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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
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Goals of this presentation

* Create understanding > Explain KAIZEN as an
attitude and system (not just as a method)

* Show relevance > Why continuous improvement
is crucial for competitiveness, quality and
customer benefit

* Classify instruments > KAIZEN as a foundation,
other methods (JIT, Kanban, 5S, Poka Yoke,
Yokoten etc.) as tools

e Strategic anchoring > Present KAIZEN as part of
the corporate strategy and culture

* Clear benefits > Specific effects: Shorter
turnaround times, less waste, higher customer
satisfaction

* Providing impetus for action > Motivating the
audience to actively implement KAIZEN in their
own unit.
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KAIZEN in Comparison
CTTE CT 7T~ - KAIZEN (Foundation)

Continuous. incremental o Continuous improvement (CIP), culture and daily
’ Day-to-day business, shop

KAIZEN |mptrovement; culture and 6T, SEI0D [ EEEEsEs . .pract|ce
routines » Six Sigma (Supplement)
Six Sigma Error reduction, reduce Quality problems, process o Statistical precision for complex quallty
g variation; DMAIC, statistics distribution, compliance problems
* TQM (Frame)
TQM Holistic qua“ty orientation, Company_w|de quallty ST O FOI’mal coverl, fllled Wlth l.lfe by KAIZEN
customer focus, standards * Agile/ Scrum / Kanban (Modular Methods Kit)
o Speed and iteration (cycle), only effective in
Agile / Scrum / Iteration (cycle), self- Product / IT development, KAIZEN culture
Kanban organization, flow service design . .
* Innovation Management (Springboard)
Innovation Jump changes, new R&D, business model o Disruptive changes, stabilized by the KAIZEN
Management services/models innovation, market entry

basis

Modular Methods Kit, NIRRTt
Springboard Innovation

KAIZEN is the foundation of sustainable
excellence — without this culture,
everything else is just an add-on.

Six Sigma

Frame, Supplement

TQM

Foundation KAIZEN
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KAIZEN Understanding

Level5 KAIZEN as a living
corporate culture

Level4 Self-regulation through
individual responsibility

through KAIZEN

Level2 Standardization of

/ ‘ » processes and activities
Level1 Order and cleanliness

—
«Kai»

«Zen»

-_ Level3 Simplify work processes

Change For the Better
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Improving the Good!

Dual Nature

KAIZEN comes from Japan and is an action plan
and a philosophy at the same time.

 Asanaction plan, KAIZEN always aims to focus
all activities on improving certain areas.

* As aphilosophy, KAIZEN is about building and
maintaining a culture in which everyone
involved actively participates and always
proposes and implements improvements.



KAIZEN Terms

Principles & Basics

* KAIZEN / CIP » Continuous improvement as a mindset
* PDCA=~>Plan-Do-Check-Act (Deming cycle)
* 80/20 rule (Pareto) » 80% result with 20% effort

* Core process > Value creation, differentiation from the competition «MUDA» «MURA» «MURI»

« Customer (external/ internal) » End users vs internal Waste / Not value- Deviation / Overloading /
. generating Imbalance Overstressing

dependencies

Culture & Management Tools & Methods

*  Muda/ Mura/ Muri > Waste, deviation, overload * Just-in-time (JIT) » Demand-driven production

* Gemba/ Genchi/ Genbutsu > Place, go, “real thing” * KANBAN - Visual pull system

* Hoshin Kanri 2 Strategy implementation through cascade objectives ¢ Poka Yoke > Avoid errors

* Kaikaku - Radical improvement * 5S> Orderand discipline in the workplace

* Andon 2 Visual signal in the event of problems * Ishikawa Diagram > Cause-effect analysis (PSS)

* Yokoten > Horizontal learning (copy, replicate) * SMED » Setup time reduction

* Obeya~ Visual project / improvement management * Tact time > Customer tact determines frequency

* Nemawashi~> Advance alignment for changes * Standardized work 2> Best known method as basis
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KAIZEN Origin

Japan after World War Il
difficult economic situation
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Improving existing The 90s -
Conditions with a new philosophy Introduction of KAIZEN in Europe

Taiichi Ohno & Shigeo Shingo Masaaki Imai
Dev. of the Toyota Production System, 1950 Founder of the KAIZEN Institute, 1985



KAIZEN Present

-

KAIZEN as a Lifelong Task: KAIZEN is not a one-time project but a lasting principle. It is based on the idea of continuously making small
improvements that, over time, add up to significant progress. Since there is always potential for further development, KAIZEN has no end and

remains an ongoing process.

