing for Lean” training—a 6S overview; develop initial rapid improvement action plan (events, projects, and do-its); brainstorm, identification of Lean metrics (what will be tracked to ensure progress is occurring); training on “How to Lead Rapid Improvement Events”; solidify the 3 to 6 month schedule; and finalize the Action Plan and assign OPRs and due dates.  A summary briefing will be provided, if applicable.

Following the Event, the team lead and process owner will follow-up to ensure that Events are scheduled and that Projects and Do-Its are assigned and completed.  These are tracked on the WR-ALC Lean database and reported to the management team on a regular basis (the Change Agent determines frequency of reports).

3.6.2. Rapid Improvement Events (RIE) are held as a result of a VSM/A, and are designed to find and eliminate waste in the process to be improved.  The general information (Paragraph 3.5) for Lean Events applies.  A Sensei will be available to provide guidance during the event.  

During the Event--First Day—Kick off—brief Management on boundaries, objectives, business case, and team composition.  Identify the current conditions. 
Second Day—Complete current conditions.  Do Spaghetti Diagram.  Complete data boxes with manual cycle time (actual hands on time) and flow time (actual time product is in the flow—includes queue time and hands on time).  Determine which steps are value added and which are non-value added.  Determine where waste can be eliminated.  Create new process flow; Create new standard work and layout; Create standard work documents; and physically change area to new work cell.  

Third Day—Manage the implemented plan; perform new time observations; review implemented changes and adjust as required; review the results of the implemented plan and work cell results; develop new metrics.  End of Day Management Review.

Fourth Day—Review implemented changes and adjust as required.  Develop action plan with events projects and do its.  End of day management area walk through and review of new flow.  Develop action plan with events, projects, and do-its, as applicable.  Prepare for event summary for management.

Fifth Day—Provide Event Summary to appropriate management.

Inbriefs kick off the event, normally at the beginning of the day, on the first day of the event, often Monday.  Management Reviews are usually held on Wednesdays.  The final Event Summary is usually Friday morning.  The inbrief is typically done by the team Lead or Co-lead, but management reviews and event summaries should be conducted by both Co-leads and team members.  During the Event Summary, teams will report on whether or not they have found any candidates for diversification.  For events in a single organization, that organization’s management should be invited to attend.  For events involving multiple organizations, all management from all affected areas should be invited.  Managements’ acceptance of the material provided serves as sanction to proceed with implementation.  In cases of very complex processes, a pilot project might be warranted to prove that the revised process is valid

3.6.3. 6S—Sort, Straighten, Scrub, Safety, Standardize, Sustain—6S applies to all areas, production and administrative and is a basic part of establishing a cell.  6S not only includes the physical office, but also the electronic files in an office.  It is not a “clean-up campaign”; instead, it is a means of organizing to have the most effective, efficient workplace.  It is the foundation for all future improvements.  6S begins by sorting, getting rid of what is not needed, using “red tags” to indicate pieces of furniture or items that need to be turned in or disposed of.  Next is straighten, organizing those things that belong in the work place, creating a place for everything.  This is done based on frequency of use and ease of access.  Books, cabinets and drawers should all be marked to show contents.  Next is scrub, cleaning up, identifying and solving problems.  If there are loose or missing items, unsafe conditions, or quality issues, these are corrected or disposed of in a safe manner.  During the standardize phase, tasks are assigned as to how to maintain the cleanliness.  Visual Management is incorporated when possible.  In the Sustain phase, an audit process is developed and implemented.  Those in the area are held responsible for sustaining the 6S effort.  

3.6.4. Standard Work Events (for Common Processes)—Standard Work events are held as a follow on to VSM/A’s for common cross-command processes.  These events are used as the foundation for common deployment of “new” processes across organizations.  The process owners will be included.  Standard Work Events will include representatives from all affected organizations.  A standard work package will be generated and validated preferably during the event, by the subject matter experts.  The Center process owner (where applicable) will pass the information to the organizational process owners who will teach their members the new process using a deployment event.

3.6.5. Deployment Events—Deployment events are held to implement standard work in areas.  Each organization is responsible for the implementation of the standard work that was developed from the Enterprise Events.  This standard work is deployed down to the working level cell/IPT in a structured approach.  The briefing, “How to Lead a Rapid Improvement Deployment Event” can be found on the WR-ALC/XPT Lean Web Site under Training.  Teams walk through the new standard work with explanations of roles, responsibilities, and any other new data.  Groups compare the current process to the new process to see where the gaps are, to ensure the proper process is implemented.  The Change Manager within the organization, along with a consultant, will assist the process owner within that organization to schedule Deployment Events and ensure all affected personnel are part of a team.

3.6.6. Enterprise Events—Enterprise Events go across the Enterprise and include all personnel who are affected by the process.  The Center has chosen “Supply Support to Depot Maintenance” and “Training” as the two Enterprise events to focus on.  The Center is also focused on implementation/deployment of the following processes:  the Purchase Request (PR) Process, the Requirements Determination (D200A/D200C) Process for Materiel Support Division (MSD) items and equipment, and Requests for Personnel Actions (RPA).

