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Conduct an Assessment
Measure the pulse of your journey
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"Unless you try to do 

something beyond 

what you have already 

mastered, you will 

never grow.“

Ronald. E. Osborn

I am a big believer in conducting annual assessments of the business.  A year may seem like a long 

time but it is also a very short time and incremental changes happen within your business that my go 

un-noticed.

We recently worked with a business who felt that their New Product Realization process was 

ineffective.  After conducting a Value Stream Mapping exercise we quickly realized that what were 

emerging technologies 5 years ago where now commonly composition into new products.  

Unfortunately, the New Product Realization had not evolved at the same pace of the adoption of 

emerging technologies.

The Discovery phase … includes the development of an Executive Overview for the orators within 

the organization to define where you want the organization to evolve towards.  Typically, we focus on 

3 pillars;

• Inspired and Motivated People … which defines the organizational culture desired.

• Robust Processes … management of the Physical attributes of the organization

• Lean Operations … the standardized method of how you plan to run your business

Then to create a quick visual for your employees we create the STEP Diagnostic.  The STEP 

diagnostic assists the employees of the organization to understand that all of the Enterprise 

Excellence themes are not independent  flavor of the month but rather an integrated solution towards 

excellence.

Within our STEP Diagnostic we line up the enablers with support

tabs that help create definition to quickly get the organization 

aligned to a specific definition.  We also include annual KPI so we

can meet  incremental targets instead of pursuing the overall race 

which could seem daunting.

The nice part is once done, the annual diagnostic can be completed

In a few minutes with your team and results posted  for all to see.

80-100%

Schedules Match Customer Demands

No Incoming Materials Inspection

No Material handlers/lift trucks

60-80% AOP> 100%

40-60% Cost of Quality < 1% of Sales Cost of Quality < .5% of Sales

50% Jobs Cross Qualified 75% Jobs Cross Qualified 100% Jobs Cross Qualified

20-40% Unscheduled Downtime <10% Unscheduled Downtime <5% Unscheduled Downtime <1%

Setup/Change Over < 30 min Setup/Change Over < 15 min Setup/Change Over < 5 min Setup/Change Over Time < 1 Min

TCOP reduction <5% TCOP reduction > 15% TCOP reduction > 25% TCOP reduction > 25%

Supplier Certified Parts >10% Supplier Certified Parts >50% Supplier Certified Parts >75% Supplier Certified Parts >90%

Production Supplier reduced by 10% Production Supplier reduced by 15% Production Supplier reduced by 25% Production Supplier reduced by 25%

New Product time to market >1 year New Product time to market < 1 year New Product time to market < 6 months New Product time to market < 3 months

VSWI > 10 % of processes VSWI > 30 of processes VSWI > 60 of processes VSWI > 100 of processes

Plant order receipt to Ship < 3 Weeks Plant order receipt to Ship < 2 Weeks Plant order receipt to Ship < 1 Week Plant order receipt to Ship < 36 hour

TPM > 10 of processes TPM > 30 of processes TPM > 60 of processes TPM > 100 of processes

0-20% Critical Machine Uptime > 96% Critical Machine Uptime > 97% Critical Machine Uptime > 98% Critical Machine Uptime >99%

5S  Audit < 25% 5S Audit > 25% 5S Audit > 40% 5S Audit > 60% 5S Audit > 80%

EVSM of Processes <10 EVSM of Processes >10 EVSM of Processes >50 EVSM of Processes = 100 EVSM of Processes < 1 year old

OSHA Recordables > 5 OSHA Recordables < 4 OSHA Recordables < 3 OSHA Recordables < 2 OSHA Recordables = 0

Environmental Compliance > 4.0 Environmental Compliance < 4.0 Environmental Compliance < 3.5 Environmental Compliance < 3.0 Environmental Compliance < 2.0

TRIR >2.5 TRIR < 2.5 TRIR <2.0 TRIR < 1.0 TRIR < 0.5

Personal Retention Rate > 90% Personal Retention Rate > 92% Personal Retention Rate > 93% Personal Retention Rate > 95% Personal Retention Rate > 97%