KAIZEN in Personal Application: Health & Fitness: KAIZEN can be
applied to gradually reach goals such as walking 10,000 steps a day,
starting small and steadily increasing over time. Learning &
Development: Instead of attempting major changes all at once, the
focus is on continuous, incremental progress in personal growth.
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KAIZEN in Corporate Practice: Not only individuals benefit from
KAIZEN, but many companies worldwide also embrace this philosophy.
Through CIP they enhance efficiency, quality, and competitiveness. The
following company logos represent organizations that have successfully
integrated KAIZEN into their corporate culture.
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KAIZEN Strategy

KAIZEN - by Ninja Services | Web: ericroth.org/services

The KAIZEN strategy is to consistently embed continuous
improvement in our culture and processes, so that every
change — whether small or disruptive — creates lasting value
and customer satisfaction.

Masaaki Imai says:

“The message of the KAIZEN strategy is that not one day should pass without
any kind of improvement being made anywhere in the company.”
“Never be satisfied with the status quo!”

KAIZEN is the daily improvement, the improvement of each individual, the
improvement everywhere.”

“Don’t wait for the perfect solution and correct any mistakes immediately.”
70% now is better than 100% later.”

“All KAIZEN efforts amount to one word: Customer satisfaction.”

10



KAIZEN Business Mission

SO 1

Logo

KAIZEN Business Mission

The KAIZEN organization supports our company domestically and abroad with methods and
coaching for continuous improvement along the entire value chain and makes a significant
contribution to increasing safety, quality and efficiency.

Itis responsible for the improvement process and supports the company on its pathto a
low-waste, value-creating organization with the involvement of all employees. Sustainable
improvements increase customer benefits.

The KAIZEN philosophy forms the basis of our joint improvement culture. By empowering all
employees, it harnesses their potential for cross-unit and cross-border improvements and
promotes a co-entrepreneurial mindset.

The improvement activities penetrate the organization holistically and make a key
contribution to achieving our corporate goals.

This is how we are developing into an excellent and learning organization.

The Executive Board

KAIZEN - by Ninja Services | Web: ericroth.org/services

Practical Examples

Toyota Production System (TPS) > KAIZEN is the duty of all employees
and part of the official production philosophy.

Bosch Production System (BPS) > Bosch anchors KAIZEN and CIP as
an integral part of the production system.

Siemens Management System > KAIZEN / CIP is integrated into this
as a continuous improvement task.

Hospitals (e.g. Inselspital Bern, KSW) > KAIZEN and CIP mandates
are set out in quality reports.

SBB (Swiss Federal Railways) > KAIZEN supports passenger transport
with coaching for continuous improvement.

Roche (Pharma) > KAIZEN is a continuous improvement mandate
embedded in lean operations.

ABB (Industry, Switzerland) > KAIZEN is part of the Operational
Excellence Programmes for improving efficiency.

BMW Production System > KAIZEN obliges all employees to reduce
waste and improve quality.

11



KAIZEN Principles & Goals

Principles Goals

» Don’tjustify yourself for the past, but face the challenges. » Independent detection of vulnerabilities.

» Think about how things can be done, not why they cannot be » Consciously and independently avoiding waste (time, material,
done. etc.)

» Use figures, data, facts (FDF), not theories. » Simplification, improved quality, shorter turnaround times by

» Use wisdom, not money. eliminating non-value-added activities, reduced costs.

» Work smartly, not harder. » There is untapped potentialin all work processes that needs to

» Set high standards. be unlocked at every level.

» Correct errorsimmediately. 70% now is better than 100% » Standardization of work processes based on employee
later. suggestions

» Ateamis better than an expert. » Identification with and compliance with self-set standards.

» Bearole model and set a good example.

» ldentify the cause of the error, not the person responsible.

Der kontinuierliche Verbesserungsprozess

4 . )

1. Simpler .
Solution 2. Better In this o
Approaches 3. Faster ] Sequence! ;

4. Cheaper é

_ ] Y,
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KAIZEN Benefits

How to do KAIZEN? Why use KAIZEN?
* Asan action plan, KAIZEN is all about constantly * As a philosophy, KAIZEN is about building and maintaining a culture
focussing all activities on improving certain areas. in which everyone involved actively participates, suggests

improvements and implements them.

- That’s the Methodology. That’s the HOW. - That’s the Attitude. That’s the WHY.

KAIZEN does not focus on employees and outputs, but on processes continuously and endlessly! ]

What does KAIZEN do?

Our activities consist of two parts Reduction / elimination of Working concentration
Improvement of quality Value creation and Increased produc';g/rlt\zlatl):eexchanglng More productivity bé/rkpressmg in” more
Wi

More efficient process design

Cost savings

Reduction of inventories, space savings
Improved value and maintenance

Improved operating climate / communication
Increase in work ethic

Employees with individual responsibility
Increased added value

Fewer or no empty runs - That’s the Result. That’s the WHAT.

