AIDT CONTINUOUS IMPROVEMENT TEAM

INSTRUCTOR GUIDE

LESSON TITLE:  CONTINUOUS IMPROVEMENT OVERVIEW

METHOD:  Lecture, Guided Discussion

SPECIFIC LEARNING OUTCOMES:

· Understand that Continuous Improvement is all about reducing waste.

· Understand that Continuous Improvement is a cyclical process.

· Understand the benefits of Continuous Improvement.

· Understand the importance of stability to the CI process.

· Understand the C.I. Workshop timeline.

PURPOSE:  The purpose of this module is to introduce associates to the basic concept of Continuous Improvement and its benefits.  The students will also be introduced to the topic of process stability, which is critical to the success of Continuous Improvement.  Finally, the student will get a quick glimpse of the week’s schedule.
INSTRUCTIONAL AIDS:  Powerpoint slide
HANDOUTS:  CI Overview booklet
METHOD OF EVALUATION:  Demonstration / Performance

INSTRUCTIONAL REFERENCES:

STRATEGY:

Concepts will be introduced in a lecture format, along with plenty of Q&A interaction about the current condition of the customer site as viewed by associates.

SAFETY:  Students must wear the PPE outlined by their plant management.

LESSON PLAN

(COMPUTER SLIDE 1, Lesson Title)

ATTENTION:  The concept behind this module is for you to understand Continuous Improvement and apply your understanding to reduce waste in manufacturing processes.

STATE:  Welcome to the Continuous Improvement Workshop.

(COMPUTER SLIDE 2, THE CI FOCUS: CYCLE OF CONTINUOUS IMPROVEMENT)

STATE:  Let’s begin by looking at a very simple concept that will help us understand this entire discussion.

STATE:  The Cycle of Continuous Improvement is a continuous loop that never ends.

STATE:  Once you standardize the process, you expose problems which can then be solved.  The solutions lead to the implementation of New Methods, which in turn become the new standardized process.

STATE:  This never-ending process is what allows us to create a world-class operation.

(COMPUTER SLIDE 3, CI BENEFITS)
MOTIVATION: Continuous Improvement is an integral part of successful manufacturing in today’s competitive environment.

It can help your company in several ways:

· Reduce waste

· Increase Efficiency

· Improve Quality

· Reduce Cost

STATE:  So you can see, Continuous Improvement is important, but what exactly IS Continuous Improvement anyway?

(COMPUTER SLIDE 4, DEFINITION)

STATE:  Continuous Improvement (“CI”) is systematically identifying and eliminating waste, as quickly as possible, and at the lowest possible cost.

STATE:  The key point is that you get rid of waste in each process along the production line.  We’ll define all the different kinds of waste in just a few minutes, but for now just understand that the whole point behind the CI process is getting rid of waste.

STATE:  Of course, you want to do it quickly and you want to do it at the lowest possible cost.  If you can make some improvements over the course of just a few days, you will start to see benefits quickly.  And, if you can make the changes inexpensively, you stay competitive.

STATE:  The secret to making all this work is that you create a culture among employees that encourages participation in the CI process.  When everyone is watching for ways to remove waste, it is easier to spot opportunities.

TRANSITION:  Now that we have discussed briefly what CI is, let’s talk about what it can do for us.

(COMPUTER SLIDE 5,  PART 1: THE OUTCOME OF CONTINUOUS IMPROVEMENT)

STATE:  When we perform the Continuous Improvement process it improves a lot of things around here.

STATE:  Here are some of the main improvements you’ll begin to see:  (go over bullet list).  Now we’ll talk about each of these in more detail.

(COMPUTER SLIDE 6, IMPROVED QUALITY AT THE PROCESS)

STATE:  (read the slide) “Continuous Improvement enforces working in-station, to standard operating procedures, as a key factor in achieving quality at the process.  During workshops, opportunities for simple quality confirmations are identified.  Participants learn to always consider the impact to quality when making changes to the process.”

STATE:  Let’s look at the first statement again, because it is important.  It tells us about a very important thing that needs to happen if we are going to improve our quality.  

LOQ:  Can anyone tell me what it is?

INSTRUCTOR NOTE:  Try to guide the students toward recognizing that working in-station is important.  Many companies allow employees to work out-of-station in order to get ahead.  This masks waste, as we will see later.

FUQ:  Have there been times when you have worked ahead, leaving your designated station?

