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ALLIANCE CONTINUES WITH LOW COUNTRY

As was the case in 2011, Low Country Lean Alliance members and Pee Dee Lean Alliance members will have reciprocal privileges in 2012. With the loss of members in the Low Country Lean Alliance, having a complete event schedule became no longer feasible; Pee Dee members welcomed Low Country members. Members of both alliances will receive announcements of events in both.

USING THE ALLIANCE WEB SITE

If you haven’t yet visited the alliance web site, www.scleanalliance.org, check it out. The site contains a lot of useful information including an event calendar, a list of Lean readings, and, in the member area, a membership directory for all the South Carolina alliances as well as case studies from members. Contact Chris for the UserID and password for the member area. 
CONTINUOUS IMPROVEMENT CONTACTS

Please see the last page of this quarter’s newsletter for an updated listing of our continuous improvement network contacts

Mark Your Calendar!

Upcoming Lean Events

Apr 19
1 PM: Pee Dee Lean Alliance Event, Beneteau, Marion. Contact Chris 864-213-4202

May 25
1 PM: Pee Dee Lean Alliance Event, Eaton Sumter. Contact Chris 864-213-4202

Jun 21
1 PM: Pee Dee Lean Alliance Event, Canfor, Camden. Contact Chris 864-213-4202

Aug 2
1 PM: Pee Dee Lean Alliance Event, Becton-Dickinson, Sumter. Contact Chris 864-213-4202

Aug TBA
Pee Dee Lean Alliance Event, Roche, Marion. Contact Chris 864-213-4202

Sep TBA
1 PM: Pee Dee Lean Alliance Event, ESAB, Florence. Contact Chris 864-213-4202

LEAN BOOKSHELF
This issue’s selection is Toyota Under Fire, by Jeffrey Liker and Timothy Ogden. It describes how Toyota used “The Toyota Way” to overcome the automotive recession and its recall, and emerge an even stronger company. “Expectations and goals matter. A company that is simply trying to survive a crisis, to get back to the status quo ante, is never going to do better than that. A company that is dedicated to continuous improvement … will expect much more from its crisis response. In fact, the crisis becomes less an obstacle to be overcome and more another tool in the arsenal of continuous improvement.”
Click here for the Amazon page. 
FROM ANOTHER LEAN ALLIANCE
Thanks to a long-time alliance member, Timken Honea Path plant manager John Milko, I have for many years been reading the newsletter from High Performance Manufacturing, a group similar to ours in Canada where John was a member in the 1990s. A number of articles from their newsletter have made it into ours. 

The current issue has an article on collaboration through consortiums which I think applies to our lean alliances, and I’d like to paraphrase the article’s “lessons for safe collaboration” here. 

First, in the consortium model of collaboration, where members share intimate details of their businesses, “consortia do not generally have members who are competitors…so that competitive damage does not occur.” I’ve been asked a number of times why our balloting process allows members to veto applicants who are competitors. This expression says it well. We need to trust each other enough not to have to hide things during events, and not having competitors involved makes that possible. 

Another point made is that, in designing collaborations, we need to think in different ways. We need not so much to study facilities that are our corporate cousins, or are in the same industry. We need to see the practices of those who have different paradigms than we do, if we are to grow and see beyond our own limitations. And each of our alliances is diverse enough to provide event visitors with a new point of view every month. 

Finally, the author make the point that we need to have a paradigm of ‘abundance’ – that is, we all have abundant experience and intuition to share, and sharing does not diminish it. If fact, sharing what we have in the context of the alliance actually grows our own knowledge: First, because we better define what we know in order to share it with our allies, and second because we get clarifying information and suggestions from our allies when we do share what we have. 

The author did a good job of articulating what we already knew – that there are many tangible and intangible benefits to our alliances. They are enhanced if we approach our alliances in the right way. 

UPCOMING CONFERENCES

One of our members suggested that we begin to publish a list of relevant upcoming conferences in these newsletters, for those who are interested in attending world-class events. The following list is by no means exhaustive, but contains a few upcoming conferences that may be of interest. Please feel free to send me your suggestions for future conferences to include.

Enterprise Transformation
Institute of Industrial Engineers
April 3-4 
Atlanta, GA
Click here.
Strategic Sourcing Seminar

APICS

April 14

Greensboro, NC
Click here.
Shingo Prize Conference
April 30-May 4

Jacksonville, Florida

Click here
AME - Toyota Kata Seminar & Steelcase Workshop (Mike Rother)

July 17-19

Decatur-Athens, AL

Click here.
Lean Accounting Summit
Sept 13-14 
Orlando, FL 

Click here.
Engineering Lean & Six Sigma Conference
Institute of Industrial Engineers
Oct 1-3

Louisville, KY
Click here.
Annual Conference
Association for Manufacturing Excellence
October 15-19

Chicago, IL
Click here.
Dear Colleagues in Lean,

I was recently asked how to convince senior executives to go lean. The best way to answer this question is to summarize two contrasting real stories – one that got it and one that still does not – at different ends of the same sector.

The successful case began with a question from a senior Director – “How could these lean Toyota ideas help my business?” “Let’s take a walk and see” was my answer. As we walked it became clear there was waste everywhere. This very quickly led to a meeting with the CEO who was intrigued and gave us the go-ahead to begin some experiments to demonstrate the potential scale of the improvements that might be achieved. But I insisted that we begin by taking a team of top managers from this company and a few of their suppliers to walk the end-to end process back from the customer. This proved to be a game changing experience – they were shocked at what they now learnt to see!