Value creation

Value creation .
Value creation

VVVYVVYVYYVYY
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KAIZEN in Practice

Production - Shop floor meetings as a management tool

* Daily short meetings directly on the team board

 Team Board shows current key figures, disruptions and measures

* Improvment cards record improvement suggestions directly on-site
* Result: Machine downtime reduced by 20% within three months

Logistics — Targeted elimination of sources of error

* Improvement cards document recurring picking errors

* Teamwork: Root cause analysis and development of specific
countermeasures

* Result: Error rate for deliveries halved, customer satisfaction
increased significantly

Administration - Optimizing accounting processes

* Improvement cards reveal media disruptions and unnecessary
process loops (e.g. manual transfers between systems or double
test paths)

* Team Board visualizes implementation status and responsibilities

* Result: Processing time per invoice reduced by 25%

KAIZEN - by Ninja Services | Web: ericroth.org/services

“How Swiss companies are growing by up to 70 percent”

It is known as the KAIZEN principle: This management
approach from Japan is very popular in Swiss industry.

It sounds like a fantasy number: the company Franke Coffee
Systems increased its coffee machine output by 70 percentin
2015. Instead of 115 machines, 200+ machines a week are
now leaving the most important assembly line - and all
this with the same level of staff and machine deployment.
According to Alexander Zschokke, head of Franke, the
company achieved the impressive increase in productivity
thanks to the KAIZEN method.

Tages Anzeiger - May 31, 2016
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KAIZEN

The Approaches

Hoshin Kanri
Bottom-Up
Yokoten

The 3 Pillars
PDCA Cycle
Poka Yoke
SMART Goals
Pareto Principle

Method Mix / Solution
Methods

15



KAIZEN Approach > Hoshin Kanri

What is Hoshin Kanri?

e Strategic management tool for the systematic implementation of
corporate goals

« Combines long-term visions with concrete improvement initiatives

* Promotes vertical and horizontal coordination through ”"catchball”
communication

* Creates transparency, reliability and review structure across all
levels

Role in the KAIZEN Context

* Makes KAIZEN strategically connectable — not isolated solutions,
but target cascades

« Complements SMART goals with target alignhment and
prioritization

* Enables effectiveness monitoring at several levels: operational,
tactical, strategic

* Promotes continuous learning through systematic target review
cycles

KAIZEN - by Ninja Services | Web: ericroth.org/services

Structured consultation with obligation to

participate
Ho Shin l
Direction Needle re
+ &= Hoshin Kanri
Compass Management
Kan Ri
Control Reason

Reporting alone is not enough.
> Dev. of goals instead of target distribution

16



KAIZEN Approach > Bottom-Up

* The KAIZEN improvement card is a classic tool
for bottom-up management

“KAIZEN only works as a structured
interaction and not as a one-way street.”

KAIZEN - the power of small steps for continuous
improvement by everyone, anytime and
anywhere.

The involvement of everyone plays a key role here,
as employees are best placed to assess how their
working environment can be continuously
optimized.

All employees are asked to make suggestions for
improvement (improvement cards).

The usability of the proposals is checked and
evaluated in order to incorporate them into the
company processes in the event of a positive
overall assessment.

KAIZEN - by Ninja Services | Web: ericroth.org/services

Advantages of top-down Management Advantages of bottom-up Management
4+
(Y ) & @ * v )
- \ =

Weitestgehend Eindeutigere Einfache Identifikation Schnellere

bekannt Kommunikation von Problemen Implementierung ISforrriortars Bessere Maral MaFit Radin

Entscheidungen im Team fir Kreativitat

Good, effective management is a question of balance:
Use the traditional top-down method in combination with
the KAIZEN bottom-up approach

Disadvantages of top-down Management Disadvantages of bottom-up Management
P Ji - s ‘ @
= -
Geringer Einfluss Weniger Raum Verringertes Geringe Néhe zu
der Fuihrungskraft far Kreativitat Teamengagement Entscheidungstragern s Aerng ciet Mangelan
Dynamik Fuhrungsdynamik allgemeiner Ubersicht
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KAIZEN Approach > Yokoten

 Japanese for “lateral spread” or “horizontal transfer” YO KOTEN
complements bottom-up initiatives with structured HORIZONTAL DEPLOYMENT
multiplication. - — So with
. . = = = 000 KAIZEN, you
* Yokoten prevents good solutions from getting lost locally, dl = e A A ] B can copy!
making it the difference between selective optimization and KAIZEN pocument | [ piorin | | conFirm &
. . . EVENT OR P & SHARE P OTHER STANDARDIZE
organ|zat|onal maturity. IMPROVEMENT | | LEARNINGS AREAS PRACTICE