STATE:  Now we will examine the second statement.  (Read second statement again) “During workshops, opportunities for simple quality confirmations are identified.”

STATE:  During this workshop, we will work together to try to spot some simple ways to check for quality work right there in the workstation, instead of relying on someone else down the line to find it.  Since there is never enough time to do everything we want (including checking every single piece for every possible defect), we will need to all work together to come up with some pretty creative ways to check for defects.  Think out of the box.

(COMPUTER SLIDE 7, ELIMINATE BOTTLENECKS)

STATE:  Bottleneck processes are individual processes or tasks that take more time than other processes and slow production.

STATE:  Continuous Improvement workshops focus on waste reduction and work rebalancing to eliminate bottlenecks.

STATE:  Work rebalancing refers to redistributing (“rebalancing”) some tasks within one process to some other process.

LOQ:  Has your station ever been a “bottleneck?”

FUQ:  Have you ever worked at a station that is near a bottleneck (either ahead or behind)?

(COMPUTER SLIDE 8, VISUAL MANAGEMENT)

STATE:  Being able to quickly identify and respond to abnormal conditions is critical to managing a manufacturing environment. 

STATE:  Simple visual things like signs on the wall or lines on the floor lets you see right away when something is wrong or is located in the wrong place.

STATE:  These are called Visual Management Tools, and they increase awareness and response and allow everyone to quickly return to stable conditions.

STATE:  This topic will be covered in more detail in another lesson when we talk about the 5S process, as well as during the full learning module on Visual Management.

(COMPUTER SLIDE 9, REDUCE FLUCTUATION)

STATE:  Fluctuation means that there is variability in your process time.

STATE:  In other words, sometimes it may take a minute to do a job, other times it may take only 30 seconds.  Sometimes a process takes more time than normal or uses more material than usual.  When this happens it means that people might have to scramble to get things done, or they might have to move around supplies at the last minute.

STATE:  When a process has a lot of fluctuation, it is hard to manage.  It is becomes difficult to determine the number of people, supplies, or tools needed.

STATE:  Reducing fluctuation stabilizes the process.  By identifying and reducing fluctuation, we make things flow more smoothly. 

LOQ:  What are some things in your process that causes fluctuation?

FUQ:  How would you correct that situation?

FUQ:  Is that the only way it could be corrected?  (Make sure student focuses on processes, not people).

STATE:  Here are the benefits we gain:

It reduces overall production time (we get more items out the door in the same shift).

It increases visual management (we can actually see that there are no piles of wasted materials lying around).

And finally, it allows for better allocation of resources (materials are where they need to be until needed and not sitting around in the wrong place).

(COMPUTER SLIDE 10, INCREASED KNOWLEDGE)

STATE:  Another outcome of Continuous Improvement is increased knowledge.  You know more about your company and how things work.  You also get better at using the tools, which will help you in the future.

STATE:  Here are the seven main tools you will work with.  Think of them as tools in a toolbox.  Each one is useful in it’s own way and for solving different problems.

STATE:  You will learn how to use each of these in this course.

(COMPUTER SLIDE 11, REDUCED COSTS)

STATE:  Reducing the cost of producing an item means that you get more profit out of each item.  This makes the company more competitive and brings in more profit.

STATE:  In the past, companies added the desired profit on top of the cost in order to arrive at the selling price.  This method doesn’t work in markets where competition is fierce.

STATE:  Competition forces companies to lower their selling price or lose the sale to a competitor.  In order to gain the profit they need to stay in business, prosper, and provide jobs, companies must find ways to lower the cost of production.  That’s where you come in.

STATE:  You are vitally important in helping implement Continuous Improvement so that costs can be lowered.

(COMPUTER SLIDE 12, INCREASED EFFICIENCY INTRODUCTION)

STATE:  Finally, the last outcome of Continuous Improvement that we will examine will be Increased Efficiency.

STATE:  Increasing efficiency means doing more with the same resources, or doing the same thing with fewer resources.

STATE:  We gain that efficiency through looking at the process instead of just the end result, through time measurement, and through speaking with data.

STATE:  Let’s look at each of these topics quickly.

(COMPUTER SLIDE 13, PROCESS VS. RESULTS)

STATE:  Let’s look at an important point: The difference between looking at the Process versus looking at Results.

