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Introduction. 

 
Welcome back to our online training course.   
 
This training module is “Lean Practitioner Step 1 - Part 2.” 
  
This training module is part of our “10 steps to become a Lean Enterprise” Lean 
Practitioner in Manufacturing online course series. It has been designed to demonstrate 
the most effective implementation sequence to help an organization become a Lean 
Enterprise.  
  
Let’s continue the Lean journey! 
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Upon completion of this course, you should be able to:

• Describe the 3 elements of manufacturing work.

• Describe the 3 elements of office work

• Describe a traditional process improvement.

• Describe a lean process improvement

• Describe the LCO LEAN Model

• Complete a Lean exercise

 

Course Objectives 

 
As you work through the Lean Certification Online training modules, you will see a 
screen with an outline of the course objectives. These objectives are the steps a learner 
needs to fully understand and be able to apply to achieve the overall training goal for 
each course.  
 
Here are the course objectives for the Lean Practitioner Step 1 - Part 2. We continue to 
share the necessary information so anyone can gain a better understanding of what it 
takes to become a Lean Enterprise. 
 
Upon completion of this course, you will be able to: 
 

• Describe the 3 elements of manufacturing work. 

• Describe the 3 elements of office work. 

• Describe a traditional process improvement. 

• Describe a lean process improvement. 

• Describe the LCO LEAN Model 

• Complete a Lean exercise. 
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Elements of Manufacturing Work 

 
Now that you’ve learned about the eight wastes, let’s look at the elements of work 
involved in performing a typical manufacturing activity. 
 
Any work activity can be divided into three separate elements: 
 

1. Waste. 
2. Auxiliary work. 
3. Actual work. 

 
Using a spot welding operation as an example, we could clearly observe the three 
elements throughout the process.   
 

1. An operator walking to the spot welding device would be defined as waste or a 
non-value added activity because it does not change the product in any way.  
Therefore, from a customer’s perspective there is no added value and they would 
not want to pay for it. This is an opportunity for improvement, where a team could 
look at the process and find a way to eliminate or reduce the waste. 

 
2. An operator grabbing the spot welding device and stepping towards the product 

and aligning it into position, ready to make the weld would be identified as 
auxiliary work.   It would be defined as waste or a non-value added activity 
because it does not change the product in any way. Therefore, from a customer’s 



Level 2 - Lean Practitioner in Manufacturing Workbook Step 1 - Part 2 

6 

Copyright 2011 Radical Transformation LLC                 www.leancertificationonline.com Rev 0 

 

perspective there is no added value and they would not be willing to pay for it. 
However, it is necessary to perform this task to be able to complete the value 
added part of the operation. It must continue to be done this way until an 
improved method can be found to eliminate it. 
 

3. An operator clamping the spot welding device onto the product and making the 
weld would be identified as actual work. It would be defined as a value added 
activity because it is transforming the product to meet the customer’s 
requirements. Therefore, from a customer’s perspective there is added value and 
they would be willing to pay for it. 
 

As we demonstrated the elements of work, we wanted to show how a customer would 
perceive them if they had access to the same information. However, most customers 
are not aware of what they are actually paying for when they purchase a product. All 
they can do to determine a products value is to see how well it performs when they use 
it. If it performs well and meets their expectations, this will increase the customer’s 
satisfaction.   
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Elements of Office Work. 

 
As with the spot welding example on the previous screen, it is possible to apply the 
same process to identify the three elements of work in an office environment. 
 
Any work activity can be divided into three separate elements: 
 

1. Waste. 
2. Auxiliary work. 
3. Actual work. 

  
The example on this screen is demonstrating sending a fax.   
 

1. Walking to the fax machine would be defined as waste or a non-value added 
activity. Why? It does not transform the document in any way. 

 
2. Placing the document into the fax machine and aligning it would be defined as 

auxiliary work. It is waste or a non-value added activity but necessary to 
complete the operation until an improved method can eliminate it. Again, it does 
not transform the document in any way. 

 
3. Dialing the phone number and pressing the send button would be defined as 

actual work or a value added activity. It transforms the document to meet a 
customer’s requirements.  
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What is a Traditional Process Improvement? 

 
Now let’s take a look at how a traditional organization improves its processes. We’ll use 
the example of a typical non-lean organization that has done no process improvement.  
To begin with, it’s important to understand the ratio of non-value added versus value-
added activities.  A standard ratio used for non-lean organizations is 95% non-value 
added activity versus 5% value added activity. This ratio usually astounds most people. 
However, I can tell you from my own experience that it is true.  I have often seen 
organizations that had a ratio of value added activities at less than 1%.  Why is this? 
 