Requirements for a functioning Yokoten .

i i
Element | Significance Gl |

The solution must be traceable
and verifiable

Documentation

Transferability must be evaluated

Context Check methodically Typical tripping hazards without Yokoten

Management Multiplication requires approval

: * Improvements remain unit-specific
Integration and resources

* Successful approaches are not documented
Impact must also be reviewed in * Transferis random or not at all

Review Mechanism .
the target area * Repeated errors in comparable processes

KAIZEN - by Ninja Services | Web: ericroth.org/services 18



KAIZEN Approach > The 3 Pillars

In our daily work, we apply the
principle of KAIZEN in all units

“Attitude + Method = Result”

in a 3-pillar system

KAIZEN - by Ninja Services | Web: ericroth.org/services
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l

-

J

Knowledge

We provide our employees with a
comprehensive range of training
courses.

This is how we ensure that our
specialist knowledge and skills
are always up to date.

We also reach all our specialists
on this topic via various analogue
and digital communication
channels.

Attitude

Mix of Methods

In order to identify opportunities
for improvement on-site and to
use the right KAIZEN method to
solve problems, these are
continually trained, standards
are set and workshops are
organized.

KAIZEN methods used are

tracked by team and then

checked for success and
sustainability.

Method

Maturity Level

Knowledge and a mix of methods
in theory and practice are
prerequisites for the KAIZEN
maturity level.

For each year, we set ourselves
quantitative and qualitative
targets for the KAIZEN maturity
level.

We use continuous tracking to
document the status of KAIZEN
development and progress.

Result

- J
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KAIZEN Approach > PDCA Cycle

Application in Kaizen

The PDCA cycle (plan—-do-check-act) is an iterative
(cyclical, always recurring) process for continuous and

systematic improvement through structured iteration. working life .
Fact-based analysis instead of guesswork

Repeatable structure for continuous optimization
Involving all employees to promote a culture of
improvement

Concrete, small-step improvements in everyday

It consists of four phases:

CPhase | Description

Identify problem, define goal, analyse causes,

Plan
plan measures
Do Implement planned measures (pilot phase or N
controlled introduction)
Check Review results, carry out te!rget-actual Quality
comparison, assess effectiveness Improvement
Act Standardize successful measures, start a new
round if required

v

Time
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KAIZEN Approach > Poka Yoke =X g

Poka Yoke (Japanese: “Avoid errors”) refers to technical or So the goal is

organizational precautions that prevent unintentional errors in  Don’t make mistakes possible in the first place
the process, make them immediately visible or correct them * Ensure quality before testing

automatically. * Design processes to be audit-ready and robust

Typical Poka-Yoke Mechanisms

Poka-Yoke Principle Practical Examples

4 Tips for Error-Free Production Preventing Connector only fits in one direction
Warning Tone in case of incorrect input
Physical Pokaxe-Yoke Informational Poka-Yoke . .
Use physicical barriers annd Provide employees with visual Head Assembly Only pOSSIble In correct sequence

fittings to prevent incorrect and acoustic signals to ensure
placement of components. correct workflows.

Impact through KAIZEN

Combined Poka-Yoke « Reduction of rejects and rework

Combine different Poka-

Sequential Poka-Yoke

Control work processes by

linking the release of the Yoke methods to prevent * Increased process security
t st t ifi i i lications. . . . . .
s errors invariots appiieations « Contribution to increasing (KAIZEN) maturity

* Lessreliance on experience
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KAIZEN Approach > SMART Goals

KAIZEN is not about activism, but about targeted, sustainable improvement. Clear target definitions are needed to ensure that
KAIZEN solution methods do not operate in a fog. SMART goals provide just that: A structured, verifiable basis for every idea for
improvement.

EEEETT N T Moocurability s key - because every measure must be

able to be measured by its effect. Without clearly defined

S pecific Clearly defined, clearly “20% reduction in set-up i t fecti tori . bit
P defined time for line 3” argets, effectiveness monitoring remains arbitrary.
M easurable Qu?.nt'f'able’ AN WIHETE DU ISS 22 Y SMART goals therefore create the prerequisites for
verifiable hours for 95% of orders . . .
objective evaluation: after a KAIZEN workshop, you can ask
Increase the initial not just “What was done?”, but “What was achieved?”.
A ttractive Motivational, meaningful resolution rate in the

support team up to 85%” .
ol > Whether turnaround time, error rate or customer

R ealistic Feasible with available U G el IR satisfaction — goals should be defined in a SMART way that
resources existing team can be demonstrably achieved or missed. This is the only
Time bound With a clear deadline “Implementation by CW way to create a real learning curve instead of cosmetic

457 change.

