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I would like to share with this group my background as it pertains to lean and CIP.  I have been the Chief Operating Officer at Nahan for the last two years.  Prior to joining Nahan, I was at Jostens for 28 years, the last 10 of which I was the V.P. of Manufacturing.  In that role, I had 17 facilities in the U.S. Canada and Mexico reporting to me.  In 1995 we launched our first Lean initiative at Jostens in our Jewelry division.  Over the next two years, we implemented Lean in all our business units.  As you would expect we had varying levels of success in these initiatives.  Some were hugely successful, some marginally successful and some down right failures.  In all honesty it is from these failures that this presentation is derived. 



First, by show of hands, how many people in the room are in the midst of some type of Lean initiative?  If not, how many are implementing some sort of change?



I would think that anyone in business today is faced with change of some nature and I believe what we discuss today pertains to any change an organization is undergoing.  



I will try to leave a few minutes at the end for questions


Background on Nahan

« Family owned Commercial and Direct Mail Printer

e 1987: Introduced a Total Quality Management program
— Established cross-functional and functional teams
— Developed standard operating procedures
— Developed customer focused metrics

e QOctober, 2006: Launched our Lean initiative

— Formally trained seven leaders in Lean at the University of
Kentucky

— Completed awareness training with all 550 employees
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Just a little background on Nahan Printing.  Nahan was started by Jim Nahan in 1962 when he purchased a bankrupt printer here in St. Cloud.  We have grown from a business with $80,000 in sales in 1962 to $104 Million in sales in 2007.  We are known as one of the premier commercial printers in the nation having won several North American Printer of the year awards for both magazines and catalogs as well as the International Printer of the Year for magazines.  We have what we define as a high end direct mail shop as well.  In that business, we are able to produce complicated mailings focused not only on solicitation but loyalty purchases.  

Nahan is not new in it’s focus on the customer and it’s employees.  More than twenty years ago Mike, Linda, Danny and Tracey Nahan, the four owners introduced Total Quality Management at Nahan.  So many of the TQM pieces are critical to a strong lean foundation.

In October of 2006, we launched Lean.  Many companies launch lean for the wrong reason.  They have financial struggles and are looking for a quick fix thru cost reductions.  All too often those businesses give Lean a bad name.  At Nahan we had a different compelling reason.  We had doubled in sales in less than five years and were having trouble keeping up with the growth.  We utilized GE’s At the Customer for the Customer free service.  They provided a lean consultant at no cost to assist in educating our leadership in Lean.

We began by sending several people to The University of Kentucky to be formally trained in Lean.  These people would become our trainers.  We then spent four months providing awareness training to all our employees.  We are too new in our journey to claim success but we do have a very good idea as to how to avoid failure and I would like to share this with you today.  None of what we discuss today is original, it is common sense which is so often overlooked.


Keys to a Successful Lean Initiative

e Senior leadership must embrace and champion the need for
Lean.

— There must be a well understood and compelling reason
to change

— The strategic business plan needs to identify Lean and
Continuous Improvement as a strategic priority

— Focus on your customers

— |dentify potential leaders of change and put them in the
positions to drive change

— Lean must be seen as an enterprise-wide opportunity, not
just something good for manufacturing
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The first key to success without a doubt is senior leadership.  The willingness to change begins at the top.  The owner, the CEO, the President has to have a passion and a vision to change.  I cannot tell you how many times I have attended or participated in Lean seminars and struck up a conversation with participants who told me their CEO was too busy to attend so they sent them.  When I hear this I know it is only a matter of time before that organization fails in it’s attempt to implement Lean.



Anytime you embark on change such as this, there must be a compelling reason to change.  In our case, we had to maximize our equipment output.  There was no way we could invest in capital rapidly enough to keep pace with our growth nor could we find enough good people to support that growth.



Part of that compelling reason has to include a focus on the customer.  If you are changing, it better be in an attempt to serve your customer’s needs more effectively.  