The reason a traditional business has a low value added percentage is because it is not 
seeing all the non-value added activities or waste.  They are only looking at the value 
added activities, and this is where they focus their efforts to increase productivity.  
 
The animation on the screen, demonstrates a traditional organization only focusing on 
the 5% or value-added activities. If they improve the value added element by 25%, the 
overall effect is a 1.25% reduction in the total lead time. The non-value added element, 
which represents 95% of lead time, does not change. Not much of an improvement for 
the amount of effort required to achieve this. 
 
What usually happens in a traditional non-lean business is they improve productivity by 
pushing their employees to work harder, not by showing them how to work smarter. This 
type of approach causes more frustration and their employees and production systems 
become completely overwhelmed.  
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What is a Lean Process Improvement? 

 
Just to recap what was said on the previous screen, the standard ratio used for a typical 
non-lean organizations is 95% non-value added activities versus 5% value added 
activities.   
 
When an organization starts to implement Lean principles, they begin to focus their 
resources on process improvement, and they become very aware of the ratio of non-
value added versus value added activities.  They focus all their efforts on the 
identification and elimination of the waste to increase value for the customer.     
 
In the animation on the screen we demonstrate what happens when the company 
focuses their resources on the 95% of non-value added activities or waste. If they 
eliminate some of the waste to improve the process by 25%, the overall effect is a 
23.75% reduction on the total lead time. This is a significant improvement overall which 
required less effort than the traditional improvement. Why is this? It is because 
everyone is working together as a team and focused on the same goal, which is to 
identify and eliminate waste.   
 
As the organization consistently goes through the continuous cycle of identifying and 
eliminating waste, it will see further reductions in lead time. This simple animation 
demonstrates how continuous process improvement using Lean tools and techniques 
can dramatically reduce process lead time, which in turn will reduce costs and increase 
profits. The overall effect is an improvement in value for the customer.   
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Lean Certification Online LEAN Model 

 

In Level 1 – Lean Awareness, I explained how Lean Certification Online (LCO) 

developed their  model, which is an acronym for Learn, Evaluate, Amend and LEAN

Normalize. The purpose of this model is to allow anyone to understand how Lean 
principles are connected and structured to work together. In this training module I will 

reiterate the  model and then share more detailed information. LEAN

 
1. Learn – Observe and Record: The first activity in the LEAN model is to observe a 

process so you can learn what happens and when it happens. In the Toyota 
Production System, the saying "Genchi Gembutsu" is used, this loosely translates into 
"Go to where the activity is happening and see it with your own eyes". To fully 
understand any process, it is necessary to go the “Gemba” (or place of work) to 
observe it in action. While there you observe, then document and record what is 
actually happening in sequential order. 
 

2. Evaluate – Measure and Analyze: The second activity in the LEAN model is to 
evaluate a process. After observing and recording the activities, you will have a better 
understanding of how the overall process is operating. Next it’s important to try to 
measure the performance of the process.  The development and implementation of a 
data collection plan is important to measure how the process is performing during 
observation. Next, it will be necessary to collect data over a defined period of time to 
be able to track and trend the performance of the process. Once all the relevant 
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process data has been collected it’s time to analyze the data to identify the root 
cause(s) of any waste. 

   
3. Amend – Change and Improve: The third activity in the LEAN model is to amend a 

process. During the Evaluate phase you collected and analyzed process data to 
identify the root cause(s) of waste. During the Amend phase you work on developing a 
solution to change and improve the process to eliminate or reduce the impact of the 
root cause(s) of waste. 

  
4. Normalize - Standardize and Control: The fourth activity in the LEAN model is to 

normalize a process. During the Amend phase, the process was changed and 
improved. During the Normalize phase it’s important to make the improved process 
the standard methodology (or best practice) and implement a procedure to control and 
sustain it over the long term.  

  



Level 2 - Lean Practitioner in Manufacturing Workbook Step 1 - Part 2 

12 

Copyright 2011 Radical Transformation LLC                 www.leancertificationonline.com Rev 0 

 

Screen 9 

Lean Practitioner in Manufacturing Step 1 - Part 2

9©2011 Radical Transformation LLC – All rights reserved

Learn - Observe & Record
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L is for Learn in the LEAN Model 

Learn – Observe and Record: During the Learn phase the CPI team members will 
need to go and “Observe” a process and “Record” what they see is happening.  
In this situation, the use of the word “Observe” means “Go see for yourself and 
understand what is happening”. Lean principles encourage a period of direct 
observation for any process.  
 
The purpose for observing the process as it is happening is to identify and define all the 
activities involved in a single cycle of an operation. Observing an operation over several 
cycles will give better feedback and a deeper understanding of any specific activities, 
which may be occurring on an intermittent basis. 
 
