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Are you an Innovator or Early Adopter?

June 23, 2017 - 16 Likes * 2 Comments

Are you the sort of person who wants to create rapid measurable results and solve
real problems?

All real progress has been made by innovators with a few early adopters that form the nu-
cleus of the small teams that begin to create the substantial change we see in leading innov-
ative organizations.

Today's generation tends to think of people like Steve Job at Apple (the 2nd time), Ed Catmull and John
Lasseter at Pixar, or George Lucas and Steven Spielberg at Lucas Films, or Elon Musk with Tesla and
SpaceX.

We may remember people like Taiichi Ohno, the father of the Toyota Production System (lean).

My parents remember people like 'Kelly' Johnson and the Skunk Works (created the P-38 and the U2 spy
plane).

My grandparents remembered people like Henry Ford (Model T) and Thomas Edison (light-bulb, record
player, movies).

We tend to remember the lead catalyst, but forget it was a team effort that created the success stories.

... no simple list of 10 tools or rules will let you replicate their success...

If Only Thinking...
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Are you satisfied with the results of your quality, lean or six sigma programs? Do the results stick? Do they
last beyond a few weeks or months? If the surveys are correct, there is a major disconnect between 'looking
lean' or having an active six sigma program with measurable results that translate to the bottom line in
terms of cost, quality and delivery.

Our organizations may look cleaner, more organized, more politically correct with our 'respect for
people'... yet our systems still struggle to deliver our products and services without delays, without defects
and at a price that a customer considers a reasonable value for what they received.

Despite all the quality, lean and 6-sigma training that has been done, we don't seem to be able to address
problems in an effective way to create lasting solutions.

What would happen if you created an environment where experimentation and prob-
lem solving thrived?

Some examples below:

Light bulb manufacturer - 1 week



For the first example, let me share with you my experience with a compact florescent light bulb manufac-
turer. The pilot project selected was for the bulb that is made up of 3 U shaped glass tubes that are heated,
bent, coated, then joined before final assembly. There are about a dozen machines the tubes must pass
through before becoming a light bulb. Each team was assigned a section of the line to investigate.

At the end of day two the teams summarized their findings of the problems each segment and identified
which problem solved would have the biggest impact. Overall, cracking and breaking of the glass tube was
the largest contributor to losses. At first they said they were not that concerned, because they always recy-
cled the glass (they ran the tube making facility as well). However, when they began to look at the defect
as a disruption to flow, which translated into lost production, their opinions changed.

Day three was spent observing all of the locations that cracked or broke the tubes. Ideas were proposed,
experiments to test their ideas were developed and a to-do list was handed off to the second shift. On day
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four, they confirmed that most of the experiments had worked and the breakage had dropped 70%... the

equivalent of an extra hour of production each day!

Motorcycle Plant - 1 Week

Tail light assembly breaking
— New model (18 months old)

Scrapping about $5,000 per month after rework
Had been a QC project for about 6 months

— Lots of process data, no actions
Light assembly not capable to tolerances
— Supplier working to drawing that did not include assembled tolerances
Mounting bracket process not capable
— Faulted supplier of subassembly that was welded to frame
» Issue with fixture holding subassembly at frame welding
Third issue discovered in side panel assembly
— Locating tab irregular
» Fixture in robotic welding operation not holding tab tight in place during welding
Maintenance repaired problem fixtures
Engineering and Supplier met the next day at the assembly line to see the
problems
— Temporary sorting was developed
— Assembly process modified
Rework reduced from average of 130 per day to 4 with temporary measures

Chain Manufacturing Plant - 2 weeks




* Qil on floor near stamping press

— Experiment to wipe oil from strip leaving stamping press
* 30 minutes cleaning time per shift reduced to 5 minutes
* Deployed at all presses
* Machine changeover — deep draw stamping

— Experiment with shims to eliminate adjustments
* 8 hour changeover to less than 5 minutes

* Mixing of components — found in assembly
— Experiment to reduce mixing at critical step
* 50% improvement. Taking steps to further reduce
* Low machine OEE on bottleneck process

— Found major contributor was absenteeism and supervisor
unaware of critical role in plant output

* Developed plan to staff bottleneck operation even with absences
(operators now aware of critical need to keep this process running)

Large Iron Casting operation (5-ton part) - 2 weeks

* Casting porosity — can be detected only after
final machining

— Engineering claimed solution could only be
determined if they could a special modeling
software to identify cause.

* Go see, observe, get facts...

— Critical placing of “chillers” in the mold was highly irregular
» JBS developed
» Operators trained
* Porosity failures reduced about 80%

Automotive Component Manufacturer - 2 weeks




Oil pump assembly

— Parts machined, assembled and tested

— Demand 500 per day

* Current production is 280-350 per day (working 3 shifts — they work
weekends and still can’t keep up)

« Manufacturing Engineering solution - $300,000 machining center

ordered

— Fact finding:
» Current machine sometimes idle

Supplier problems and internal receiving

Improved supplier communication — supplier to inspect critical
areas where defects were found after machining

Internal inspection process modified to remove delays
Fixture defects repaired to eliminate scrap caused by fixture
Transfer process to assembly in smaller batches

Modified testing sequence to increase capacity

» Results: 500 per day achieved on two shifts, no weekend overtime

These were not 'kaizen events', but practice sessions to develop team problem solving skills. The teams

consisted of team leaders, supervisors and managers. All of these facilities had active lean and 6-sigma

programs. On the surface, they 'look lean' and track all the KPI's you would expect to see, however the

teams managed to find and resolve issues that had plagued them for so long, they had been accepted as

part of the process.