Effective success control is carried out after each KAIZEN workshop and the results achieved are compared with the SMART goals
set. Itis useful to carry out effectiveness monitoring approximately three months after a KAIZEN workshop.
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KAIZEN Approach > Pareto Principle

80% Result/ Impact/ Output <4==m) 20% Effort/Focus/Input

Pareto Principle?

* Also known as the “80/ 20 rule”: A small proportion of the %
causes generate the majority of the effect

* Origin: Vilfredo Pareto (1896), originally related to the

distribution of assets ﬁ
* In KAIZEN: Identification of the most relevant influencing '
factors for process problems or waste ,._*
Secondary
Role in KAIZEN [)“fp"%;‘;“g?"s
* Prevents actionism through targeted prioritization
* Supports focused root cause analysis (e.g. error frequency,
complaints, turnaround times) ’& 6
* Complements solution methods such as PSS and PM with ]
impact orientation instead of illusion of completeness m
* Basis for resource-saving planning of measures with Vital
maximum leverage few situations or

problems
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KAIZEN Method Mix / Solution Methods

Visualization & Management

Problem Solving & Process Quality

» Team Board

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).

KAIZEN - by Ninja Services | Web: ericroth.org/services

» 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.).

24



KAIZEN
Method Mix /

Solution Methods

Visualization & Management

Team Board (and Improvement Card)
GEMBA Walk & Talk

5S & Waste

KAIZEN Maturity Level

(; Separate training for

A NN
"T“’P“N'- each solution method

25



Visualization & Management
Team Board (and Improvement Card)

Documents / Working Templates

» Team Board Template » Method Map » Improvement Cards

=

SS

Separate training
available

Each team board is standardized and has A guide is provided for the team board Improvement card templates are
the same fields. moderator. available in print or digital.

Method Card ?W Method Card ?.“,

Team Board Moderation Team Board Moderation
Teamboard “Team Name @ Wednesday ?/logo What do we mean by team board moderation £ shop floor management?
o seim

Shop floor management is a management tool at the place of value creation >
On-site management!

KPIs / Goals Team / KAIZEN (o114 T R
Foyy .

bbbl bkl | TXE
transfer responsibility

b ol Ilﬂ AN IIH Fy Yy . E = |.. Ny m.\r = - ”
i , = ikt |}\ E T —— ——

o i Notes jat

bution to securing our future!

b ot Bl || oo - = ==

o cHrsevRpErVer
------------ ‘aging and challenging employess with questions Logbook
- ST N L2 = nd lead by example <
e | [t s O s
Eewe— Qual
il | BB —R mmlemmm | 9 | mverpwomspeime || peRmanal o pestemppmachomimesF ssy T o audriang
= I .t
I Il W o | L=
== ‘ ‘ [E—
e by e functo) - Creted o e - Vesian () Crctedby Mame Rold) - Gested on (et - Versio ) et by ame o - Ceates o D) Vesion 1)
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Visualization & Management
GEMBA Walk & Talk

Documents / Working Templates

v_ NG Separate training
-;'t\’sbm‘ available

» Method Map

The method map describes whatis
involved and how to proceed.

GEMBA Walk & Talk ?““‘1"

[ What does GEMBA mean

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

[Why are we doing GEMBA Walks?

~ Provide employees with the necessary support in the process.
~ Toidentify needs and problems at an early stage

- To give employees the recognition they need for their work.

Who participates in the GEMBA Walks?
— Management / KAIZEN Coach / Leader
~ An employee can also present the team board

[ When will | do the GEMBA Walks?

~ Thisis caried out every __ days / weeks
~ Precise information can be managed via Outiook.

GevBA valk Timeline [T

tme Monday ~ Tuesssy  Wednesday Thursday  Friday Trend indicator for KAIZEN? GEMBA Walk Example
e Difficulties in the change process?
T1am l “}"-’H 2 il l cl
12 NoON ~ We set an example in terms of discipline. - 1
1om — We listen actively and take part in the discussions. o [ Yers) el
20 - We let the interlocutor finish. i e w— =T
2o - We promote a goed working environment. I P 5
iz ~ We do not lecture or reproach. l T 1 ¥
o ~ Thankyou! | | T

GEMBA Walk & Talk &““1”

Goals of the GEMEA Walk

Check employee's / department's condition.

Check whether the team board s 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 Wall

- 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 PSS and its catalog of measures as
recuired

~ Highlights of the month (pictures before / after)?

~ What is the status of the improyment card / meeting deadlines /
degree of fulfillment?

Are there any improvement cards that need to be escalated?

Tracking lst: Is it updated and up to date?

Crase by trome. forction) - Creoredon (de) Vesion re)
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» Training Documents

Brief overview of the topic: What, why,

who, when, goals and rules. Examples of

questions on “Walk” and “Talk”.