In this situation, “Record” means “To make a permanent record of what was happening 
during observation”. The act of creating a record of what was observed can be a written 
account of the activities, a video or an audio (or voice) recording. Any of these methods 
would be acceptable for capturing the data. 
 
The reason for walking to the place where the operation is occurring and documenting 
the observed activities is to Learn how the operation is actually working in real-time. 
Too often a team will sit in a training or conference room and try to re-create a process 
from memory and document it on paper.  Sounds perfectly ok, right! Why is this not the 
best way to learn about a process? 
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Human beings often have problems differentiating between reality and perception. Here 
are four interpretations of these differences: 
 
1. A person will tell you how it is supposed to be happening  (the perfect scenario). 

2. A person will tell you how they believe it is happening   (the ideal scenario). 

3. A person will tell you how they think it is happening  (the established scenario).  

4. Then, there is what is actually happening in real-time  (the true scenario).  

 
The only good way to capture a true account of what is really happening in the 
workplace is to ‘go see’ the process with your own eyes.  This is “Genchi Gembutsu.” 
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Evaluate - Measure & Analyze

It’s important to determine how the process 
performed during observation and to compare the 
findings with results over a specific period of time.

A popular set of metrics used to determine 
performance are called “QDC” (Quality, Cost and 
Delivery)

 

E is for Evaluate in the LEAN Model 

Evaluate – Measure and Analyze: During the Evaluate phase, the CPI team members 
will go take measurements of a process that has been or is being observed. The reason 
for undertaking these measurement activities is to develop a baseline for process 
performance metrics.  The measuring process can be completed using a real-time data 
collection procedure during the observation phase, and/or by collecting historical data 
showing the process performance over a specific time period e.g. 6 months, 1 year, etc. 
 
Measurement criteria could be based on several different data points such as process 
cycle time (velocity), number of products completed per hour (throughput), first pass 
yield (quality), etc. There are no limits to the number of data points that can be tracked. 
However, the overall focus must be to use the right type of data that can help a team to 
uncover systemic problems that are the cause of waste. Collecting data without using it 
to identify and eliminate waste from a process is just a waste of time and energy in 
itself.  
 
The performance baseline data will be used during the Analyze phase to help identify 
the root causes of any waste observed during the Learn procedure. Once the baseline 
data has been completed and validated, it will be accepted as a standard data set. All 
future data will be compared against the standard to track and trend the process 
performance over a given time period. A comparison between the standard baseline and 
any revised process data will reveal if the process experienced any improvement or not. 
A popular set of metrics used to measure performance is called “QCD” (Quality, Cost 
and Delivery). 
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Amend - Change & Improve

How are you going to change and improve a 
process?

Implement solutions to eliminate the root causes 
of waste identified during the Evaluate phase. 

 

A is for Amend in the LEAN Model 

Amend – Change and Improve: During the Amend phase the CPI team members will 
strive to use the root cause analysis data generated during the Evaluate phase to 
identify any process changes that are required to eliminate the root causes of waste.  
 
In this situation, the words “Change and Improve” mean “to transform elements of a 
process to add value”. The CPI team identified and defined the root causes of waste 
during the Analyze phase. Now, the CPI team must identify which specific elements of 
a process must be transformed or changed to improve it. 
 
The team will discuss several ideas and try to find the best solution to remove the 
problem. Once a solution has been identified, this will allow the CPI team members to 
design an improved process which will eliminate the root causes of any waste identified 
during the Evaluate phase.  
 
At this point in the LEAN procedure, the process improvements are still very much 
conceptual in nature, even though they has been developed using the analysis of real-
time process data. The next stage is to implement the improved process and to 
determine if it will deliver the expected results.   
 
The CPI team members will cycle back through the LEAN model and repeat the Learn, 
Evaluate and Amend procedures to determine if the improved process is actually 
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working as the team intended and meeting “QCD” (Quality, Cost and Delivery) 
expectations.  
 
The new process will be monitored and data will be collected to give feedback to the 
CPI team members.  The outcome will be a new data set which can be compared with 
the standard baseline data to determine if the process was improved as a result of 
implementing the changes. 
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Normalize - Standardize & Control

It’s important to establish a successful improvement as 
a “best practice” and standardize it. 

To ensure the long-term sustainment of a standardized 
method, it’s important to establish a control procedure.

A quality performance metric with a lower limit set at 
97% is a good example of a control procedure.

 

N is for Normalize in the LEAN Model 

Normalize - Standardize and Control: During the Normalize phase the CPI team 
members will develop a standard protocol or procedure that will clearly define the best 
practice for a process after an improvement has been implemented (during the Amend 
phase). A new process will need a control procedure to ensure the improvement is 
sustained over the long term. The best method to do this is to ‘standardize’ the process. 