3.6.7. Command-wide Events—Command-wide Events are developing as the Air Force Materiel Command (AFMC) sees the need for standardization across all ALCs.  Guidelines for these are still evolving.   As of Mar 04, there are two command-wide events planned:  The “Purchase Request (PR) Process” and “Diminishing Manufacturing Sources and Materiel Shortages.”

3.7.  Strategy Alignment & Deployment/Policy Deployment—Strategy Alignment & Deployment/Policy Deployment is a management process that creates better performance from better alignment of functions and objectives—both horizontally and vertically within an organization. As of 5 March 04, this has only occurred in the Directorate of Maintenance, where it is called “Policy Deployment”.  In the Toyota Production System, this tool is known as hoshin kanri.  It is defined as a strategic decision-making tool for a firm’s executive team which focuses resources on the critical initiatives necessary to accomplish the firm’s objectives.  By using visual matrix diagrams, three to five key objectives are selected.  The selected objectives are translated into specific projects and deployed down to the implementation level in the firm.  This unifies and aligns resources and establishes clearly measurable targets against which progress toward the key objectives is measured on a regular basis.  

The process involves all of the organization and begins with an understanding of the Lean principles and how they have/are fundamentally changing the work environment   Chaired by the leader of the organization, the Strategy Alignment & Deployment/Policy Deployment team consists of everyone who directly works for him or her and has input into the top-level goal for the coming year, with emphasis on achieving breakthrough.  A specific plan, updated annually, is developed with precise goals, actions, measures, and each person’s plan to achieve those top-level goals.  These individual goals are then taken and cascaded down, by each person, to the next level. This continues down through the organization so that there is a clear understanding of the top level goal of the organization and the goals of each area, both in production and support.  As all of the organization understands its relationship to the top goal, it also has buy-in to others’ goals across the organization. 

The team collaboratively agrees on “Stretch” goals that the organization will “sign on” to achieving.   The Strategy Alignment & Deployment/Policy Deployment team allocates targets that fit with the financial model.  It makes structure decisions, making the important and difficult decisions including business focus, executive structure, facility footprint and overhead structure.  It chooses a top-level focus for the organization:  financial results (3 or less) with targets, driver numbers (3 or less) with targets, action themes (3 or less) with deliverables.  The team then deploys and chooses focus (financial results, driver numbers, action themes) for each of their individual areas.  The lower level teams use two-way negotiation to build buy-in.  Monthly progress reviews are established for each team with the following being briefed:  results, accomplishments (last month), lessons learned, future plans (this month), and issues with suggestions.  While currently used only in the MA community, this tool will be deployed within the other ALC organizations.

3.8. Lean Structure within Directorates-- How to Get Things Done:  See Paragraphs 3.5 and 3.6 for how events are conducted and standard work is developed.
3.8.1. Change Agent:  The Change Agent is the person in the organization responsible for making change happen.  The ranking Change Agent delegates authority and responsibility for change to all of the management team within the organization.  The Change Agent is responsible for guiding the organization on the Lean Journey.  He or she is responsible for ensuring cross-Product Directorate standard work is implemented/deployed within the organization.  He or she needs to determine what the communication plan will be across the organization.  He or she is expected to be committed to the Lean Journey, and will continually assess the organization, its commitment to Lean, and its depth of maturity (WR-ALC Spider Diagram/Assessment) in the Lean Process.  Change Agents should participate in at least two events per year.  Change Agents should attend inbriefs, management reviews and summary briefs within their own organizations, and in other organizations or during Enterprise Events, if there is potential for future impact.

3.8.2. The Change Manager & Core Team—The Lean Change Manager and Core Team will be 1-3% of the organization’s population in order to sustain an aggressive Lean Journey.  The Change Manager serves as a facilitator for the Change Agent, and assists the Change Agent in implementing/deploying processes in the organization.   The Change Manager and Core Team facilitate events and participate in events within their organizations, or as requested in Enterprise Events.  The Change Manager and core team need to work with WR-ALC/XPT to schedule training, and receive help, when needed, in event preparation and execution.  The Change Manager must have a direct line to the Change Agent and must be able to communicate the organization’s progress on the Lean Journey.  Change Managers are government personnel, military or civilian, while the core team can be government, contractor personnel or a combination of both.
3.8.3. Process Owner—The process owner uses a Standard Work Event to develop standard work for a process, and then works with Change Managers in organizations to schedule deployment events, where applicable.  There are secondary process owners in organizations, who are responsible for ensuring that the standard work is deployed properly.   Process owners will get assistance from Senseis, WR-ALC/XPT, and the Change Manager when implementing/deploying standard work.
3.9. Recommended Training—There are two types of training associated with Lean.   Training is conducted as part of every event to ensure everyone participating has a minimum level of Lean understanding.  There is also structured training, conducted by outside sources or provided by Robins AFB Education Office (Stover & Associates).  This second form of training should be scheduled through the organization’s training monitor, using the Enterprise Training Management System (ETMS).

