Applymg LEAN beyond the plant floor

Cut waste in the office by adapting the thinking
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hen Jim Brock, 3M Canada

Company vice president of

operations, talks to em-
ployees in administrative areas such
as marketing, sales and IT about why
it’s important for them to adopt LEAN
principles, he says, “My tag line is “Trust
me. Fifty per cent of what you do is
waste. At least.”

While LEAN is a strategy immedi-
ately associated with cutting waste and
streamlining processes on the assembly
line, 3M of London, ON, and other
Canadian manufacturers are in the first
stages of applying LEAN beyond the
factory floor — allowing them to begin
reaping the benefits of permanent ef-
ficiency savings in these areas as well.

To begin implementing ‘Office LEAN,
Jim Brock and 3M LEAN ‘Black Belt’
Angelo Psellas consulted Scott Smith,
president of High Performance Solu-

tions (www.hpsinc.ca) in Kitchener, ON.

Smith describes HPS as “one of
the pioneers at applying LEAN to an
information flow.” He stresses that using
LEAN principles in office processes will
not only create direct savings, but will
also result in a Leaner assembly line. “In
a typical manufacturing operation, 80
per cent of the problems with the shop
originate in the office,” he states. “That
is, materials not available because they
were not ordered, incorrect manufactur-
ing drawings, schedule changes, etc. If
we do not have a good flow outside of
the manufacturing flow, we will not be
as effective as we could be at providing
value to our external customer.”

The process begins, according to
Smith, with going for a ‘process walk’
through an information flow. “Walk one
of your documents, such as a drawing,
sales order or purchase order, through

all its steps,” he says, “and determine
how much time is ‘touch time’ (chang-
ing the ‘form fit or function’ of the
document). When you have all the
required information and how much
time is spent on rework, waiting time
or looking for information,” Smith
explains, “The first step is to ‘see the
waste’. Once you see the waste you can
then start to take corrective action to
determine the root cause and develop
appropriate solutions.”

“My tag line 1s
“Trust me. Fifty per cent
of what you do
is waste. At least.”

Jim Brock, 3M vice president of operations

3M’s Brock says that when managers
identify where improvements can be
made and make them, “Suddenly they
feel good about it” where previously
they might have felt unconvinced or
uncomfortable with the idea of LEAN.
Brock believes successfully engaging
employees in LEAN thinking is all about
empowering and inspiring them by giv-
ing them resources, getting them excited
and sharing internal success stories with
them. “It’s tremendously energizing
when you do it right,” he says. “Histori-
cally, they didn’t feel they had control
over their jobs and now they do.” LEAN
is based on employee engagement,
Brock considers it “more self sustaining”
than other efficiency programs.

Columbia Plastics Ltd. of Surrey,
BC, is currently taking a new approach
to applying LEAN beyond the factory
floor following a couple of unsuccess-
ful attempts in the recent past. VP of
Operations Brian Holmes says this new
approach involved a visit from Scott
Smith in October 2007. “[Scott’s] outside
eyes were really helpful,” Holmes says.
“People from all parts of the company
came in. Sales talked about how they
can streamline the back half and reduce
the cost of product delivery. The admin-
istrative, manufacturing and shipping
people focused on the internal customer
— supporting the sales person, producing
quotes quickly and cleanly.” Holmes adds,
“We started to answer questions like
‘what do we really need? *how do we best
deliver?” and ‘who needs to do what?™”

Smith stresses that companies should
remember they have two sets of cus-
tomers, the external (the end customer
that pays the bills) and internal (people
internal in the organization that others
deliver products or information to). “For
a manufacturing operation, if I work
in engineering, my internal customer
is the shop floor. The ‘value’ from their
perspective could be the correct informa-
tion in terms of drawings, instructions,
having a product that is easy to build. If I
work in sales, my internal customer again
could be the shop floors as we provide
them with the information to fill our
orders, i.e. quantity, delivery dates, speci-
fications,” adds Smith. “If these functions
fail to provide their internal customer
with what they need, when they need it,
it causes waste and does not allow them
to focus on adding value to the external
customer. This causes extra ‘effort’ which
affects the flow or through put and our
ability to turn a quote into cash.”