The definition of Standardize (from Webster’s dictionary) is: “To compare with or 
conform to a standard”. Once it has been proven to work successfully, a process 
improvement will become the established standard methodology (or best practice). 
From this point on, everyone will be trained to follow the standardized procedure when 
performing this task.  
 
A standardized method helps employees to maintain a level of consistency because 
everyone is performing their tasks in the same manner. Consistency leads to 
improvements in Quality, Cost and Delivery (QCD) metrics. 
 
In this situation, the meaning of the word “Control” is: “to keep the standardized method 
within an acceptable range of performance.” What is an acceptable range of 
performance? 
 
An acceptable range of performance is when an operation is producing items within one 
or more defined parameters. If a process goes outside of these pre-defined parameters, 
the process would be “out of control”.  
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A good example is when a company defines their acceptable parameter for a 
performance metric such as Quality to be between 97.0% or above. If the Quality 
performance metric drops below 97% it will be a red flag for the management team and 
compel them to do some problem solving to identify the root cause. 
 
What happens if a company discovers that their Quality performance metric is 
consistently higher than the 97% lower limit, say 98.5%?  
 
First, they validate the data to ensure it is correct. Next, they need to understand it is 
showing that their manufacturing processes are improving and generating a higher 
quality product. They should increase their acceptable lower limit to say 98% and 
continue to increase it as it improves. This applies what is called “creative tension” on 
the manufacturing system to keep everyone focused on identifying and eliminating 
waste to increase value for the customer.   



Level 2 - Lean Practitioner in Manufacturing Workbook Step 1 - Part 2 

19 

Copyright 2011 Radical Transformation LLC                 www.leancertificationonline.com Rev 0 

 

Screen 13 

Lean Practitioner in Manufacturing Step 1 - Part 2

13©2011 Radical Transformation LLC – All rights reserved

I would like you to get involved in a practical exercise.  Here 
are the instructions.

This exercise is called “Conducting a Lean Assessment:”

1. Obtain a copy of the 10 Step Lean Assessment form.

2. Read the instructions carefully about how to perform the Lean 

Assessment.

3. Identify a work area and conduct the assessment.

The purpose of this exercise is to give you some practical 
experience of observing and assessing processes in real 
time.

 

Lean Exercise. 

 
I would like you to get involved in a practical exercise.  Here are the instructions.  
 
This exercise is called “Conducting a Lean Assessment.” To participate in the exercise 
you will need to do the following: 
 

1. Obtain a copy of the 10 Step Lean Assessment form. It can be downloaded from 

your online course materials or you can use the copy in your course workbook. 

2. Read the instructions carefully about how to perform the Lean Assessment.  

3. Identify a work area and conduct the assessment.  

 
Watch the support video: “How to use the 10 Step Lean Assessment form.” 
 
The purpose of this exercise is to give you some practical experience of observing and 
assessing processes in real time.  What you see will help to determine a company’s 
operational strengths and weaknesses. These are qualified and quantified using 
standard criteria for the application of lean principles.  
 
It’s important to remember this training exercise is designed to help you apply your 
knowledge and learn, so try to have fun with it. 
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� Congratulations, you have completed this presentation, 
which is  Step 1 - Part 2 of your Level 2 – Lean Practitioner 
online course materials.

� Please go to Step 1 - Part 3 of your Level 2 – Lean 
Practitioner online course materials. 

 

End of this Presentation. 
 
Congratulations, you have now completed this presentation, which is Step 1 - Part 2 of 
your Level 2 – Lean Practitioner online course materials.   
 
Please go to Step 1 - Part 3 of your Level 2 – Lean Practitioner online course materials.  
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10 Step Lean Assessment Instructions 

 

1. Read the Lean Assessment form. Make sure you understand the terminology used for 

each technique and the scoring process. 

2. Print a copy of the form in the 'Printable Assessment' tab. 

3. Walk around your facility and determine the score for each of the sections. Enter a 

number from 0 and 5 based on the criteria in each row. 

4. When scoring, if you’re not sure if it’s a 3 or 4, always enter the lower number into the 

score column. Do not score less than a whole number, e.g. 3.5 or 2.25 are not 

acceptable. Whole numbers i.e. 0, 1, 2, 3, 4 or 5 are acceptable numbers. 

5. On completion of entering the scores, calculate the total score and percentage at the 

bottom right of the form. 

6. Compare the percentage to the rating % and class to determine the current level of 

Lean Manufacturing techniques used in your company. 