3.9.1. For Change Managers: Initially, the Shingo-Prize three day training event, held at various locations is desirable.  Change Managers are encouraged to pursue the Shingo-Prize four week certification course sponsored by University of Utah.  Change Managers should also take advantage of the wide variety of training materials available on the Lean Enterprise web site under “General Information”.  Most valuable for the Change Manager is to learn by doing Events.

3.9.2. For Change Agents:  WR-ALC/XPT will offer the “Principles of Lean”, and “WR-ALC Lean” to all newly assigned senior managers.  These courses (2 hour average) are also available to Change Agents who desire the training—please contact WR-ALC/XPT to schedule.  The three-day Shingo-Prize training event, held at various locations is also very helpful for Change Agents.  

3.9.3. The General Schedule (GS)-07 Target GS-09 Program:  This is a competitive, structured program, currently being used to fill positions within the Directorate of Maintenance. One of the aspects of this program is to allow selected individuals to move from Wage Grade into the General Schedule area.  This is a combination of classroom and on-the-job training which is monitored by DPE and management. 

3.9.4. Core Team Members:  Initially, the Shingo-Prize three day training event, held at various locations is desirable.  Core Team Members should also take advantage of the wide variety of training materials available on the Lean Enterprise web site under “General Information”.  Most valuable for the Core Team Members is to learn by doing Events.

3.10.  Executive Council—Lean Status--The Lean Status Briefing is part of the Executive Council which is composed of the Commander, Vice Commander, Executive Director, Director or Deputy of each organization, and the Installation Commander.  The Council meets every week on Tuesdays at 0800 in the CC Conference Room, unless it is moved at the request of the Command Section.  The Lean Status Briefing is put on the Executive Council agenda every other week.  The Council validates Enterprise-wide processes and prioritizes timetables for VSM/As.  The Council is also required to make decisions dealing with resource allocations such as manpower, facilities, or funding.  . 

The Change Managers’ Board, is the group by which topics are vetted to the Executive Council.  This group meets every other Wednesday at 0800 in the WR-ALC/XPT Conference Room.  The group meets to share lessons learned, express training needs, discuss resource problems, and review briefings and other materials that are to go before the Executive Council.  The Charter of the organization is available at Appendix B.

3.11. Measuring Progress/Success—the Quad Chart--The Quad Chart is a powerful tool, used to quickly show the Executive Council the progress made in developing and deploying a process as a result of Enterprise Lean Events.  The four quads are:  Process Development, Process Deployment, Internal Benefits and Impact to the Warfighter.  A second page is included to outline future requirements in order to deploy the process.  In early phases of Standard Work development, only the Process Development Quad is reported, showing the various dates when events are scheduled.  Once part of the process is ready to be deployed, the process deployment quadrant will show when different organizations will be scheduled for the deployment.  
Each block is color-coded green—completed/fully deployed; yellow—scheduled/in process/on track; or red—not scheduled/behind target.  The Internal Benefits measures internal savings in terms of personnel, money or space.  The Impact on the Warfighter is based on the improvement in availability, affordability, performance, deployability, or survivability.  While there may be no direct impact on the Warfighter, it is critical that the organization understand the indirect impact.  That impact may be as simple as providing parts earlier.  It is critical that the process owner is measuring the correct things to illustrate progress and benefits.  

Quad charts evaluate the effectiveness of process development and deployment in measurable terms that affect the organization.  These along with the WR-ALC Spider Diagram/Assessment, which assesses the Lean maturity and commitment, help describe the degree of cultural change within the organization.  Status of the quad charts is rolled up to Center level and presented to the ALC Commander for an overall assessment.  While the Quad Chart is currently a requirement for reporting Enterprise Events, organizations will be encouraged to use this method as a means of evaluating internal progress.  An example of a Quad chart for an Enterprise Event, current as of 5 March 2004, follows:

.  
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4.  Definitions

Action Plan—A time-phased schedule for executing Events, Projects and Do-Its that will transition a process from the current state to the desired future state, as determined by members of the Lean Event.

Activity Based Costing—A management accounting system that assigns cost to products based on the amount of resources used (including floor space, raw materials, machine hours, and human effort) in order to design, order, or make a product.

American Federation of Government Employees (AFGE)—The certified bargaining agency designated to represent bargaining unit employees.

Assessment—The level of Lean Maturity, one through four, based on plotting the WR-ALC Spider Diagram/Assessment

Baseline Measure—A statistic or numerical value for the current performance level of a process or function.  A baseline needs to be taken before improvement activities are begun to accurately reflect the rate of improvement or new level of attainment of the performance being measured.

