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How A3 Management Solves
Problems & Develops Problem-
Solving Capabillities
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Breakthrough Result: Safety

RIR/LWIR Trend 2016-2022
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LEl's Lean Transformation Framework

What problem are we trying to solve?

VALUE-DRIVEN PURPOSE
a situational approach

' How do we
w"::ﬂﬁ:'g d‘;ﬂi PROCESS MANAGEMENT cAPABILITY [t
. ) IMPROVEMENT SYSTEM DEVELOPMENT b.r. ?
improve it? capability
/{ Continuous, What i Sustainable \
practical changes dl. managemen improvement
to improve system and capability .
the way leader behaviors in all people
work is done at all levels

dowe need?

EASICTHINKING, MINDSET, ASSUMPTIONS

What is our basic thinking?
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Problem-Solving is Foundational

* What is a problem?

Where you
want to be

Where you
are
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Types of Problems

© LEAN CONSTRUCTION INSTITUTE

Type 4: Open-Ended
Reimagine the standard

Type 3: Target Condition
Improve the standard

Type 2: Gap to Standard
Achieve the standard

Type 1: Troubleshooting
Put out the fire

Four types
of problems

from reactive troubleshooting
to creative innovation

by Art Smalley

Current Standard
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A3 Problem-Solving

The Tool The Process and Thinking
* A3 Is just a paper size * Makes it easier for you
* Began in the 60’s as the Quality Circle * To engage others

problem-solving format . To understand others

« Tells a story, laid out from upper left-

hand side to lower right, which anyone | |
can understand * Forces “5S” for information

« All on one sheet of paper * Leverages PDCA

 Clarifies the link between true problems
& countermeasures

* Fosters dialogue within the organization

* Encourages front-line initiative

» Develops thinking problem solvers
.?) © LEAN CONSTRUCTION INSTITUTE
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A3 Management

(Q"x_‘) Foreword by Jim Womack
¥ S

» Fact-based problem-solving Managing to L.earn

° COI |ab0 rat| ng & ga|n | ng Using the AS management process to solve
problems, gain agreement, mentor, and lead
agreement

Y.
| L ? ‘ o
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* Mentoring / coaching

» Leading / making change
happen

il

s
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\by John Shook
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Lean Leadership...

“...is less about providing the right answers
than asking the right questions
and exploring them by engaging everyone
in experiments to learn through doing.”
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Job Aid for Leaders to Ask Questions

Title: Create robust procese for tranclating documente

pP
Background Proposed Countermeasure(s)
New da lon has massive technical
“Massive”? How big or d from Japanese Simplify and Improve process performance by choosing
important is this problem? mplexity of the one vendor based on competitive bid process,

Current Conditions What does number of vendors have

to do with the problems?

* No gingle owner/ of entlge translation P‘m

Cost overruns, delays, and errors due to:
* Shedr volume of umcnf.:-%

'Mll 1o am yvarl vend = qual mn
( Hnw much? How many? Flan
' !xltlss

- Policles, pro~ “agneral training materials Evaluate current vendor.

- Technlcal e, How Iong? }a nts Identify new vendor candidates.

- Descriptive d Develop bid package, distribute, and choose winning bld.
Target/Goal(s) ‘

— nm By
. S»impllfy and standardize the procssa
+ Reduce costs by 10%. _.__- Why 10%?

How can we know any of this
will work when we do not even know
the problem or root causa?

Analysls

Fullowup; /, 'l'

Menltor cost to propesal.
Eeview performance at end of one-year contract.

Put contract up for bid again If performance goals are not met.

* Challenge of translating from Japanese to English.

What do “challenge™ and
“complex” mean? What “problems”™
and what “cause™?
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Leadership Styles

“Dictator” “Do it MY way” Usurps responsibility and
loses engagement

“Empowerment” “Do it YOUR way” Loss of direction and
control
“A3” “Follow me and WE will Engagement within bounds
figure this out together” through ongoing
mentoring

_——,
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A3 Management System

Pull Authorization:
INDIVIDUAL INNOVATION
and
ALIGNED DIRECTION
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Turner NY’s Path to A3 Management

thep

Situation

© LEAN CONSTRUCTION INSTITUTE
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Procurement
value-stream
analysis &
nbeya

Leader-led

fact-based

problem-
solving,

Gemba-
based
improvement
Sctivities

Co-learning
with trade
partners
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Rate Presentations in the App

Joshua Linton

EH&S Manager, Whiting-Turner >
' Contracting Co.

Speaker

Continuous improvement: give
presenters your feedback by taking the =4 Sor Sy s, Tt
session evaluation!

WISES  opcaker Overall, how valuable was this
presentation to you?

rveys Please select an answer:

1. Find the session under “schedule”
2. Click on it then scroll down

- _ 1 - Not at all
H Core Program Evaluation

2 - Slightly

Photos
. 14 . bb) 3 - Moderately
3. Click “core program evaluation B oo —
Take a Photo - Very

4. Complete the 5-question
evaluation Tags

This information will determine the top 5

presentation teams and the top Live Lab

5 - Highly

o\ © LEAN CONSTRUCTION INSTITUTE
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In the spirit of continuous improvement, we would like to remind you to

J complete this session’s survey! We look forward to receiving your
= feedback.

LECEEULLELELEL
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Contact Us

Kevin Chase Josh Howell

Turner Construction Lean Enterprise Institute
kchase@tcco.com jhowell@lean.org
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Thank you for attending this presentation. Enjoy the rest of the 24t Annual
LCI Congress!
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