STATE:  If you want to improve results, do not focus solely on results.  Instead, Focus on the process.

STATE:  Results are historical.  You cannot change the past.

STATE:  The process is what is going on RIGHT NOW.  It can be changed.  When it is changed, it might alter the results for the better.  And, if the new process works, the results will show the positive change from now on.

STATE:  In contrast, if you look only at results from the past, you might be tempted to make short-term fixes that will not stand the test of time or will burn out people or machines.  Any gains will be short-lived.

(COMPUTER SLIDE 14, TIME MEASUREMENT)

STATE:  Production processes are completely focused on TIME.

STATE:  Takt Time (Pronounced “tact”) is based on the German word which refers to the beat of music.  It can also refer to the baton of an orchestra leader.  When used in regards to lean manufacturing, it refers to the desired time between units of product output.

STATE:  Takt time helps production designers stabilize the system.  This prevents buildup of inventory which can cause starts and stops.  Also, designers can balance tasks between all the workstations on the line. (Reference:  www.strategosinc.com)

STATE:  Cycle time is the total time from the beginning to the end of your process, as defined by you and your customer. Cycle time includes process time, during which a unit is acted upon to bring it closer to an output, and delay time, during which a unit of work is spent waiting to take the next action.  (Reference: www.isixsigma.com)

INSTRUCTOR NOTE:  (You might want to discuss hours per vehicle here).

(COMPUTER SLIDE 15, SPEAK WITH DATA)

STATE:  When we work through a C.I. project, everything revolves around the data.

STATE:  Don’t assume things.  You’re going to be surprised at how much longer or shorter some processes take once you actually time them.  You have to actually go to the place and see it with your own eyes, as well as actually measure it.

STATE:  Only after measuring can you begin to analyze the data.

STATE:  With good data and good analysis in hand, you are ready to begin making decisions using that data.

STATE:  You take action based on the data, then follow up by checking the results using more data.

(COMPUTER SLIDE 16, PART 2: FOCUS ON STABILITY)

STATE:  Part 2 of this lesson focuses on Stability.

STATE:  When we talk about stability in this class, we are referring to the need to stabilize everything before we can really get down to work.  We can’t move forward if everyone is doing things differently from shift to shift.  Even if things aren’t perfect right now, we still need to try to get everything to happen the same way each cycle so that we have somewhere to begin and a starting point with which to measure our progress.

STATE:  Let’s begin by looking at one of our greatest tools, standardization.

(COMPUTER SLIDE 17, STANDARDIZATION)

STATE:  Standardized work is critical.  You can’t have Continuous Improvement without it.

STATE:  When you standardize a process, you are doing it by the best, easiest, and safest way that you know.

STATE:  It is a basis for training because you now have a standard system that can be taught to others.

STATE:  It is also able to be studied for root cause analysis.

STATE:  By standardizing processes, consistent results are produced in Safety, Quality, and Efficiency.  It’s one thing to make a process safe for a few hours; it’s far better to standardize it so it is safe from now on.  The same goes for quality and efficiency.

STATE:  Standardizing a process also allows for better documentation.

(COMPUTER SLIDE 18, SAFETY)

STATE:  A safe work environment is one of the cornerstones of a successful business.

STATE:  Continuous Improvement supports the idea that no change should ever be made to a process that has a negative impact on safety!

STATE:  As new suggestions are being made during Continuous Improvement, everyone needs to keep safety in mind.  Small changes meant to help with quality or efficiency can introduce new dangers.

(COMPUTER SLIDE 19, QUALITY)

STATE:  There are quality standards and expectations demanded of any manufacturing product.

STATE:  Changes to the process should never decrease the quality of the product provided to the customer.

(COMPUTER SLIDE 20, ERGONOMICS)

STATE:  The ergonomic impact of work should always be examined to see if improvements can be made.

STATE:  Part presentation that places heavy or awkward parts within proper ergonomic levels can decrease waste of motion or fatigue.

STATE:  Any changes to tools or processes should be analyzed with a critical eye towards any impact on ergonomics.

(COMPUTER SLIDE 21, LEAN)

STATE:  Lean Manufacturing is a system of production that emphasizes the elimination of “fat” or waste during the production process.

STATE:  Those 7 forms of waste are:  overproduction, inventory, unnecessary motion, transportation, waiting, overprocessing, and defects/repair/rework.