Benchmark—A qualitative and/or quantitative performance measure of an activity or activities enacted at one or more enterprises that are considered best in class.  A benchmark helps a company set goals in the strategic or tactical phase of an implementation.  The comparison is usually made between companies competing for the same market shares, but can also be done based on a single similar function even if the enterprises are from different industries and participate in different markets.

Brainstorming—A method of unlocking creativity and generating ideas that is very effective for teams.  In the first step, ideas are offered without the constraints of critical evaluation or judgment.  The idea is to “let go”.  After all ideas have been listened to, no matter how “far-fetched”, the ideas are then critically evaluated to select the best ones.

Burning Platform—A critical reason for conducting change within an organization to gain a competitive edge in providing goods or services to the Warfighter.

Business Case—A written document describing why an organization is planning to implement a process improvement initiative, to include a goal and objectives that are specific and measurable based on cost, performance, or schedule.

Catchball—(As of 5 Mar 04, used exclusively in the Directorate of Maintenance)   Often referred to as hoshin kanri (policy deployment or Lean Integration), this give-and-take activity is performed between different levels of the organization to make sure that critical information on goals and objectives as well as feedback is passed back and forth.  Catchball is actually a discrete phase of the policy management process in which leaders deploy strategies and budgets to managers throughout the organization; and managers confirm that they understand the leadership’s expectations by re-interpreting strategies and budget and feeding back their understanding—often with suggestions for changes—to the leaders.  Catchball ensures that all levels are aligned in direction, strategy, implementation, assessment, measurement, and resources.  An integral art of the business renewal process, it ensures that targets set at a higher level are passed down to the next level to ascertain their feasibility.

Cell—A logical, efficient, and usually physically self-contained arrangement of personnel and equipment to complete a sequence of work.  The cell enables one-piece flow and multi-process handling.  Each cell has a leader who manages the workflow and is responsible for maintaining performance and productivity.

Cell Design—The technique of creating and improving cells to optimize their one-piece flow.  A quality cell design will result in improved space use, higher value-adding ratios, shorter lead times, lower work in-process, and optimal use of employees.
Change Agent—The Change Agent is the person in an organization that can affect change.  This is the person that advises that organization on goals and expectations and holds lower levels of management accountable for accomplishment of those expectations.

Change Manager—The Change Manager is the person designated by the Change Agent to lead the Lean Core Team.  The Lean Core team will be comprised of 1-3% of the organization’s population.

Communication Plan—The strategy a Change Agent will use to convey his or her Lean beliefs and commitment to every level of the organization.  This will be spelled out in each organization’s “Lean Plan”.

Core Team—The full-time personnel within an organization dedicated to Lean operations on a day-to-day basis.  The Core Team is lead by the organization’s Change Manager.

Culture Change—A major shift in attitudes, norms, sentiments, beliefs, values, operating procedures, and behavior of a group or organization.

Customer—Someone for whom a product is made or a service is performed.  There are internal and external customers.  The external customer is the end user of an organization’s product or service.  As each employee performs a service or creates a product (a report or a component) that is received by another employee, he or she is serving the internal customer.  When applied to the supply chain, entire companies become customers of one another.

Current State—Part of the Value Stream Analysis, this depicts the current or ”as is” process—how it actually works in terms of operations, materiel, and information flow.

Divestiture Program—An Air Force Materiel Command Program which provides the ability to do away with an outdated program or policy that no longer provides value to the customer.

Do-It—A desired change to the current state that can be done quickly and easily—usually within days.

Enterprise—All organizations under the control of the WR-ALC Commander (CC).

Event—A desired change to the current state (usually the result of a Value Stream Map, Standard Work, or 6S), that requires a team to accomplish and can be put in place within six to eight weeks.

Event Profile Report—A Power Point report generated from the Lean WR-ALC/XPT Database for use in Lean In-briefings or Event Summaries.

Event Summary—The summary provided to management of what was accomplished during a Lean event.  This will include the Action Plan and seeks approval from management to proceed with the action plan as briefed.

Executive Council—A body chaired by the Commander and composed of the Commander, Vice Commander, Executive Director, Directors or Deputies and the Air Base Wing Commander, which is responsible for the management of the Center.

Firefighting—Using emergency fixes for problems without eliminating the root cause.

Five Whys—Taiichi Ohno’s and Shigeo Shingo’s practice of asking “why” fives times whenever a problem was encountered.  Repeated questioning helps identify the root cause of a problem so that effective countermeasures can be developed and implemented.

Flow—The sequential movement of information or a product through a process.

Flow Time—The amount of time it actually takes a product or information to move through a process, including wait time.

Gap Analysis—An analysis that compares current performance to desired performance so that solutions can be found to reduce the difference (close the gap).
Home Office—The organization responsible for training, organizing and equipping individuals, skilled in particular areas (such as contracting, item managers, or engineers), and providing them to other organizations, so they can productively provide support to the Warfighter.