Next, as a leader, if you want lean to work, it has to be part of your strategic business plan.  Your people know that your SBP is the driving force for your organization and therefore lean must play a prominent role in that plan.  As a part of that plan, you must identify lean as an enterprise-wide opportunity.  Too many people see lean as focused on manufacturing which almost guarantees less than optimal performance.  Remember, Lean is about the elimination of waste and non-value added steps.  We have found more waste in how we introduce a new product or how would put a job into manufacturing than we have on the shop floor.  Also, if every part of the organization is involved in Lean there will be more interaction and teamwork.  Lean accounting will play an important role as well.



Finally, as the champion of this initiative, you have to identify other champions to make it work.  Often these champions do not come from the same pool of people you have relied on in the past.  Lean is focused around Servant Leadership.  Therefore your champions often are those people who have built their career by seeking team involvement and removing obstacles.  Today many of us identify the individual contributor and the firefighter as the best.  Those traits actually hurt Lean growth.  Once you have identified your potential champions, you need to provide them with the training to succeed.




Keys to a Successful Lean Initiative

* Training must be the center of any Lean effort.
— Train enough trainers
— Repeat training at regular intervals

— All new hires must participate in a lean event within the
first 90 days of employment

— Performance metrics must include participation in Lean
activities
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The second key to success is training.  First, there must be enough trained trainers.  In most companies, the trainers have full time jobs outside of lean.  If these people find themselves spread too thin, they will default to their regular job.  At Nahan, we are in the process of training close to 50 leaders to be  Lean trainers.  The process is fairly rigorous.  All of these facilitators go through 5 formal training courses.  At he conclusion of these courses they are prepared to teach along with a certified facilitator.  These trainees will co-facilitate for four months.  Our Organizational Development team will evaluate them through the process and they must receive a score of 80% before they are allowed to facilitate a group independently.



Next you cannot train people once and expect them to always understand.  We provide awareness training at each and every Kaizen event.  You could participate in one event per month but you will receive the same training at each event.  Overkill?  Maybe but too important to assume people understand.



Next, New Hires, are exposed to Lean at their first orientation session.  Also we guarantee they participate in a lean event in their first 90 days on the job.  It is critical for everyone to be immersed in lean quickly and often.



Finally it is important to tie an employee’s performance to participation in Lean.  We track their willingness to participate in Kaizen events and measure their interpersonal skills as well as a skills matrix.


Keys to a Successful Lean Initiative

« Communication and Recognition will drive understanding and
commitment.

— Create formal communication forums that allow you to
share the Lean vision on a daily, weekly and monthly
basis.

« Utilize these forums to recognize fast adopters and
reasonable risk taking

— Create opportunities for your employees to share their
progress utilizing the Lean process

« Kaizen event report outs
« Department updates
« Momentum meetings
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As I pull up these slides I catch myself wanting to say that this is the most important aspect for a successful Lean implementation but I catch myself because each aspect is as important as the other.  Communication needs to be daily, weekly and monthly.  From a daily perspective, we conduct what is defined as a Three Tier Communications tool.  By this the line supervisor in their daily Gemba walk visits with each employee to discuss issues and opportunities.  That supervisor and their boss has a similar opportunity to communicate on a daily basis.

Communication needs to be visual as well.

In the center of each building is a Plant Summary Board which posts all key metrics weekly.  This board includes information on customer and employee satisfaction, manufacturing unit cost and quality data as well as updates on all lean events in process.  Also this board captures recognition for both team and individual performance.  It is positioned in a place where everyone passes regularly.  We also have cost center boards that allow all employees to know where we are at hourly as well as daily.



We also have weekly momentum meetings with every individual in the plant.  In those meetings we share not only company performance but any pertinent customer information and finally, every three months we have plant-wide updates conducted by senior management.



Finally, it is critical that we create opportunities for our employees to share their key learning's and this is done by having them conduct Kaizen report outs and giving department updates.



I would just wrap this slide by saying one can never over communicate and what I have outlined is what I would define as the minimum requirements.