Unplanned Absenteeism <4% Unplanned Absenteeism <3% Unplanned Absenteeism <2% Unplanned Absenteeism <1.5% Unplanned Absenteeism <1%

WIP Product A <5 days demand WIP < 3.0 days demand WIP < 2.5 days demand WIP < 2.0 days demand WIP < 1.0 days demand

Late Shipments >5% of stated LT (Product 1) Late Shipments <5% of stated LT (Product 1) Late Shipments <3% of stated LT (Product 1) Late Shipments <2% of stated LT (Product 1) Late Shipments = 0% of stated LT (Product 1)

$ shipped per employee hour > $0.00/hour $ shipped per employee hour > $0.00/hour + 10% $ shipped per employee hour > $0.00/hour + 20% $ shipped per employee hour > $0.00/hour $ shipped per employee hour > $0.00/hour

PLT  > 5 days PLT  > 5 days PLT  > 5 days PLT > 5 days PLT  > 1 days

Exceptions to Schedule > 10 week Exceptions to Schedule <5 week Exceptions to Schedule <3 week Exceptions to Schedule < 2 week Exceptions to Schedule < 1 week

Waste as percent of Product Shipped>10% Waste as percent of Product Shipped<10% Waste as percent of Product Shipped<5% Waste as percent of Product Shipped<3 Waste as percent of Product Shipped=0%

Inbound waste yield Product 1 <60% Inbound waste yield Toll Product 1 <70% Inbound waste yield  <75% Inbound waste yield <80% Inbound waste yield <85%

First Run Capability of Product 1 <90% First Run Capability of Product 1 > 95% First Run Capability of Product 1 >96% First Run Capability of Product 1 > 97% First Run Capability of Product 1 > 100%

Accurate GL Close in 7 days Accurate GL Close in 5 days Accurate GL Close in 4 days Accurate GL Close in 2 days Accurate GL Close in 1 days

Accurate variance explanation in 7days Accurate variance explanation in 5 days Accurate variance explanation 4 days Accurate variance explanation in 2 days Accurate variance explanation in 1 day

Inventory Days < days Inventory Days > days Inventory Days >10 Inventory Days = 5 Inventory = 1

Pretax Profit Margin of X% Pretax Profit Margin X% Pretax Profit Margin X% Pretax Profit Margin X% Pretax Profit Margin X%

Revenue of X million Revenue X million Revenue X million Revenue X million Revenue X million

Step One Step Two Step Three Step Four Step Five

Vision & Mission Commitment Value Stream Mapping Breakout areas Shadow Boards for Tools Poka-yoke Devices

Policy Deployment Suite (X-Matrix, Paytner, A3) Preventive Maintenance Program Coaches/Facilitators Planning process of Vision & Mission Andon Boards

Formal Problem Solving Quality Audits Team Leaders Standardized walk Patterns Kaizen Shop for Employees

Employee handbook Visual Triggers VFM Standard Work Instructions Point of Use Supplier Delivery CI Teams and time allocated

5S Program Launch Continuous Improvement Plan Automated Accounting & Payroll system Synchronized Cells Established Enhanced Metrics on Floor

Health & Safety Committee Total Productive Maintenance Pilot Production Cells Succession Planning Seen as Community Partner

Steering Committee Pre-screening of hourly employees Value Stream Organization Structure Mixed Model Production System Formal Customer Driven CI Process

Clearly Defined PPM Measurement Employee Orientation Program Leadership Performance Reviews Train the Trainer Program Employee Recognition Program

Executive Support & Commitment Communications Strategy Visible Production Schedule at Cells Daily Team report-outs Flexible Work Force

Organizational Recommendations Filled Town Hall Meetings - Quarterly Kanban system Measurable targets for Teams Visible Pull Schedule

Project Teams Quality Policies and Practices Defined Team Peer Reviews Visible Attendance Program PDCA

0-20% Setup Time Reduction Process Launch formal Supplier Part Cert. Prog. Engineered Material Handling On-Site Commodity Managers

Generate TCOP scorecards Supplier Quality Feedback System Supplier Technical Exchange Program Quick Problem Detection & Correction