IDEA—Innovative Development Through Employee Awareness Program—an Air Force-wide program which allows employees to be recognized for process improvements in the workplace.  If there are tangible benefits, employees may receive monetary compensation.  Intangible benefits can also be recognized.

Ideal State—Part of the Value Stream Map that depicts changes to the current state that are desired and could be made if there were no constraints.  Use the “King or Queen for a Day” mentality.

Integrated Product Team (IPT)— A logical, efficient, and usually physically self-contained arrangement of personnel and equipment to complete a sequence of work.  The IIPT enables one-piece flow and multi-process handling.  Each IPT has a leader who manages the workflow and is responsible for maintaining performance and productivity.

Lean Change Managers’ Meeting—A bi-weekly meeting of all Change Managers within the enterprise, to exchange information, and collect data so that, if appropriate, the issue can be elevated to the Executive Council.  

Lean Plan—The organization’s plan to deploy Lean and achieve Lean Maturity Level 3 (commitment and maturity) on the WR-ALC Spider Diagram/Assessment by December 2006.
Level—Refers to the level of Lean commitment and maturity within an organization, rated on a scale of zero to four, based on Initial and Follow-on Assessments within organizations, using the WR-ALC Spider Diagram/Assessment.

Management Review—A report to management of progress made during a Lean Event.  A heading check to ensure that management agrees with the approach taken by the Team, normally done on the evening of the third day of the event.

Manual Cycle Time—The amount of hands-on time it takes to move a product or information through a process.

Materiel Support Division (MSD) Items—MSD items are reparable items which are managed by an ALC and are repaired either organically or contractually.  

Muda—A Japanese noun meaning uselessness, waste, futility, no good, and wasting time and labor.

Non-Value Added—Any activity that takes time, materiel or space, but does not add value to the product or service sold to the customer.
Paradigm—What one expects to see or experience based on practices of the past.  

Phase—Refers to the course of the Lean Journey within the ALC.  Phase I, lasting from one to three years, is accomplished by imposing, pushing, and managing the Lean Process; operating at a tactical level; looking at single activities, often narrow in scope; devoting activity to randomly selected areas; doing high visibility events, relatively easy to accomplish; having activity measures (number of events accomplished each month/percentage of organization’s personnel devoted to core teams); and conducting a Lean Forum.  Phase II, lasting through years four to five, is seen as having an ALC Strategic Focus, is enterprise-based, with broad scope; is structured, based on facts and priorities, follows an Extended/Enterprise Value Stream Map/Analysis (VSM/A) to achieve a future state; is integrated; measures performance or output; and conducts Lean in a business forum or executive council type construct (the Executive Council).  Phase III, which focuses on the evolution of the culture, covers years six to seven, and is marked by having strategic partnerships; having truly Lean Organizations; having high performance work teams; having real time actions with actionable data available at all levels; and having 90% of the organization (ALC) at Lean Maturity Level 4 of the Spider Diagram/Assessment.  

Point of Use—The condition in which all supplies are within arms reach and positioned in the sequence in which they are used to prevent hunting, reaching, lifting, straining, turning or twisting.

Policy Deployment—The process of cascading or communicating a policy from top to middle management, and throughout the rest of the organization through a give-and-take process called catchball. 
PRIDE—The Air Force Materiel Command Vision—Proactive Rapid Integrated Dominant Effects
Pull—A system by which nothing is produced by the upstream supplier until the downstream customer signals a need.

Quad Chart—The Quad Chart is used to display the status of implementing a process, especially the Enterprise Processes.  These charts quickly show the steps required to develop the new process; the schedule and success in deploying the new process; the internal benefits, measured in terms of personnel, dollars or space saved; and the impact on the Warfighter, based on improved availability, affordability, performance, deployability, or survivability.

Red-Tag Campaign—Part of a 6S event, the red-tag campaign places red tags on furniture or items which need repair or should be turned in to Defense Reutilization and Marketing Office (DRMO).  Red tags remain on the items until the appropriate action is taken.  

Return on Investment (ROI)—Organizational improvements which demonstrate savings in personnel, dollars, or physical space.  

Sensei—A personal teacher with a mastery of a body of knowledge.

Shingo Prize—A prize established in 1988 in honor of Shigeo Shingo, as an annual award presented to organizations that achieve superior customer satisfaction and business results related to Lean “excellence”.
Single Piece Flow—The movement of a product or information, upon completion, one at a time through operations without interruptions, backflow or scrap.

Six S—Sort, Straighten, Scrub, Safety, Standardize and Sustain

Spider Diagram/Assessment—The assessment tool used to gauge Lean commitment and maturity within an organization.  The spokes of the diagram measure (Levels zero through four) commitment and maturity by assessing the following:  Leader’s Commitment, the Organization, Value Stream Analysis, Rapid Improvement, Process Control, Strategy Alignment & Deployment/Policy Deployment, 3P Breakthroughs, On-Demand, Defect-Free, Achieving Lot Size of One, Lowest Cost, and Visual Management.