7. This assessment helps to determine the current state on the work area or facility in 

comparison to the standard criteria.   
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Company:

Date: Name: 

Category 5 4 3 2 1 0 Score

Step 1 - Strategy Deployment

1.1 Strategy Deployment:

Leadership has developed a Strategic 

Plan and is using it to align Continuous 

Process Improvement projects with 

business goals and objectives.

100% of CPI 

projects are 

aligned with 

goals and 

objectives.

75% of CPI 

projects are 

aligned with 

goals and 

objectives.

50% of CPI 

projects are 

aligned with 

goals and 

objectives.

25% of CPI 

projects are 

aligned with 

goals and 

objectives.

10% of CPI 

projects are 

aligned with 

goals and 

objectives.

None of CPI 

projects are 

aligned with 

goals and 

objectives.

1.2 Vision Statement:

Leadership has developed a Vision 

Statement. All employees are aware of 

it.

100% of all 

employees are 

aware of the 

company vision 

statement.

75% of all 

employees are 

aware of the 

company vision 

statement.

50% of all 

employees are 

aware of the 

company vision 

statement.

25% of all 

employees are 

aware of the 

company vision 

statement.

10% of all 

employees are 

aware of the 

company vision 

statement.

None of the 

employees are 

aware of the 

company vision 

statement.

1.3 Mission Statement:

Leadership has developed a Mission 

Statement. All employees are aware of 

it.

100% of all 

employees are 

aware of the 

company 

mission 

statement.

75% of all 

employees are 

aware of the 

company 

mission 

statement.

50% of all 

employees are 

aware of the 

company 

mission 

statement.

25% of all 

employees are 

aware of the 

company 

mission 

statement.

10% of all 

employees are 

aware of the 

company 

mission 

statement.

None of the 

employees are 

aware of the 

company 

mission 

statement.

1.4 QCD Metrics:

Organization is collecting and analyzing 

Quality, Cost and Delivery (QCD) and/or 

has developed Key Performance 

Indicators (KPI's)

100% of 

operations 

collect QCD or 

KPI data.

75% of 

operations 

collect QCD or 

KPI data.

50% of 

operations 

collect QCD or 

KPI data.

25% of 

operations 

collect QCD or 

KPI data.

10% of 

operations 

collect QCD or 

KPI data.

None of 

operations 

collect QCD or 

KPI data.

1.5 CPI Steering Committee:

Organization has a designated body with 

managers and employees as members 

who are responsible for oversight of 

Continuous Process Improvement 

projects 

100% of CPI 

projects are in 

the oversight of 

a Steering 

Committee.

75% of CPI 

projects are in 

the oversight of 

a Steering 

Committee.

50% of CPI 

projects are in 

the oversight of 

a Steering 

Committee.

25% of CPI 

projects are in 

the oversight of 

a Steering 

Committee.

10% of CPI 

projects are in 

the oversight of 

a Steering 

Committee.

None of CPI 

projects are in 

the oversight of 

a Steering 

Committee.

Step 2 - Value Stream Mapping

2.1 Value Stream:

All employees have received training and 

understands the concept of a "Value 

Stream". 

100% of all 

employees are 

trained and 

understand the 

"Value Stream."

75% of all 

employees are 

trained and 

understand the 

"Value Stream."

50% of all 

employees are 

trained and 

understand the 

"Value Stream."

25% of all 

employees are 

trained and 

understand the 

"Value Stream."

10% of all 

employees are 

trained and 

understand the 

"Value Stream."

None of all 

employees are 

trained or 

understand the 

"Value Stream."

2.2 Value Stream Management:

The "Value Stream" data is used to 

identify, and define improvement 

projects which will deliver the fastest 

results. 

100% of all 

improvement 

projects are 

identified by 

using "Value 

Stream" data

75% of all 

improvement 

projects are 

identified by 

using "Value 

Stream" data

50% of all 

improvement 

projects are 

identified by 

using "Value 

Stream" data

25% of all 

improvement 

projects are 

identified by 

using "Value 

Stream" data

10% of all 

improvement 

projects are 

identified by 

using "Value 

Stream" data

None of 

improvement 

projects are 

identified by 

using "Value 

Stream" data

Step 3 - Workplace Organization

3.1 5S Education:

All employees have received 5S training.

100% of 

employees 

received 5S 

training.

75% of 

employees 

received 5S 

training.

50% of 

employees 

received 5S 

training.

25% of 

employees 

received 5S 

training.

10% of 

employees 

received 5S 

training.

None of 

employees 

received 5S 

training.

3.2 5S Program:

There is objective evidence that all 

employees are involved in a 5S program.

100% of 

employees are 

involved in 5S 

program.