GEMBA Walk & Talk ¥ oo

Creted by (rame,function) - Creaed o (89 - Versio (r0)

GEMBA Walk & Talk

[GEMBA Talk example

Craed by trome funcion) - roredan o)~ Vesion )

» Scheduling

Working with digital or analogue
templates. Information can also be
managed via Outlook.
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Visualization & Management
5S & Waste

Documents / Working Templates
» Method Map

=

Separate training
available

» Quick Check » 58S Audit

The method map describes whatis
involved and how to proceed.

With this template, you can “quickly”
check for 5S points.
> Recommended daily!

Carry out regular checks and record
results. Create a list of pending items and
work through it.

55-Audit Form 5S-Audit Findings

5S Quick-Check ?"W“

Boart

Order and eleanliness - everything in its place? . . |
*Supplies restocked - sufficiently available? . .

do | actually need to be able to serve my intemal
romers with satisfaction? (synchronization of

Technical equipment is in working order?

How can | restrict unnecessary stress, strain and distances?
(ergonomics, layout, workplace design)
] e |"°‘”'"E""“°"' i _ .|
How can | reduce waiting times? (prevent unplanned outages, -
altemnatives, flexibility) Comments: "
=
*
‘,
< can be taken to prevent errors o rejects? (Poka Yoke = Date: Sianature: O "
n system, problem-solving story, process mapping) WHY is. it being done this way? i i e e £
I L Result: 1% B
ety rome fncin - oo o)~ sion ) ety rame o) Grateton e -Versin ) ety Mlame Fo)~Crateon D) - esin i)

KAIZEN - by Ninja Services | Web: ericroth.org/services
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Visualization & Management > KAIZEN Maturity Level

Step Level Description Effect % The KAIZEN Maturity Level calculation
KAIZEN Culture Level 5 Preventive Anchoring in corporate !mprovements implemented . To document the status of KAIZEN development and progress, we measure
Company DNA KAIZEN culture in CHF and h calculated . . .. L. . .
ourselves against the KAIZEN maturity level. This is divided into five levels.
KAIZEN System . " : . To calculate the KAIZEN maturity level, we work with four modules. Each of
Process Level 4 Pro-active The team optimizes Improvements implemented h dul . d 259 L. he KAIZEN . L L .
ocess. R value streams o CHFand h estimated the modules is rated at 0, giving the maturity level maximum
orientation value of 100%.
----------- > Tipping Point ~ <-------- * This means that the level reached by a team can be determined at the end of
the year.
KAIZEN Flow Re-active The team improves Improvements implemented
. —— Level 3 . ) 46-75
Mindset modification KAIZEN processes in CHF and h estimated
Re-active The team eliminates Improvements counted
Value stream Level 2 A wast imolemented 26-45
orientation aste HEIEIS o Goals (solution methods)
_ . o L
KAIZEN Select Level 1 Re-active The team implements Improvements counted 0-25 > Number of improvement cards 25% Tracking list
First steps KAIZEN initial ideas implemented -> Number of workshops (PSS, PM, SIPOC, ASA)

° Dialogue (discussion of topics) Third-party or self

. -> KAZEN knowledge -> Improvement card evaluation
The KAIZEN Matu ”ty Levels -> Processes & standards -> Goals 25% . . .
) (in consultation with the
->Team board -> Key figures KAIZEN coach)
* The “tipping point” in the KAIZEN maturity level is the critical threshold at which ->58 -> Method quality
an organization makes the leap from “KAIZEN as a method” to “KAIZEN as a *  5SAudits 25% Overview list of
system and culture”. -> Level of achievement (annual average) 5S audits
«  Many companies get stuck here. They have operational improvements, but no * LevelofFulfillment (solution methods)
sustainable anchoring. : :/r\;'np:(m;ement card «trust curve» 0 Tracking list
+ Inshort: The tipping point is the moment when KAIZEN is no longer “done” but is -> Workshop «trust curve»
managed and lived. (PSS, PM, SIPOC, ASA)
KAIZEN Maturity Level 100%
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KAIZEN
Method Mix /

Solution Methods

Problem Solving & Process Quality

. Improvement Card (and Teambaord)
. Problem-Solving Story (PSS)

. Process Mapping (PM)

. Input-Output Check (SIPOC)

. Activity Structure Analysis (ASA)

@ Separate training for
each solution method
available
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Problem Solving & Process Quality
Improvement Card (and Team Board)

Documents / Working Templates

=

-ﬁtﬁh‘“‘“

available

Separate training

» Team Board Template

Each team board is standardized and has

the same fields.

Teamboard “Team Name”

KPIs / Goals

I Ila i IIH AN IIVHI

|lu Ilu hi |IH |In ll[ hi IIE

B e—

Team / KAIZEN

T

.............
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» Method Map

A guide is provided for the team board

moderator.