Standard Work—An agreed upon set of work procedures that effectively combine people, materiel, and machines to maintain quality, efficiency, safety, and predictability.  Work is described precisely in terms of cycle time, work in process, sequence, takt time, layout, and the inventory needed to conduct the activity.

Strategic Plan—The process an organization uses to achieve and document long term goals and objectives.

Strategy Alignment & Deployment/Policy Deployment— The process of cascading or communicating a policy from top to middle management, and throughout the rest of the organization through a give-and-take process called catchball.  Known in the Directorate of Maintenance as “policy deployment.”
Takt Time—The available production time divided by the rate of customer demand.  Takt time sets the pace of production to match the rate of customer demand and becomes the heartbeat of any Lean system.
TDY—Temporary Duty—On duty (military or civilian) at other than home station.

Total Productive Maintenance—A set of techniques to ensure every machine in a process is always able to perform its required tasks.

Three P Breakthrough—People, product and process

Value-Added—The parts of the process that add worth to the customer’s product or service. 

Value Stream—The specific activities required to design, order, and provide a specific product or piece of information, from concept to launch, order to delivery into the hands of the customer.  

Value Stream Map—Identification of all the specific activities occurring along a value stream for a product or product family.

Waste—Anything that adds cost or time without adding value.  Generally, waste includes:  injuries, defects, inventory, overproduction, waiting time, motion, transportation, and processing waste.

5.  Role of the Sensei and Consultant—

Sensei—The Sensei is the contracted senior person who guides and leads WR-ALC on its Lean Journey.  Using the concepts of the Toyota Production System, the Sensei will use the WR-ALC Lean Process Improvement Model and will help the Center to further refine and grow the Model to ensure that the WR-ALC Lean goals are achieved.  The Sensei will take the approach of teaching ”Sensei” duties to Change Managers, Lean Core Teams and Change Agents so that over time the need for the contracted Sensei will be greatly minimized or eliminated to ensure that the Center stays on course.

Consultant—Consultants are government or contractor personnel trained in Lean who are available for help in facilitating, training, preparing for, or carrying out an event.  Please contact WR-ALC/XPT for help in any of these areas.  

Scheduling the Sensei/Consultant—Each month, WR-ALC/XPT asks organizations for event candidates for the following months.  Enterprise events have priority.  When there is conflict or insufficient resources, the Executive Council will be briefed.  WR-ALC/XPT will make every effort to keep Senseis/Consultants with the organizations they have historically worked with.  WR-ALC/XPT can provide consultant services on request.

6.  The Lean Enterprise Web Site and the WR-ALC Lean Database—The Lean Enterprise Web Site https://xpt.robins.af.mil/onlinecharts/ is the storage site for Lean  information.  The WR-ALC Lean database is the single place for storage of all information regarding plans for upcoming Lean Events.  It serves as the master schedule for Lean Events.  Projects and Do-its are also be posted and tracked on the WR-ALC Lean Database.  Minimum requirements for the database include goals, objectives, boundaries, and description of the event.  

The WR-ALC Lean database will be able to automatically generate PowerPoint Inbriefs and Event summaries called Event Profile Reports.  The following information fields are included in the database and can be drawn in when creating briefing slides:  Title; Date; Type Event; Change Agent; Change Manager; Process Owner/Management Official; Facilitator; Consultant; Team Lead; Team Co-Lead; Team Members; Business Case (why?); Scope/Focus/Objectives (what); Event Date, Time, and Location; Boundaries; Measurement 1, baseline, and target; Measurement 2, baseline, and target; Measurement 3, baseline, and target; Monuments; Kickoff date, time, and location; Management Review date, time, and location; Event Summary date, time and location; Event task number; and Event agenda.  Other items which will be stored on the database will include the Quad Charts, a calendar meeting invitation from the Lean Database, the Union Representative Letter, letter of commitment from the process owner, the event preparation checklist, any 6S audits, any associated VSM/As, and RIE documentation.

A button on the web site “Lean Events” is used to store information on the outcome of Lean Events, including Visio maps.  The Lean Event (Product Directorate, Enterprise Event, or AFMC event) area should be used to store the following:  Visio maps that come out of the event, inbriefs and outbriefs, the action plan, the Sensei after action report, pictures, and any other applicable data.  

The Lean Enterprise site also has a host of training material, news articles, briefings given to visitors and outside sources, and other material.  A “tour” of the site is also available on line.   A “Lessons Learned” button has been incorporated to consolidate lessons learned from all events.  The Lean site has evolved and changed and will continue to do so.  Requests for changes/enhancements should be forwarded to WR-ALC/XPT.

7. Lessons Learned—

In order to learn from the past and avoid repeating mistakes, “lessons learned” are maintained on the WR-ALC Lean database.  “Lessons Learned” are briefed during the final outbrief and are filed with the event.  A separate “lessons learned” site will be maintained on the WR-ALC Lean database.  Some of the “Lessons Learned” that constantly resonate include:


Culture change is the most challenging.  