STATE:  These 7 forms of waste will be discussed in more detail in another lesson.  For now, just remember that as you make suggestions for continuous improvement of a process, always keep an eye out for changes that will create new waste.

(COMPUTER SLIDE 22, 5S)

STATE:  5S improves organization, visual management, and standardization.  The 5S status of an area is assessed in the first CI workshop to help identify potential problems and 5S should be maintained as improvements are made.

STATE:  “5S” is a handy way to remember 5 action words.  These words, taken one at a time, will walk you through cleaning up and organizing a production area.

STATE:  The “5S” words shown here are an “Americanization” of 5 Japanese words that mean the same thing.

STATE:  We will study this concept in greater detail in another lesson.

(COMPUTER SLIDE 23, PART III: THE CI WORKSHOP)

(COMPUTER SLIDE 24, THE CI WORKSHOP: INTRODUCTION)

STATE:  So, what exactly IS a CI team?  Why does it exist?  Why is it here?

STATE:  A CI Workshop is, first of all, an activity or event designed to identify and implement improvements in a designated area.

STATE:  It is also a standard method for process owners, supervisors, and engineers to focus and learn about waste elimination methods and procedures.

STATE:  It is an organized group of Team Members who identify and eliminate production wastes through Continuous Improvement activities.

STATE:  Finally, it is also a method for training groups of team members on the Continuous Improvement process.

(COMPUTER SLIDE 25: CI WORKSHOP TEAM ROLES)

STATE:  The CI team is a group of motivated people with complementary skills and knowledge who are committed to a common purpose, set of performance goals, and approach for which they hold themselves mutually accountable.

STATE:  Here are the roles for the participants.  Notice that the Team Leader is also a student.  He or she will organize and orchestrate, but will also be learning.  The Team Leader does not have to be experienced in CI; he or she just needs a willingness to set an example of leadership.

STATE:  The Facilitator or Advisor not only provide the training and knowledge, but will also keep the team focused on the correct priorities.  The facilitator works to make sure the team is eventually self-reliant.

(COMPUTER SLIDE 26:  DAY 1)

STATE:  On day 1 of the workshop, the team will take a look at the current condition of the work area.  They will identify opportunities for improvement, then begin developing some ideas to improve the area.  Of course, they will rely on numbers and observed data to make final decisions about what to direction to follow.

STATE:  Some things to keep in mind:

STATE:   The group will focus on one cell or work area.  Doing more than that will make it hard to do a good job of gathering detailed data.   Also, ideally, each one of the team members will be focusing on no more than 1 or 2 processes.

STATE:  Next the group will conduct elemental time and cycle time studies.

STATE:  The team will try to identify waste in the station.

STATE:  Finally, the team will develop a strategy and target to reduce waste and eliminate bottlenecks.
(COMPUTER SLIDE 27:  DAY 2)

STATE:  On the second day of the workshop we will simulate the ideas that we generated earlier.  This means that we will set up temporary measures to simulate how things would work if our ideas were fully implemented.

STATE:  It is important to do the following:

STATE:  First, ensure that the ideas are viable before spending the time to implement the process changes.

STATE:  Next, talk several of the actual operators at the workstation and get their ideas and opinions about the proposed simulated changes.

STATE:  Finally, put the simulated changes into motion and get the buy-in and approval of all operators on all shifts.

(COMPUTER SLIDE 28:  DAY 3)

STATE:  Day 3 is where the fun really begins.  The team will begin to actually implement the changes that show the most promise.

STATE:  Team members should be available on line while changes are being made to help answer questions.

STATE:  Any required change documentation and/or approvals should be completed according to company policy.

STATE:  Any required process training should be conducted prior to change implementation.

(COMPUTER SLIDE 29:  DAY 4)

STATE:  On day four, the team will see if their efforts have yielded any positive results.

STATE:  They will conduct a new time study to validate reductions in cycle times.

STATE:  They will refine changes if necessary.

STATE:  They will document the changes.

STATE:  Finally, they will prepare a new line balance.

(COMPUTER SLIDE 30, DAY 5)

STATE:  On day five, the team will stand before company management and any other interested parties and do a short presentation about what happened during the week and the improvements that were made.

STATE:  Keep it simple!  Materials should be hand written and displayed on flipcharts.

STATE:  The charts should display both before and after data.

STATE:  Each participant should cover a portion of the presentation.