75% of 

employees are 

involved in 5S 

program.

50% of 

employees are 

involved in 5S 

program.

25% of 

employees are 

involved in 5S 

program.

10% of 

employees are 

involved in 5S 

program.

None of 

employees are 

involved in 5S 

program. 

3.3 5S - Cleaning Schedule:

All work areas of the facility have a 

cleaning schedule on display showing 

who is responsible for doing what and 

how to clean area equipment, floor, etc.

100% of work 

areas have 

cleaning 

schedule on 

display.

75% of work 

areas have 

cleaning 

schedule on 

display.

50% of work 

areas have 

cleaning 

schedule on 

display.

25% of work 

areas have 

cleaning 

schedule on 

display.

10% of work 

areas have 

cleaning 

schedule on 

display.

None of work 

areas have 

cleaning 

schedule on 

display.
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3.4 5S Information:

All work areas in the facility has 5S 

information and audit metrics displayed 

showing the impact of the 5S on 

eliminating waste.

100% of area 

have 5S 

information 

displayed.

75% of area have 

5S information 

displayed.

50% of area have 

5S information 

displayed.

25% of area have 

5S information 

displayed.

10% of area have 

5S information 

displayed.

None of the 

areas have 5S 

information 

displayed.

3.5 Visual Management:

Visual Controls are evident throughout 

the facility. There is a clear use of signs, 

labels, pictures, location indicators, etc. 

to relay process information to all 

employees.

100% of process 

communication 

is achieved using 

"Visual 

Controls."

75% of process 

communication 

is achieved using 

"Visual 

Controls."

50% of process 

communication 

is achieved using 

"Visual 

Controls."

25% of process 

communication 

is achieved using 

"Visual 

Controls."

10% of process 

communication 

is achieved using 

"Visual 

Controls."

None of process 

communication 

is achieved using 

"Visual 

Controls."

Step 4 - Improve Process Flow
4.1 Flow - Continuous Flow

Operations are connected to allow 

continuous flow of materials and 

information through the process. 

100% of 

operations are 

connected to 

give a 

continuous flow

75% of 

operations are 

connected to 

give a 

continuous flow

50% of 

operations are 

connected to 

give a 

continuous flow

25% of 

operations are 

connected to 

give a 

continuous flow

10% of 

operations are 

connected to 

give a 

continuous flow

None of 

operations are 

connected to 

give a 

continuous flow

4.2  Flow- Process Problems:

Organization uses Continuous Flow to 

identify process problems such as 

bottlenecks, quality issues as they occur. 

100% of process 

problems are 

identified as 

they occur using 

continuous flow.

75% of process 

problems are 

identified as 

they occur using 

continuous flow.

50% of process 

problems are 

identified as 

they occur using 

continuous flow.

25% of process 

problems are 

identified as 

they occur using 

continuous flow.

10% of process 

problems are 

identified as 

they occur using 

continuous flow.

None of process 

problems are 

identified as 

they occur using 

continuous flow.

4.3  Flow - Idle/Waiting Time:

Organization recognizes use of 

Continuous Flow to eliminate idle or 

waiting time. 

100% of idle or 

waiting time is 

eliminated using 

continuous flow.

75% of idle or 

waiting time is 

eliminated using 

continuous flow.

50% of idle or 

waiting time is 

eliminated using 

continuous flow.

25% of idle or 

waiting time is 

eliminated using 

continuous flow.

10% of idle or 

waiting time is 

eliminated using 

continuous flow.

None of idle or 

waiting time is 

eliminated using 

continuous flow.

4.4 Point of Use

Materials/parts are delivered and located 

at the work station by a water spider (or 

material handler).

100% of material 

replenishment 

done by a water 

spider.

75% of material 

replenishment 

done by a water 

spider.

50% of material 

replenishment 

done by a water 

spider.

25% of material 

replenishment 

done by a water 

spider.

10% of material 

replenishment 

done by a water 

spider.

None of material 

replenishment 

done by a water 

spider.

Step 5 - Reduce Changeover Times
5.1 Changeover Metrics:

Changeover times are recorded and 

analyzed to determine best changeover 

practices.

100% of 

changeover 

times are 

recorded.

75% of 

changeover 

times are 

recorded.

50% of 

changeover 

times are 

recorded.

25% of 

changeover 

times are 

recorded.

10% of 

changeover 

times are 

recorded.

None of 

changeover 

times are 

recorded.

5.2 SMED:

Using SMED to eliminate or reduce 

changeover times gives flexibility to 

meet fluctuating customer demand.

100% of 

processes use 

SMED to reduce 

or eliminate set-

up time.

75% of processes 

use SMED to 

reduce or 

eliminate set-up 

time.