Production Schedule Methodology Morning Market Report-Out Areas Regular weekly Team Time

Pull Systems / Kanban Formal Project Management & Tracking Problem Solving techniques OEE

20-40% Formal Product Realization Process Cell Team Problem Solving Six Sigma

Environmental Stewardship Program Preventative Maintenance Program Self-Directed Teams

Cross Functional Team Problem Solving Plant Facility Audits Automated Capacity Planning Schedule

Employee Suggestion System Formal PM Program Real-Time Quality Feedback System

40-60% Determine Realistic Equip Lifecycles Benchmarking Projects

Legend Lean Accounting Methodologies Breakthrough Kaizen Events

Implemented and working well Central Energy Reporting System Plant Engineering Self Audits

Planned or in process Robust Document Control CI Maintenance Teams

Not Started 60-80% Inventory Control System

Visual Factory

Emplyee Involvement

Resouce Utilzation (plant & equipment)

80-100%
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.“These discussions take a simple concept like waste and make it complicated. I used to think that 

"waste” was self-explanatory, but, after reading oxymoron‟s like "necessary waste," or expressions 

like "non-value added waste," which suggest that there is such a thing as "value-added waste," or an 

acronym like "NVA," I am now convinced that a definition is needed. So here is one: "An activity is 

waste if and only if its elimination improves some aspects of your performance without making 

anything else worse."

If you take it for a spin, you find that all of Ohno„s seven categories fit that definition. For example, if 

you eliminate unnecessary WIP, you improve performance in the following ways:

1. You reduce your working capital and your inventory holding costs.

2. You improve the quality of your product by not burying problems in WIP.

3. You reduce production lead times and thereby improve customer service.

And you don't make anything worse. Note that the waste category is "unnecessary WIP," not all WIP. 

If your WIP reductions cause shortages, you have proven that your WIP was in fact necessary to 

your current operations

So what about engineering? The idea that engineering doesn't add value because it's not production 

is absurd. A more reasonable way to think about the value of engineering is to imagine the future of 

your company if all its engineers suddenly vanished. Production might continue for a while, but the 

company couldn't introduce new products or processes, and would fall behind the

competition. The value of engineering then is the difference between the future you have with your

engineering resources and the future you would have without them. It may not be easy to quantify, 

but that's what it is.

Following are a few commonly observed types of waste in engineering organizations:

1. Lack of focus. Every engineer who is juggling 10 or 15 projects makes such slow progress on 

any of them that most are eventually cancelled rather than finished. Management often assumes that 

an engineer's mental changeover between projects is instantaneous. It isn't. When working on one

project, you have all its issues, parameters, and models in your mind. To switch to another project,

you need to purge all this and load the information about the new project instead. Not only does it

take time, but also it is mentally exhausting, and engineers who are asked to do it multiple times a

day lose their ability to get things done. Hoshin planning has been used to avoid this kind of problem.

2. Miscommunication. Good engineering requires intense communication, which in turn requires

organization. Engineers need to spend time in the shop, in the office and in meetings. Meetings, in

particular, can be a great source of waste if they are held without discipline and without agendas,

and with no one writing minutes. Communication can be enhanced by collocation of project teams

and through the use of tools like forms, one-page reports, copy boards, and on-line discussion

databases.

3. Poor leadership. Jerry Feingold pointed this one out. Engineers are often led by managers who 

are not engineers themselves and don't understand how engineers work. In the right settings, most

engineers will put in long hours of hard work without any prompting. Having them punch timecards in 

and out, repeatedly canceling projects, or failing to provide them with opportunities for professional 

growth, however, can destroy their self-motivation.

4. Overspecialization. This culture values specialized knowledge. But split engineering into too 

many subcategories, like product engineer, process engineer, equipment engineer, manufacturing 

engineer, industrial engineer, etc. and all you get is bureaucratic turf wars. In a small machine shop, 

you may have only one engineer doing all the technical work. As company size grows, it makes 

sense to subdivide the engineering function into more specialties, but it should be done sparingly

Value Add or Non Value Add
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