It's not rocket science, they start with getting the facts.




Problem Solving Methods

TRIZ

6-Sigma
(Statistical Methods)

Lean

(Principles of Flow)

Theory of Constraints
(Systems Thinking)

Common Sense

(Applied after you have the facts)

Sequence of use: start at the bottom and work your way up.

. /~ Y o .1 ) . o
Strive for 3 solution 3s simple 3s possible, but no simpler. ~ Einstein

The team selects a problem that they think will make a difference...



Heat Map
Process Name: _Gravity Die Casting — casting defects Date
Sand Core Metal qravﬂ’.u
Preparation Treatment Dig casting
Sand Core Filter Metal casting De-Coring
Checke Preneat Placing
Sand Sand Sand
Core Core Core
The Heat Map is to help you focus on finding the source of the problem. You start at & high level with about five functions +- 2 (if you are listing more than 7, you are probably starting with 100 much detail). Select the function
that is the most problematic and define its functions. Three layers are on this sample form, but this can be done with sticky notes or on 3 white board to as many levels as needed
In this example they were having about 30% casting defects. At the top level, there were three major functions. The Gravity Die Casting function was chosen as the most likely source of the problems. The Gravity Die Casting
had seven functions and the Sand Core Placing was chosen as the most probable source of the casting defects. The Sand Core Placing had three functions and the local experts selected two of them as probable contributors to
the pi lem. A Job B was P for training operators on the two functions selected,

They follow a structured process through the first three layers of the pyramid... and resolve more than 80%
of their problems as they practice their problem solving skills. The more they practice, the faster they are
with creating the structure and stability in the production system. 6-sigma is best used on improving pro-
cesses that already have 4-sigma capability.

The secret is deliberate practice of the skills with the help of a coach:

STOP 1 - GET THE FACTS
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REFEATED USE OF CONTINUOUS IMPROVEMENT CYCLE LEADS TO DESIRED RESULTS

Do you want to be one of the innovators or early adopters that create the changes that become the
new norms?

The traditional consulting model is one of billing thousands $$$ per day while the client is watching the
billing clock and worrying about ROI results. It is nearly impossible to get results like those posted above if
you are watching the clock or have a budget constraint.

I The traditional consulting model is broken... the barriers are time and money...

The consultant's trap:

"If you ask for the price that you are worth, then they can’t afford it. If you sell yourself below value,
then they won’t value you." - Christoph Roser

How | want to change the model:

After 40+ years working in industry around the world, I'm retiring from the traditional consulting for-
mat to focus on helping people first... where the focus will be on developing skills as they learn by_doing
and create results.

I am aware that the minimum coaching contact time to create skills to level where they are mastered, takes
about 10 weeks. This is too disruptive for the smaller companies, so I have settled on a two week coaching
program.

The current outline of the program starts with an introduction to the skills that we will use and the objec-
tive of creating flow. The company group will consist of people from leadership positions (team leader, su-
pervisor, or manager). I will start with the overview of lean and TWI skills, then divide the people into
three teams of about 5 (+-2). My objective is to create a large user base that would be capable of coaching
others on what they learn. For international locations, there should be at least 1-2 people on the team that
speak English (enough to understand me). The members of the team must commit to 2 hours of coaching
each day and at least 2 hours of additional time to work on projects as part of the Learning by Doing work-
shop. To create sustainability, it is recommended that one person from these teams, or someone that is a
trainer be designated to learn the coordinator skills (coaching and follow-up).

(For 300-500+ employee companies, the team targets should be should be in the million $ range on an
annual basis. Teams should target 50% change, but orders of magnitude improvement in the cost/quali-

ty/delivery are possible.)

Interested enough to apply? Contact Mark Warren (mark.tesla2@gmail.com)
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Sign in to leave your comment

Franck Vermet === 5mo
Manufacturing Excellence Leader

Mark, | am surprised to see you primarily mention quality related breakthrough improvements. | remember hiring
you when | had the luxury of having a $$$ consultant in the oilfield equipment manufacturing business in 2011: our
Big Hairy Aggressive Goal was to multiply the capacity of the bottleneck department (inspection) by a factor of 5 in
one month. You were the coach, | was the innovator and we made it!

That is the business side, but the biggest hit was to have developed improvement junkies, so addicted to daily ex-
periments, that even |, as the manager, had a hard time catching up with them. By simplifying people's life we im-
proved performance.
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Mark Warren 5mo
Experienced Manufacturing Professional...

Franck, Thanks for posting another example.

The biggest reward for me was the 'ah-ha' moments when the people began to realize that they could solve
the problems themselves and improve their own satisfaction with what they could accomplish. The growth of
personal confidence was contagious across the team.

One event on particular sticks out in my memory. When | arrived at 8 am one morning, the team had bor-
rowed a forklift, removed all the equipment, reorganized the layout from the day before, and were back at
work. Even with the time spend changing the layout, they exceeded the goals for the day.

Like Reply
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