50% of processes 

use SMED to 

reduce or 

eliminate set-up 

time.

25% of processes 

use SMED to 

reduce or 

eliminate set-up 

time.

10% of processes 

use SMED to 

reduce or 

eliminate set-up 

time.

None of 

processes use 

SMED to reduce 

or eliminate set-

up time.

5.3 Machine Uptime:

What percentage of available time is the 

machine (or operation) actually working.

100% of the time 

machine or 

operation is 

working.

75% of the time 

machine or 

operation is 

working.

50% of the time 

machine or 

operation is 

working.

25% of the time 

machine or 

operation is 

working.

10% of the time 

machine or 

operation is 

working.

We do not 

collect data on 

machine uptime.

5.4 Overall Equipment Effectiveness 

(OEE):

Recording and tracking machine 

Performance, Availability and Quality to 

determine the Overall Effectiveness of 

the Equipment.

100% of 

equipment 

operators are 

recording OEE 

data. 

75% of 

equipment 

operators are 

recording OEE 

data. 

50% of 

equipment 

operators are 

recording OEE 

data. 

25% of 

equipment 

operators are 

recording OEE 

data. 

10% of 

equipment 

operators are 

recording OEE 

data. 

None of 

equipment 

operators are 

recording OEE 

data. 
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Step 6 - Implement a Pull System
6.1 Replenish by Consumption:

Materials or finished goods 

replenishment is initiated by customer 

consuming products.

100% of 

material 

replenishment is 

initiated by 

customer 

consumption

75% of material 

replenishment is 

initiated by 

customer 

consumption

50% of material 

replenishment is 

initiated by 

customer 

consumption

25% of material 

replenishment is 

initiated by 

customer 

consumption

10% of material 

replenishment is 

initiated by 

customer 

consumption

None of 

material 

replenishment is 

initiated by 

customer 

consumption

6.2 Inventory & WIP:

Kanban is used to define, organize and 

control inventory/WIP levels..

100% of 

inventory and 

WIP is 

controlled by 

Kanban.

75% of inventory 

and WIP is 

controlled by 

Kanban.

50% of inventory 

and WIP is 

controlled by 

Kanban.

25% of inventory 

and WIP is 

controlled by 

Kanban.

10% of inventory 

and WIP is 

controlled by 

Kanban.

Kanban is not 

used to control 

WIP & inventory

Step 7- Balance the Workload
7.1 Takt Time:

Takt time is calculated using the 

available time divided by the customer 

demand. It purpose is to align 

production with sales. 

100% of 

products are 

produced at 

Takt

75% of products 

are produced at 

Takt

50% of products 

are produced at 

Takt

25% of products 

are produced at 

Takt

10% of products 

are produced at 

Takt

No products are 

produced at 

Takt

7.2 Cycle Time vs. Takt

Organization has balanced the workload 

at each operation using Cycle Time vs. 

Takt analysis to improve process flow.

100% of 

manufacturing 

or service 

operations have 

balanced 

workload.

75% of 

manufacturing 

or service 

operations have 

balanced 

workload.

50% of 

manufacturing 

or service 

operations have 

balanced 

workload.

25% of 

manufacturing 

or service 

operations have 

balanced 

workload.

10% of 

manufacturing 

or service 

operations have 

balanced 

workload.

None of 

manufacturing 

or service 

operations have 

balanced 

workload.

7.3 Cross Functional Training:

Job training crosses over normal 

departmental or functional levels. 

Employee can train to do multiple jobs 

within all acceptable skill level 

requirements.

100% of you’re 

employees are 

cross 

functionally 

trained and able 

to perform 

multiple jobs

75% of you’re 

employees are 

cross 

functionally 

trained and able 

to perform 

multiple jobs

50% of you’re 

employees are 

cross 

functionally 

trained and able 

to perform 

multiple jobs

25% of you’re 

employees are 

cross 

functionally 

trained and able 

to perform 

multiple jobs

10% of you’re 

employees are 

cross 

functionally 

trained and able 

to perform 

multiple jobs

None of you’re 

employees are 

cross 

functionally 

trained and able 

to perform 

multiple jobs

7.4 Load Leveling (Heijunka):

Organization is using production 

smoothing (heijunka) to level scheduled 

workload.

100% of 

scheduled 

demand is 

leveled using 

production 

smoothing

75% of 

scheduled 

demand is 

leveled using 

production 

smoothing

50% of 

scheduled 

demand is 

leveled using 

production 

smoothing

25% of 

scheduled 

demand is 

leveled using 

production 

smoothing

10% of  

scheduled 

demand is 

leveled using 

production 

smoothing

None of 

scheduled 

demand is 

leveled using 

production 

smoothing

Step 8 - Develop Standard Work
8.1 Standard Work Document:

Process or work method is clearly 

documented and displayed at the 

workplace. It captures the best practices 

to allow consistency and repeatability.