Keys to a Successful Lean Initiative

* Lean metrics must tie to your company’s financial goals
— If it is measured, it will improve

— Measurements can be rude and crude but must be
timely

— Key metrics should be centered around the customer
and your employees

— Set noble goals
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Lean must tie neatly to your company’s financial goals.  Understand the most important thing to agree with is that if it is measured it will improve.



Metrics can be rude and crude.  The most important thing is that they are timely and directionally correct.  I have seen many companies fail at lean because they felt they needed this robust information system to track everything that occurred in the past perfectly.  I am more concerned with forward looking metrics and timely feedback.



Now understand I am not eschewing Six Sigma.  However, I believe an organization has three to five years of lean work ahead of them before they even contemplate introducing Six Sigma.



Metrics should be focused on the customers and the employees.  If we take care of these two groups we will be financially successful.



Finally and I believe this is the most important aspect in the metrics phase.  One must set what I call noble goals.  By that goals should stretch the organization.  If you ask for a five percent improvement, your people will try to tweak processes that already exist.  However if you ask for a fifty percent improvement people will only achieve this through radical change.  Radical change is critical to the success of Lean.




Performance Metric
Hour by Hour Board
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Keys to a Successful Lean Initiative

e Commit to a full time leader of Continuous Improvement and
Lean.

— People must recognize that Lean is important enough to
require a true financial investment

— You have to spend money if you plan on making money

. Thank you for your attention.
Kent Gilmore, Nahan Chief Operating Officer
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Finally one cannot be successful in Lean unless they invest properly in it.  I would suggest that if you are not handicapped by size that  you commit somebody full time to managing your lean program.



People look at your financial investment to determine if you are serious about lean.



Also you need to be prepared to spend money up front to make money in the end.  This year alone, we have invested close to $650,000 in training for Lean.



The payoff is not overnight but we are beginning to see results.  We have conducted 70 Kaizen events that have produced savings in excess of $1 million.  Over 75 percent of our people have participated in these events.  Our unit costs have improved by 22% and our spoilage has improved by 25 percent.  Our on-time delivery is gone from 83 percent a year ago to 99 percent today.



The key for us is to avoid complacency.  We need to continue to show the discipline required around training, communication recognition and metrics to be successful.  I believe I have a few minutes for questions.




Lean Enterprise Workshop Series
(7-module, case based course)

Mcs

Operations Management

Advancing Productivity, Innovation,
and Competitive Success



Lean Enterprise

Central Minnesota APICS is preparing to launch
this new LE course after the first of the year.

The tentative format is 7 four hour sessions —
* |ntroduction
e Lean Culture
* Value Stream Mapping
« Stability & Process Improvement
e Just-in-Time
e Measuring
e Sustaining

... watch for upcoming announcements
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The Lean Transformation Roadmap

... hereis the “roadmap” that
the LE course follows . . .

1. Introduction 2. Lean Culture
» Educate Organization * Plan for Change
» Assess Readiness » Create Teams
» Define Product » Select Pilot

Families Product Family

3. Mapping

* Map Current-State
Value Stream

* Map Future-State
Value Stream

* Plan Implementation
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he House of Toyota
...the course is closely

linked to the “House of Toyota” ‘ W1 - introduction ‘

Best quality, lowest cost,

shortest lead time ‘ W2 — lean culture ‘

by eliminating waste

*  Takt time Manual or
automatic line

* One-piece fl Respect for sop ‘ — I ‘
nepiece ow Y —_ W4 — stability & Pl
" Safety %%?:rl?itr?é:'c.t:;vitiz;

* Morale Mistake-pr-.ofing ‘ W5 - JIT ‘

In-stat’on process
cor’.ol

Just-in-Time (JIT) BEONNCR ] | Jidoka ‘ W3 - VSM ‘

*  Pull systems

‘W6 - measuring ‘

Operational Stability

Leveling Standard Work Kaizen

‘W? - sustaining ‘
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