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Ninja Services
What is it?

Interdisciplinary Business Excellence.
10+ years in Asia. Greenfield Experiences.

E-mail services@ericroth.org
Internet ericroth.org/services

CURRICULUM VITAE
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Goals of this presentation

* Using GEMBA as a method to identify waste and
potential for improvement directly in the workplace

* Select and present suitable KAIZEN solution methods
(e.g. improvement card, PLS, PM, SIPOC) to solve
problems

* GEMBAto analyse local processes and develop
sustainable solutions

* GEMBAto actively involve employees to promote
motivation and participation.

* GEMBAto promote a corporate culture where
continuous improvement is a matter of course

* GEMBAto save time and costs through direct
communication and quick on-site problem solving
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KAIZEN
Method Mix /

Solution Methods

GEMBA Walk & Talk

Definition

« GEMBA means “the real place”, i.e. where the value is created.

« A GEMBAwalk is a structured tour of managers or teams at the workplace.

* The aim isto observe processes directly, involve employees and identify waste
and potential for improvement.

* The additional talk emphasizes the central role of communication with
employees on site

Significance

* Realistic understanding of work processes through direct observation

e Stronger communication between management and employees

* Fostering a culture of continuous improvement

* Visibility of problems and waste

* Building trust and an open feedback culture

Goals

* Understanding local processes instead of relying solely on figures

* Identify waste and eliminate it in a targeted manner

* Actively involve employees and take advantage of their perspectives

* |dentify improvements and derive concrete measures

* Bringing management closer to operational reality

 Enabling sustainable changes through direct communication



KAIZEN Method Mix / Solution Methods

Visualization & Management

Problem Solving & Process Quality

» Teamboard
The team board serves as a communication tool for the team leader.

Employees are informed at regular meetings and have the opportunity to
make improvements.

» GEMBA Walk/ GEMBA Talk

The GEMBA Walk enables managers to observe the actual work process, to
get in touch with employees, to gain deeper firsthand knowledge about the

work process and to discover practical opportunities for continuous
improvement.

» bBS & Waste

The 5S method is a structured approach to improve workplace
organization. It aims to avoid disruptions in the workplace, lengthy
searches, long transport routes, and waiting times, for example. Wastes in
production and administration form the basis for practical ideas for
improvement.

» KAIZEN Maturity Level

The KAIZEN maturity level includes the implementation of the KAIZEN as a
whole and is determined by these modules: Goals (solution methods),
topics (dialogue), 5S audits and level of fulfilment (solution methods).
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» Improvement Card
The card is a tool for capturing and placing changes within the company. It
will be reviewed and discussed on the team board.

» Problem-Solving Story (PSS)

The problem-solving story is suitable for problems for which the cause is
not known. The specific root cause analysis is used to avoid wrong
decisions and to define measures.

» Process Mapping (PM)

Process mapping involves analysing an entire process. Using KAIZEN
flashes, wastage / problems are identified, a target process and a plan of
measures are defined.

» Input-Output Check (SIPOC)

The SIPOC method highlights process steps with their inputs and outputs.
Supplier and customer are included in the analysis, asking: What are the
demands, what are the customer’s wishes?

» Activity Structure Analysis (ASA)
The ASA is primarily used in the administrative area to analyse activities
and eliminate waste in the process (waiting time, search time, etc.).



The Benefits

GEMBA vs Time

Walking / Seeing / Listening
The Signal Effect

The Change

KAIZEN

GEMBA Walk & Talk




The Benefits

* Increase process efficiency
o Bottlenecks, waiting times and unnecessary processes become visible and can be improved.

* Increase quality
o Sources of errors can be identified early on before
they spread.
 Strengthen employee motivation
o Employees are actively involved and their ideas count =S
—this promotes participation and trust.
* Making better decisions
o Decisions are based on real observations rather than
just figures and reports. b
* Promote continuous improvement
o Regular walks create a culture of learning and

change.
 Create cross-unit transparency

o Interfaces and connections between departments are made visible and better coordinated.