STATE:  The presentation should follow a simple 5-7 page format.

(COMPUTER SLIDE 31, CI WORKSHOP PRESENTATION FORMAT)

STATE:  At the end of the workshop, the results will be presented to all interested parties.  Here is a breakdown of the sections of the presentation:

STATE:  Section One is just a welcome and a summary of the workshop topic.  Team members are listed, then company associates and other participants are thanked for their willingness to help the team.

STATE:  Section Two is a report about the initial condition of the area when the team began it’s work.  It is important to clearly state how things were at the beginning so you can eventually show the progress.

STATE:  Section Three is where you identify the waste that was taking place, as well as the opportunities for improvement.

STATE:  Section Four is where you tell about the improvements that were made.

STATE:  Section Five provides the results in statistical data, using before and after numbers.

STATE:  Section Six identifies items that still need to be completed.  Sometimes there are things that will have to be done at a later date, or parts that need to be ordered and are not available during the week of the workshop.  This section identifies those items, as well as the person responsible for completing them.

STATE:  Section Seven wraps up the presentation by looking forward to the next items that will be performed by the team or by someone at the company to ensure full completion of the continuous improvement recommendations.

(COMPUTER SLIDE 32, ACHIEVING RESULTS (BALANCE TABLE)

STATE:  This slide shows a before/after Balance Table from a previous workshop.  It is a good example for you to follow in constructing your own Balance Table for your presentation.

STATE:  Not that both tables are simple, clean, and easy to understand.  One is “before”, the other is “after”.

STATE:  The results show the following:

STATE:  The Max Cycle Time in the cell was reduced from 48 seconds to 42 seconds.

STATE:  The Total Cell Time in the cell was reduced from 259 seconds to 221 seconds.

STATE:  The Manpower was reduced by 1 operator per shift.

STATE:  The Utilization in the cell was increased from 77.1% to 88.4%.

(COMPUTER SLIDE 33, MOVING FORWARD)

STATE:  Finally, we need to look beyond the project as it exists this week.  We need to see what kind of direction we will follow in the coming weeks and months.

STATE:  First, more employees will be trained in Continuous Improvement using teams just like this one.

STATE:  Second, build a Continuous Improvement Team that will carry the knowledge forward.

STATE:  Third, spread Continuous Improvement to other production lines or other areas of the plant.

STATE:  Finally, build a culture of Continuous Improvement within your organization.

(COMPUTER SLIDE 34, KEYS TO SUCCESS)

STATE:  On the next few slides you will see some of the important keys to success.  These are mindsets that will help you stay on course.

STATE:  Create a sense of urgency.  You’ve got a lot of data to gather and analyze, and the week will go by fast.

STATE:  Have a vision and communicate it continuously.

STATE:  Focus on Key process drivers.

STATE:  Remove all obstacles to achieve the vision.  Lack of resources or people will sometimes hamper your efforts during the week.  Find creative ways around the problems and look for alternative ways to get what you need.

STATE:   Create short-term victories.  Little victories will bring the team satisfaction and provide for fun along the way.  Break the job up into little segments and enjoy the feeling of satisfaction in completing each one.

STATE:  Don’t declare victory too soon.  Sometimes you can spot the solution quickly; other times, not.  The point is to continue gathering data and let the data lead you to the solution.

(COMPUTER SLIDE 35, PROBLEMS ARE OPPORTUNITIES)

STATE:  Another Key To Success is to keep in mind that problems are opportunities.

STATE:  Problems are a mountain of opportunities.

STATE:  If no problem is perceived, there can be no improvement.

STATE:  People are rarely the problem; they are the problem-solvers.

STATE:  Processes and systems can only be improved by people recognizing and eliminating problems.

(COMPUTER SLIDE 36, NON-JUDGEMENTAL/NON-BLAMING)

STATE:  One thing that will keep you in good graces with your fellow workers is to remember to be non-judgemental and non-blaming.  You want to come across as someone who wants to improve a process, not blame someone for some current or past inefficiency in the process.

STATE:  Here are some things to keep in mind:  

STATE:  Eliminate the search for who to blame.

STATE:  Provides system improvement opportunities.

STATE:  Allows relentless root cause analysis.

STATE:  Increases trust.

STATE:  Improves quality of communication.

STATE:  Avoids “shoot the messenger” mentality.

STATE:  Avoids crisis orientation.
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