Management at all levels must be committed to the Lean Philosophy.  


Don’t take short-cuts—they take more time.  


Communicate a clear “Case for Change” to all stakeholders.


It’s a learn by doing process.  


Measure what you want to improve.


Communicate constantly.


Celebrate and communicate breakthroughs and successes.


Create standard work before moving people together.


The process owner must be involved with the development of standard work.


Talk with the customer to find out what is important.


Provide Lean education for everyone.


Team involvement is critical.


Sustainment is more difficult than the change.


Need early successes to sustain momentum


Consistency and knowledge of expectations throughout the Enterprise are critical.

8. The Road Ahead—By following the roadmap and model mentioned above, e WR-ALC intends to achieve Lean Maturity Level 3. (WR-ALC Spider Diagram/Assessment) by December 2006.  The Executive Council will track progress and will resolve conflicts of resources.  The Center will use a “Sensei” approach in which Lean Core Teams are taught, through courses and by doing, to take on “Sensei” duties so that eventually the contracted Senseis will no longer be required.  The culture will understand that Change is the norm, and through transformation, will understand the need to see and eliminate waste throughout the Center.  When this transformation occurs, the Center will move forward to Level 4.  This model will evolve and change over time to meet the needs of the Center.  WR-ALC/XPT will work with all organizations under the control of the ALC Commander to ensure that the Lean Journey supports the Strategic Goal—to provide war-winning, effects-based capabilities to the Warfighter that are more affordable, available, deployable, survivable, and perform better than expected.  We will use this model to guide us in this effort of cultural change in support of the Warfighter.

Annex A

WR-ALC Spider Diagram/Assessment

Executive Overview

Executive Summary

I. Overview

Assessment is one of the most critical tools in the Lean Journey. It stems from the belief that “what gets measured, gets done.” While it is important to measure progress of both processes and organizations, this summary focuses on the WR-ALC Spider Diagram/Assessment.  The purpose of the Spider Diagram/Assessment is to allow organizations to determine their current level of maturity, and expose gaps between current level capabilities and the characteristics of the next level of maturity.  The assessment is to be used by organizations internally to continuously monitor their progress and identify deficiencies to make performance improvements.  

The purpose of this summary is to provide a quick look at the principles and rationale behind the development and use of the WR-ALC Organization Assessment tool. 

II. Philosophy

The WR-ALC Spider Diagram/Assessment is designed to measure the progress of each organization on its road to achieving World-Class status, which is defined as Level 4.  This assessment measures maturity by assessing the organization’s progress in twelve categories, each critical to Lean maturity. 

The twelve areas are displayed on vectors around a circular display, and the maturity levels of each category are marked, moving from the center (or level 1) outward on the vector. The completed diagram provides a rapid, visual indicator of the total organizational maturity. Its completed look gives rise to the name Spider Diagram/Assessment (Figure 1, below):
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Figure 1

Each area of assessment has been chosen as a key category based on historical data gleaned from organizations that have successfully used the Lean approach to attain World Class status in their operations.  When the data are gathered and each vector is plotted, the result will provide a visual reference of the progress in each category. A symmetrical representation around the center represents the “ideal”, a balanced growth in organizational maturity.

The composite score of the organization will place them between Level 1 (beginning the journey) and Level 4 (a mature, World Class organization.) 

It may also be helpful to refer to a graphic representation of the journey from Level 1 to Level 4. It is also found in the introduction to the Assessment (Figure 2, below):

The organization’s journey begins with the decision to use Lean as the strategy for continuous improvement, making this choice and effectively communicating it positions the organization at the starting point of the journey. Implementing basic principles, educating and training the workforce and beginning Lean activities moves the organization to Level 2.
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Figure 2

Progress from Level 2 to Level 3 is defined as the intense phase, during which many paradigms are broken and new ways of “doing work” are developed. Constant refinement of processes is occurring.

The growth from Level 3 to Level 4 is characterized by significant savings of resources as processes are continually improved, and breakthrough thinking creates entirely new and improved ways to achieve the key outputs of the value stream.

At Level 4, the organization is recognized as World Class, and is fully mature, capable of continuing its Lean Journey of Continuous Improvement using organic resources. At this level, the Culture of the organization has been transformed into a culture of continuous improvement, with a constant striving to “do the work better.”

III. USING THE SPIDER DIAGRAM/ASSESSMENT TOOL

The Spider Diagram/Assessment tool developed for use at the WR-ALC is self-contained, and has within it detailed explanations for each segment of the assessment. Each assessment sheet has three columns. The first states the “Key Actions” characteristic of each level of maturity. The second column has “Details” that are indicators of the attainment of that maturity level. This column is the column that will be used to score the assessment. The third column is a space for the persons conducting the assessment to cite specific examples of the details. On the “briefing” model of the assessment, specific examples have been included of what the assessor would find. These will not be pre-printed on the actual assessment document. 