So we were quickly given several places to carry out experiments and these quickly showed huge amounts of wasted time and effort could be saved. At the time no one had tried to do these things in this industry, even though I had the Toyota example as my reference model. Meanwhile teams from both companies began meeting to reap the low hanging fruit they could now see. And their internal team worked with other consultants to calculate the financial implications of the process savings we were demonstrating from each of our experiments. This was essential to get Board approval to go further and do the next set of experiments. In each case, once this had happened their team worked out the operational detail before rolling out the next piece of the system as the new standard across the business.

Gradually as the different pieces came together more savings were uncovered. The fastest things to change were the physical operations and it took a few years before the systems could be changed to support the logic of continuous flow. But the CEO was quick to spot new capabilities he could build on to introduce new business models that were previously too expensive to do. The rest is history – they moved from an also ran in the UK to number three in the world in a decade and their competitors are still struggling to catch up with them! The Board never lost sight of the core insight that removing any interruptions to the flow of products through their system would be good for them and their customers and they never used lean language to describe what they were doing, even though their chairman is a great admirer of Toyota!

The other case also started with the same question – but from the head of improvement. Several meetings in hotels eventually led to a visit to HQ to meet the new CEO. This company was making huge profits so I did not get a clear answer to my question “Why do you want to do Lean?” This was followed by days of meetings with armies of very bright staff in the improvement function at HQ and a few awareness training sessions. Which were followed by more visits and more meetings to refine our PowerPoint proposals, and to develop their Training Manual and the Plan for rolling this out across several hundred plants across the world. These visits continued for several months, and frustration began to set in.

Meanwhile we persuaded them to allow us to begin some experiments in chosen plants to build some demonstration sites and create a network of people with hands-on experience. Because this company had a long history of rolling out new initiatives from HQ local plants were very wary of this new program as they saw it and jealously guarded their independence and as a result, these experiments quickly ran into political problems. Our approach was seen as rocking too many boats and they began to look for more traditional consultants who would stick to training and improvement workshops. This came to a head when we were only allowed to do our workshops in hotels and not on the shop floor and when their central improvement team asked for our proposals and then blocked us sending them to the CEO!

We probably learnt more from this “failure” than from the earlier success. In retrospect, we failed to get them to

define the business problem the CEO was trying to solve with lean. We never managed to persuade his senior team to take a walk through the process with us. We were told this could only be done with an army of minders and a big security presence.  We never convinced them that this was not about rolling out new tools across their plants but about getting to action quickly to design a set of carefully controlled experiments to create hands-on knowledge and examples. But the biggest obstacle turned out to be the very bright staff in the improvement function at HQ who wanted to control the roll out of the programme based on their theoretical understanding rather than hands-on operational experience with lean. I have since seen very similar situations in several big multinationals, where we were in danger of being sucked into a never-ending cycle of meetings to discuss ever more elaborate PowerPoint presentations that never result in any action! 

But I do not despair – we planted the seeds of lean. I know that several of their competitors have it and are making steady progress and achieving dramatic results. As these translate into growing market share and volumes this company will be back in a couple of years asking why all the money they spent on more traditional consultants did not yield the same kinds of gains. Resisting the temptation to say “we told you so”, we can begin again with a bottom-up programme of controlled experiments, tightly focused on closing the vital few gaps that will make the biggest difference to the business. Over time, we will link them together and build the community of experienced lean

line and plant managers who can make it happen day in day out. The focus and the will to work across functions to

make this happen can only come from the top. I have always said that I only need one company in each

industry to really get what lean is all about – and in time the rest will be forced to follow!

Yours sincerely

Daniel T Jones, Chairman, Lean Enterprise Academy

HOW THE ALLIANCE WORKS

Governance:  The alliance has by-laws that set its basic parameters. These can be found on the web page (www.scleanalliance.org), or contact Chris Klasing for a current set. 

The alliance is governed by its steering committee. The committee meets four times a year. As a member, if you have a concern about alliance policies or procedures, you can contact a steering committee member to express your concern. The current membership of the steering committee can be found on the web site.

Admission Procedures: New members are admitted to the alliance by membership vote. Admission is a three-step process:

· The prospective member advises the coordinator that it wishes to join. The coordinator will discourage application to inappropriate members. The coordinator provides an application form to those wishing to apply.

· When an application is received, it is voted on by the steering committee. The basis for the steering committee vote is whether the applicant would likely make a good member. A majority vote by the steering committee is required.

· If the steering committee votes favorably, the application is voted on by the general membership. The basis for members voting is whether they would let employees of the applicant company into their plant for an event (i.e., are they a direct competitor). Any member can veto a prospective member at this stage. 
· After a member is admitted, the coordinator visits the new member to brief them on how the alliance works and what their obligations and privileges are as a member.
Event Procedures: The process for scheduling monthly events is as follows:

· In the second half of each year, the coordinator drafts an event calendar for the following year, assigning each month to a member based on each member’s “turn” to host. The coordinator asks each member scheduled to host to confirm that they can host in the month assigned. If necessary, swaps will be arranged. 

· In the last month of each quarter, the coordinator will ask those members assigned to the fourth, fifth, and sixth month ahead to select a date in the month they can host. The dates will be published in the next newsletter and added to the web site calendar.

· The month before a member is scheduled to host, the coordinator will contact the member and ask:

· What the host will showcase

· How many visitors they can accommodate

· If they have any unusual safety requirements (e.g., safety shoes)

· Whether they permit photography

· Directions to the plant

· Two weeks before the event, the coordinator will publish a notice of the event to the alliance membership and ask for signups about two business days before the event. 

· After the deadline has passed, the coordinator rations spaces if necessary by asking specific visitor plants to reduce the number of people they propose to send. He also advises the host plant how many people to expect. 

After the event, the coordinator sends a note to the membership advising how many people attended, and the date of the next event.
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