Method Card
Team Board Moderation

Wbl whutl | £33

ook bl

e

Method Card ?
Team Board Moderation e

[ What do we mean by team board moderation f shop floor management?

Shop floor management is a management tool at the place of value creation >
On-site management!

transfer responsibility

ribution to securing our future!

raging and challenging emplayees with questions
ind lead by example

remas by e, unceio) - Creced on () - Verion ()

» Improvement Cards

Improvement card templates are
available in print or digital.

O CHE/EUR per Year:
Loghook
55 0 gk Sasfaztion
Qu
aaaaaaaaaaaa
‘ ‘ [E——
Gty o Aok~ eted o D Vesion o) e by ame Ao - Ceatet on (00t Vesion 1)
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Problem Solving & Process Quality
Problem-Solving Story (PSS)

Documents / Working Templates

> Profile » Method Map » Template (for WS)

(; Separate training

ﬂ\
'T@ available

This is where the key data for the PSS The procedure for a PSS is described on This is where the procedure and findings
workshop is recorded. The profile also the method card. from the PSS workshop are recorded.
serves as an internal order.

KAIZEN WORKSHOP PROFILE *’—.,.

Problem-Solving Story (PSS)

1. Problem Description 2. Causes of the Problem
Cause-effect Diagram

Whatis the problem? (ishikawa Diagram)
Tritinl | Carret Skaati - e current i
What are the prio LLL
Cocas R e el
Photo
i

Toam e X N E——
PSS [/ | test hiutogen Topie: | Texthinzufuges |,,_l,_ |c R—— ‘

\rmnluze ﬁues/ Data / Facts (FDF),
1. Problembeschreibung
“Text

What are the problem consequer
- Economic impact

Measurability, deadlines

N emaiat gosile) Sx Why Analysis: Why? L“w?m”c'i Why? (Because) > Why? (Because)

> Why? (Because) > Why?

e Do o i 4. Solution Review 3. Problem-Solving
Prioritize solution
ideas

= - C:n'y out target-actual comparison

& S ¢ ‘
o o ‘ i | «Magic Sentences: [ Test hinzutigen
1 ] e
Did the problem-oling lead to .
BEEL e blor? Wnatimpoets) doas the problem have?
[T TR —

> YES - Problem-solving story closed
> NO-Proceed to step 2 or 1 22 @

reated by (name, function) - Created on (date) ~ Version (no,)
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Problem Solving & Process Quality
Process Mapping (PM)

Documents / Working Templates

> Profile » Method Map » Template (for WS)

v_ P NG Separate training
'WN““»‘- available

This is where the key data for the PM The procedure for a PM is described on This is where the findings (KAIZEN
workshop is recorded. The profile also the method card. flashes) and action plan from the PM
serves as an internal order. workshop are recorded.

KAIZEN WORKSHOP PROFILE ?'—..!.

rocess? What would the internal/external
e cus ess straightforward and open to improvement?

- Process & Objectives O
I - egin and end? Do | have all the employees
osal? Process Selection FOF / Documents
inits or employees involved, process costs, * Description + FDF / Documents
s (FDF) ’
Durasion. Daneis). Teer F acilitatar Process Definition ‘Goals (SMART) & Benchmarks
« Description + Target and benchmarks for each target
S

11. Create an Action Plan

'WHO DOES WHAT BY WHEN? Everyone involved is asked and informed.

12. Solution Check (100-Day Check) Comedy fmama Lo - Covind on e - Veren 42}

Are employees informed and do they know what needs to be done? Is the
and ? (ork i checkists, etc)

Geatey inome.funcion - Geaeedon (672~ Vession 1)
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Problem Solving & Process Quality
Input-Output Check (SIPOC

TTRAY

“\NG Separate training
g available

Documents / Working Templates
> Profile

This is where the key data for the SIPOC
workshop is recorded. The profile also
serves as an internal order.

KAIZEN WORKSHOP PROFILE *’—.,.

oI SRR (e o Ao Reoeabs Tiow Bl

Tursoen Das o Tl

vy ars (Rae, Gt
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» Method Map

Procedure for the SIPOC Method ?im
> S Supplier

"SIPOC is o mechod of process analysis in

> I-nput(rputvarisble) o L T T e

> P—Process Swpliery Inputs, Process. Outouss and
> O—Output (results) Customers

> C - Customer

[ What does the Method involve?

~ ASIPOC diagram shows a snapshot of a process, captures its steps
or the overall process and delineates processes in process chains,
with the output of one process becoming the input of the next.

SIPOC Diagram

TTTT—

— The table can be filled in from both sides. To support a customer-
orientated view, the table is filled in from right to left. In a
brainstorming session, the content s often collected without this.
rstriction.