IV. RECOMMENDATIONS

Senior Leadership in each organization should review the Spider Diagram/ Assessment tool in its entirety, and determine how each specific area of assessment will apply to their organization. They should review the “detail” column and determine specific activity in their organization that will show evidence of maturity in the area being measured. It will be most helpful to use the tool on a regular basis for self-assessments to track the progress of the organization through the tollgates to Level 4.  Periodically, outside consultants will conduct the assessment with Senior Leadership to give a “fresh eyes” view, and one with a focus on the organization as a part of the WR-ALC.
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Charter for the WR-ALC Change

 Managers’ Group

MISSION, GOALS, and BOUNDARIES:  

· Provide the Change Managers with a forum to improve the effectiveness of Lean implementation and deployment at WR-ALC.

· Formulate and elevate to XP for vetting at Executive Council recommended solutions to resolve identified barriers to the Continuous Process Improvement (CPI) process

· Study, discuss, and process solutions to specific enterprise-wide problems and provide input to corporate process improvement strategy

Contribute to the sharing of processes and products across the Enterprise (Everything under the WR-ALC/CC’s Command, Control and Responsibility).”

LEVEL OF AUTHORITY:  The individual representatives from each participating organization should have the authority to speak for their Change Agents, and their respective process improvement program.  Team priorities, recommendations and plans are subject to approval by the group.  WR-ALC/XPT will be vested with sufficient authority by the Executive Council to actively pursue solutions to issues.

CHANGE MANAGERS’ FORUM MAKE-UP: The forum will include a Change Manager from each organization, representatives from WR-ALC/XPT and an AFGE representative.  Other attendees may include:  subject matter expert (SME) for presentations or discussions, facilitator/time keeper, as required.

CHANGE MANAGERS’ MEETING RULES:  The team will meet on a bi-weekly basis unless preempted, or if chair or group decides additional meetings are necessary.  Meeting will be held from 0800 – 0930 hrs, every other Wednesday, in Bldg 1506, Century of Flight Hangar, WR-ALC/XPT conference room unless otherwise stated.  Rules of conduct are as follows:

· No Quorum – no meeting (Quorum of 15 CMs is required)

· Agenda items to be briefed will be staffed and submitted in advance. Attendees may also bring items up under new business, and after discussion, they will be placed in parking lot or added to action item list

· Discussion items requiring action will be assigned to OPR(s), OCR(s) to work off-line and report on at a future meeting.

· Chair will identify off-line agenda items and place in “parking lot”  

· These items will be considered during the discussion portion of the agenda, if time allows, or the chair will request that the proposing member staff and submit the item for the next meeting.

· Start on time – end on time

· Stay focused

RESPONSIBILITES:

· WR-ALC/XPT will:

· Chair the meeting 

· Have discretion to use facilitator

· Send out agenda item NLT noon the day prior to the meeting 

· Record the minutes and send out to the members within five working days 

· Send out changes to the meeting location and time

· Maintain a current listing of members’ names, e-mails addresses, and telephone numbers

· Ensure progress toward established Lean goals are being maintained as outlined in the WR ALC Lean Plan

· Change Managers will:

-
Submit new business agenda items to WR-ALC/XPT NLT two working days prior to the scheduled meetings

-
Attend standing meetings or send designated representative

-
Participate in the discussion and decision-making process

 -
Identify process improvement bottlenecks, constraints, problems, etc. to WR-ALC/XPT for resolution

GUIDELINES AND METHODS:  The Change Managers will establish parameters and general guidelines as well as assumptions and constraints for specific tasks.  The team will stipulate via minutes the responsibilities, scope, actions and schedule of the tasks.  Depending on the task, individual team members or a group of team members may be assigned to sub-committees formed by WR-ALC/XPT, to work on resolutions for various projects for the team’s review, discussion and modification

DELIVERABLES:

· Action items

· Information/communication

-
Best practices

-
Lessons Learned

-
Cross feed

-
Minutes

· Recommendations/Solutions

-
Identify barriers to Lean deployment

-
Evaluate and recommend Enterprise-wide processes for improvement and deployment 

-
Elevate issues/recommendations for Executive Council thru XP

-
Track maturity of Lean progress across the Enterprise

-
Develop and maintain deployment plan for WR-ALC

MEASURES OF SUCCESS:

· Meeting follows agenda

· Meeting ends on time

· Feedback from the customer(s)

· Timely close out of action items

· Timely removal of barriers that effect bottom line goals and the goals of the Executive Council

· Agreement on issues for the Executive Council

· Cross-flow of information promotes greater standardization of processes across the Enterprise and helps speed the maturation of the Lean efforts in all areas




Strategy Alignment & Deployment/Policy Deployment








� James P. Womack and Daniel T. Jones, Lean Thinking  (New York:  Free Press, A Division of Simon & Schuster, Inc. 1996, 2003)
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