100% of 

operations have 

standard work 

or process 

control 

documents.

75% of 

operations have 

standard work 

or process 

control 

documents.

50% of 

operations have 

standard work 

or process 

control 

documents.

25% of 

operations have 

standard work 

or process 

control 

documents..

10% of 

operations have 

standard work 

or process 

control 

documents..

None of 

operations have 

standard work 

or process 

control 

documents..

8.2 Standard Work Layout:

Each workplace has a standard work 

layout sheet displayed showing the 

material flow, equipment location and 

distance traveled by the employee.

100% of 

operations have 

standard work 

layout sheet 

displayed.

75% of 

operations have 

standard work 

layout sheet 

displayed.

50% of 

operations have 

standard work 

layout sheet 

displayed.

25% of 

operations have 

standard work 

layout sheet 

displayed.

10% of 

operations have 

standard work 

layout sheet 

displayed.

None of 

operations have 

standard work 

layout sheet 

displayed.
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8.3 Standard Work Combination:

Each workplace has a standard work 

combination sheet displayed, which 

graphically defines all the activities 

involved in the operation and the time 

for each element.

100% of 

operations have 

standard work 

combination 

sheets 

displayed.

75% of 

operations have 

standard work 

combination 

sheets 

displayed.

50% of 

operations have 

standard work 

combination 

sheets 

displayed.

25% of 

operations have 

standard work 

combination 

sheets 

displayed.

10% of 

operations have 

standard work 

combination 

sheets 

displayed.

None of 

operations have 

standard work 

combination 

sheets 

displayed.

Category 5 4 3 2 1 0 Score

Step 9 - Continuous Process Improvement (CPI)
9.1 Lean Knowledge:

Employees have received training on 

lean manufacturing principles.

100% of all 

employees have 

received lean 

training

75% of all 

employees have 

received lean 

training

50% of all 

employees have 

received lean 

training

25% of all 

employees have 

received lean 

training

10% of all 

employees have 

received lean 

training

None of the 

employees have 

received lean 

training.

9.2 Kaizen Events:

The organization is using a cross 

functional team to define, measure and 

analyze process data to determine root 

cause. The team develops solutions to 

eliminate the root cause and improves 

the process.

100% of all 

continuous 

improvement 

projects are 

completed using 

a cross 

functional 

team.

75% of all 

continuous 

improvement 

projects are 

completed using 

a cross 

functional 

team.

50% of all 

continuous 

improvement 

projects are 

completed using 

a cross 

functional 

team.

25% of all 

continuous 

improvement 

projects are 

completed using 

a cross 

functional 

team.

10% of all 

continuous 

improvement 

projects are 

completed using 

a cross 

functional 

team.

None of the 

continuous 

improvement 

projects are 

completed using 

a cross 

functional 

team.

9.3 Poke Yoke/Mistake Proofing:

A technique used to enforce the correct 

use of tooling, equipment or fixtures to 

avoid lost production  or defects.

100% of 

operations are 

error proof

75% of 

operations are 

error proof

50% of 

operations are 

error proof

25% of 

operations are 

error proof

10% of 

operations are 

error proof

No error 

proofing system 

is being used.

Step 10 - Extend Lean into your Supply Chain

10.1 Suppliers:

Organization is working with vendors to 

schedule deliveries based on 

Takt/customer demand .

100% of vendors 

are scheduled 

to make 

deliveries based 

on 

Takt/customer 

demand.

75% of vendors 

are scheduled 

to make 

deliveries based 

on 

Takt/customer 

demand.

50% of vendors 

are scheduled 

to make 

deliveries based 

on 

Takt/customer 

demand.

25% of vendors 

are scheduled 

to make 

deliveries based 

on 

Takt/customer 

demand.

10% of vendors 

are scheduled 

to make 

deliveries based 

on 

Takt/customer 

demand.

None of vendors 

are scheduled 

to make 

deliveries based 

on 

Takt/customer 

demand.
10.2 Customers:

Organization is delivering finished good 

to their customers based on Takt.

100% of 

deliveries to 

customers are 

based on Takt.

75% of 

deliveries to 

customers are 

based on Takt.

50% of 

deliveries to 

customers are 

based on Takt.

25% of 

deliveries to 

customers are 

based on Takt.

10% of 

deliveries to 

customers are 

based on Takt.

None of 

deliveries to 

customers are 

based on Takt.

Total Score

Rating %

 