Geates o inome,furction - Geats o (dote — Version (1)

The procedure for a SIPOC is described
on the method card.

Procedure for the SIPOC Method oo

1. Prepare SIPOC Workshop

Participants in the process under consideration should participate in the workshop.
Prepare SIPOC diagram: attach five presenter cards with the terms “suppliers”, “inputs’,
“process”, "outputs” and “customers” to the pinboard to obtain the SIPOC diagram.

2. Describe the Progess

the defined step). The boundaries
start and an end point,

Brainstorming on the process step. Only one process step shouid be noted on each card.
A ule of thumb, processes snould ot consist of more than fen process steps.
Otherwise, it makes sense to question the entire process.

3. Determine Progess Customers

I the next step, the customers of the process to be assessed are defined. Tnese may be.
= butal

internal Gepartments.

interests that may also confiict with one another in indhvidual cases.

4. Determine Output

The output, the result from the respective process, is described together with the
ricipant: (tangible / intangible

outou)

5. Disclose Input

‘The inut o the individual process steps is now defined. This s either consumed in the.
process or processed further. Possible inputs are queries, orders, incoming data,
information, documents, etc.

6. List Suppliers

Determine the Which supplier

et fnam,urcion) - G o (et - Virsion )

» Template (for WS)

The findings (KAIZEN flashes) and action
plan from the SIPOC workshop are
recorded here.

SIPOC - Process Steps ?‘lm

s P [S
Su / Lieferant Process Step Customer / Kunde

Test enigen Text eriigen Text ifigen Test emigen Text einfdgen
e i ek figrm g Tt inf
e 5 g = et i

Text entigen Text erdigen et nfigen Text entigen Tert einfigen

Test infugen Test infigen Text emigen Test cinfugen Text eriigen
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Problem Solving & Process Quality
Activity Structure Analysis (ASA

Documents / Working Templates

' ﬂ\NG Separate training
i available

> Profile

This is where the key data for the ASA is
recorded. The profile also serves as an
internal order.

KAIZEN WORKSHOP PROFILE

Turasn, D T Festiaart

ntramars (s Bt

S Commisianst
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» Method Map

Structure Analysis ?lugn

ASA - i
Method Card
What does ASA mean?

The Activity Structure Analysis is used to determine in detail how the

various tasks are distributed among the employees within a function, what
organizational infiuences there are and how long the individual activities
last.

Activity structure analysis is a method for recording all activities of a person
or team during a certain period of time. The activities are put into an
‘overall context, This enables waste to be quantified and evaluated.

The activity structure analysis is carried out by self-observation or extemnal
observation. For example, it is possible to determine how much time is lost
for activities such as documentation, duplication, etc. or how many search
times or “journey times" are spent on certain activities.

Area of Application of the Method

An activity structure analysis (ASA) is used for the following questions:

What does the department do?

‘What exactly are the resources (working minutes) used for?

Is the allocation of resources to the processes efficient?

Are there wasted processes/activities (search time, duplication, etc)?
Where are there areas for improvement; where is the greatest
potential?

How many resources do | actually need to complete my tasks?

why do some employees complain about the burden and others do
not?

VVVVY

vy

et b fname furcton) - Cretad on ot - Vesion 100

The process for a ASA is described on the
method card.

ity Structure Analysis ?nm
Method Card

Different tools can be used to record work processes at a workplace, depending on the
focus.

_ 2p List

The indiividual work steps are documented s a list. A uniform level of detail must
be ensured. In order to record as many of the employee's activities as possible,
the first step must follow the last step in the process.

Core processes / main actiities are defined and the imagined and actual tasks
are compared. Unclear dividing lines of activities are also included. This makes

disruptions in the circul

Create job profile:

e S oo n s e e
workplace, @ speghetti dizgram s suitable for
recording.

In o tue-to-scale layout of the workplace, an
observer marks all of the employees walkuays 25 a
continuous line. The time taken for_recording is
Getermined beforchand (e, 10 cycles, 20 minutes).

Above all, confused paths indicate waste due to
movement and transport. Based on the spaghetti
disgrem, the workolace layout and the sequence of
individual activities can be optimized,

ety s, function) - Crstedon () - Veson ()

» Templates

This is where the process and findings
from the ASA are recorded.

ACTIVITY STRUCTURE

ANALYSIS
Spaghetti Diagramm
Betore
% gild einfiigen

Root Processes /
Main Activities:
Date:

Date

[Analyzed Acthities |

Units, Departments, Lacations |

3 Bid einfugen
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KAIZEN

Communication

e Communication

o Conflict Management




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

KAIZEN - by Ninja Services | Web: ericroth.org/services

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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