Involve colleagues on site and turn those affected into participants.
Everyone’s motivation depends on how firmly KAIZEN is embedded in the culture.
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GEMBA vs Time

Why it’s worth your while — especially when time is short

Challenge

* Managers are under time pressure ——

* Meetings, reports and operational tasks dominate everyday life
* GEMBAWalk & Talk appears as an additional expense s
Reality

* Decisions without knowledge of the real processes are often imprecise
* Problems are identified late or incorrectly assessed

* Employees don’t feel they have been heard

Benefits despite lack of time

* 30 minutes on-site brings more insights than 3 hours in the meeting

* Early problem identification saves later correction time

* Direct communication prevents misunderstandings and grinding

* Employees provide solutions — if you listen to them

Worum geht

es? Warum nehmen
Keine wir nicht den
2 Schlauch?

Conclusion
If you don’t have time for the GEMBA Walk & Talk, you’ll need a lot of time for the consequences later on.
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Walking / Seeing / Listening

The GEMBA Walk & Talk conceptis based on these principles.

. . «The shopfloor is the
What is really happening at the TR S T
scene? ~ Taichi Ohno
I =
What
was bad? —

Kennzahl: _ B ) :
Datum: ) Verantwortlicher:

K

|_Toleranz—
| korridor

WhatV\;as . Taiichi Ohno
Il Toyota Production System
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The Signal Effect

4 Emotional Recognition ) 4 Intellectual Recognition )
- Respect for the person - My ideas are in demand
- Respect for dignity - | can have my say
- No exposure to others - Trust in my knowledge
- Treatment as individual - Talent and expertise
- J - /

$ $

Willingness to pass on knowledge. Active, voluntary participation

Blocking ® Braking ® Intriguing

L L L)

They don’t value my ideas, so | | have no confidence in the change I’m not interested, | don’t want to,
don’tvalue theirideas process / KAIZEN I’m not taking part
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The Change ?

-

changing
changing

Change workplaces,
systems and environment

The working experience shapes working behaviour.
The behaviour of employees also changes as a result of changes in circumstances.
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KAIZEN

GEMBA Walk & Talk

* The Process
o The Method Card
o 10 Steps /10 Questions
o The Checklist

12



The Process

1. Preparation

2. On-site inspection

3. Follow-up

Define goal: What should be observed or improved? (e.g. quality, turnaround
time, security)

Select unit: Determine where the walk should take place - e.g. production,
logistics, service

Inform employees: The purpose of the visit is not to monitor the situation, but to
improve it together

Prepare questions: Open questions about processes, problems, ideas for
improvement

GEMBA?

identify areas for im

Observation without evaluation: Consider processes, activities and working
environment carefully and neutrally

Ask questions: Have employees explain what they are doing and why — show
genuine interest

Taking notes: Observations, statements, documenting anomalies

Identifying connections: interfaces, material flows, waiting times, duplicate work,
etc.

Structuring findings: What was observed? Where are the problems or potential?
Derive measures: Formulate concrete suggestions for improvement

Provide feedback: Inform employees about results and next steps

Create commitment: Clarify responsibilities and time frame for implementation
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* Go See
e Ask Why
* Show Respect

STEP-BY-STEP
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The Process 2 The Method Card

GEMBA Walk & Talk '?Lm

What does GEMBA mean

GEMBA is a Japanese term meaning “the actual place” or “the real
place®. 5o, go to the scene.

Why are we doing GEMBA Walks?

— Provide employees with the necessary support in the process.
— To identify needs and problems at an early stage
— To give employees the recognition they need for their work.

- Management;‘ KAIZEM Coach / Leader
— An employee can also present the team board

When will | do the GEMEA Wallcs?

— This is carried out every ___ days / weeks
— Precise information can be managed via Outlook.

ls TSPIEL]

me Monday Tuesday Wednesday  Thursday Friday

3AM
IAM
10AM
1AM
12 NOON
1PM
2PM
3PM
4PM
5PM
GPM

Cremted by (mame, function) - Created on (dofel - Version (o)
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GEMBA Walk & Talk '?Lﬂgﬂ

Goals of the GEMBA Walk,

— Check employee's / department’s condition.
— Check whether the team board is up to date.
— Get solutions to problems.

— We coach the department by asking targeted questions and keep
the proportion of their speeches high.

— Check status of implementation of measures

List of questions for the GEMBA Walk

— Explain key figures / trend development / project status

— What has been done since the last visit? What are your plans for the
next visit?

— Present and discuss current P55 and its catalog of measures as.
required

- Highlights of the month (pi::tures before / afterF

— Arethere any i mgrovement cards that need to be escalated?
— Tracking list: Is it updated and up to date?

— Trend indicator for KAIZEN?

— Difficulties in the change process?

Rules of the GEMBA Walk

— We set an example in terms of discipline.

— We listen actively and take part in the discussions.
— We let the interlocutor finish.

— We promote a good working environment.

— We do not lecture or reproach.

— Thank you!

Cregted by (name, function) - Created an [date! — Wersion (na)
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The Process »> 10 Steps/ 10 Questions

10 Steps 10 Questions

What are you
doing right now?

Is there an actual process which
describes your work from A to Z?

If not, why not? 10

Preparation Observe instead of react
If yes, how do you 9 What challenges are
Planning Build Teams use them? Are they you facing on a daily or
useful? weekly basis?

Various Time Slots
Focus on the Process

/F\

Document the Observations J

How do you identify a
challenge?

Follow-Up
\

Canyou already a
use visual
supporting tools for

The next GEMBA Walk : ! “ your work?

Ask Questions | \ ; With whom you you speak if

i ? something goes wrong?

What kind of problems can you
) solve by yourself on site? How?

- What kind of problems can you

|
o el not solve by yourself on site?
‘.: 5 Why not?
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The Process » The Checklist

It is advisable to choose a topic that will accompany

you on the GEMBA Walk. This can involve productivity, Checkliste
.. . , :
cost eff|C|enc¥, security, etc: Don’t take on all the topics Gemba Walks
at once to avoid overburdening yourself or your staff.
What are you working on?
. . Is there already an established
Prepare the employees on site for a continuous process?
improvement process by involving everyone from the Are there any problems with the
established process?
outset. Why are there problems?
How can you solve the problem?
During the GEMBA Walk, note down all the things you What do you do to learn about the
. . . root cause of the problem?
notice or make sound and video recordings. Often, the Whom to you talk to if there a

ideas come to a solution later in the process of going problem arises?
through the notes and take time to develop.
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KAIZEN

Communication

e Communication

o Conflict Management

17



Communication > Conflict Management

Conflicts are part of further development

Change creates friction. Where transparency increases or working methods
change, tensions arise. A professional approach to conflict management is
therefore crucial for implementing improvements / transformations in a stable
and sustainable way.

Typical forms of conflict

Conflicting goals Conflicting goals hinder cooperation
Differing opinions, values, and norms lead to

Evaluation conflict .
disagreement.

Distribution conflict Dispute over resources such as time, money, tasks

Personal hurt, misunderstandings, lack of

Relationship conflict .
appreciation

Role conflict Unclear responsibilities, hidden power struggles

Competitive behavior towards superiors or

Power struggle colleagues

Value conflict No common ground for viewpoints, moral tensions
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Why are conflicts so difficult?

* Emotional tensions often operate beneath the surface.
*  Objective solutions are ineffective when dealing with personal injuries.
* Lack of communication exacerbates the dynamics

Dealing with conflicts

* Recognize and name conflicts early on
* Treat the causes, not the symptoms.

* Clarify roles and responsibilities

* Use moderation or external support

Body language Gestures, mimics, breathing, clothing >50%
Voice Quiet, loud, listless > 30%
Factual statement Message content <20%

Gestures and facial expressions significantly influence the effect of feedback!
> Nonverbal communication = 80%

«It’s the tone that makes the music »
« What goes around comes around »
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Questions &
Answers
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