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Embracing the Leader Role in
Creating Ideal Conditions and
Coaching Problem Solvers
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In an Ideal Lean World

What do you see? ;




Learning Objectives

After completing this session, you will be able to:

« Describe the challenge of changing mindset
* Recognize two main Lean leader responsibilities

« Examine options for leaders to create better
routines, build better habits and ultimately
strengthen problem-solving culture

10/10/24
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Agenda

Two key leader roles:

o Creating ideal conditions

Leader Routines
o |ldea Boards

A3 Use and Coaching
Leader Task Boards

Leader Process Walks
Leader Standard Work

O O O O O

o Building problem-solving muscles

Daily Management Huddles
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The Challenge: Changing Mindset

Lean Six Sigma
tools applied

Existing
management
mindset and
practices

Thawing The Frozen Middle
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Two Lean Leader Responsibilities

1. Create Ideal Conditions

2. Commit to Growing Problem-Solvers

Create Ideal Conditions for Continuous
Improvement to Thrive

o\ Lean Construction Institute
v Transforming Design and Construction
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Culture Is Not Cookie Cutter

- Asking why
« Calculated risk-taking
« Making process problems visible

Reduce Fear
« Create psychological safety
* Support a blame-free environment
 Recognize behaviors that create a search for the guilty
« Focus on the process, not the people
« Recognize and acknowledge desired behaviors

=
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Make It OK To Experiment
SAEE ENV\RONMENT  MEANS

66 Culture is created by what
is tolerated and promoted. 2

- Dr. Henry Cloud -
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What is Promoted by Leaders?

A blame-free environment
* Psychological safety
* Focus on process not person

* Making problems visible
* Continuous Improvement

* Joy
e Camaraderie
Collaboration

A

13

What is Tolerated by Leaders?

* Staying late

* Coming in early

* Reading and sending emails on the weekend
* Bullying

* Blaming

* Fear
* Disrespect
* Working in Silos

A
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Culture Reflection

What cultural behaviors are promoted and/or tolerated in your organization?
Some behaviors have a positive impact and some have a negative impact.

promoted tolerated

Positive Negative Positive Negative

A Necessary Job For Leaders q
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Defending Your Culture

“When | started my organization,
nobody told me that half of my energy
would be spent building it,
and the other half would be spent
protecting and defending it against all
of the things other people wanted it to

be.”

-Excerpt from Boundaries for Leaders
By Dr. Henry Cloud

A

Southwest: Defending the Culture

. &

Attitude.

| 1CAR

o O it

()
SOUTHWES We operate with a

share wespirit Warrior Spirit,
a Servant's Heart,

and a Fun-LUVing
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Reflection

In order to promote or defend the culture you want,

What do you need to Stop, Start or Continue to do?

__stop ] start ] Continue_

1. Identify individual leader behaviors
2. Be sure they are actions or behaviors, not results

Commit to Building Problem-Solvers

© LEAN CONSTRUCTION INSTITUTE
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Build the Problem-Solving Muscle

/2
Leadership Philosophy q
ng?

11
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Leader/Coach Challenge

Do three things better:
1. Do less telling

2. Learnto askin the
particular form of
Humble Inquiry

3. Do a better job of
listening and
acknowledging

Tracy O’'Rourke and Edgar Schein

23

Inquiry Exercise

"

1. "Here's what went wrong...

2."This is what needs to be
done...”

3."“This idea needs to be
implemented...”

4."The problemis..."

24
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Grow Your People

Ask, Don‘t Tell:

* What do you see?

* What have you learned?

* What do we need to do to
improve the current condition?

* What interrupts our flow?

* What do you think the best
approach would be?

* What do we need to do next?

* What are your ideas?

* What do you recommend?

* How can we make the abnormal
condition more visible?

* How can | help support you? )

Not a hero

Define Leader Responsibilities
With Leader Routines

6\ Lean Construction Institute

© LEAN CONSTRUCTION INSTITUTE v Transformin g Design and Construction

13



10/10/24

Why Leader Routines?

\'?

Don't let the system manage you.... ;
Initiate a Lean Management system

* New settings with old habits won't work
* Critical to Lean Management System
* Guides leaders in their roles

* Supports leaders in doing
what matters

“It is not enough to do your best;
you must know what to do,
and then do your best.”

- W. Edwards Deming

14
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Leader Routines: Leader Standard Work

Once daily

|| Daily task
| assignments-
self or others

Multiple times
daily—— [l

A set of daily, weekly actions or tools that leaders
apply to build and sustain a continuous

improvement mindset and culture.
P N\ /8

° oo o
Sample: Roles & Responsibilities
o T I W m—
STRUCTURE AND ROLES Il Ensure that all process improvement
©) opportunities are given a chance to be
ASSISTANT completed and they remove any obstacles
CHAMPION or give any approvals needed at the
| T Division level.
= = * Take action on lean goals set on
s ) transferred road map.

* Mentors the Assistant Champions of the bureau
as the improvement initiative they desire.

29

P
:

* Meets with the Consultant monthly to receive
CHAMPION Summary Sheets, give approvals as needed
and get project updates of all the boards in the

bureau. :

15
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Sample: Actions for a Lean Six Sigma Champion

Promote a Continuous Commit
Improvement Culture Time & Effort
* Remove fear in the « Participate in certification < Recruit employees in:
organization celebrations + Yellow Belt, Green Belt &
Black Belt
* Support a blame-free * Promote dialogue of
environment continuous improvement -+ Follow-up on project
in staff meetings work and success

+ Continuous Improvement

included in management + Attend kickoffs for * Influence key
goals & objectives Process Walks and Kaizen stakeholders
Events
* Promote & reinforce » Give continuous
making problems visible - Participate as a sponsor in improvement a voice in
steering committee strategic conversations
* Help breakdown barriers meetings
to continuous

improvement

31

Making Lean Management Go

Steering Wheel:
DETY
Accountability

Fuel:
Leader
Discipline

Engine: Leader
Standard
Work

Transmission:
Visual Controls

16



Sample Leader Routines

©O06

Idea Boards Daily Management A3 Use and Coaching
Huddles
Leader Task Boards Leader Process Walks Leader Standard
Work

10/10/24
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Reflection: Check/Adjust on Current Activities

* Are there any current enterprise-wide driven
continuous improvement activities (Tier-
boards or I[dea Boards?)

* Are there any personal routines/behaviors
that you've incorporated to drive continuous
improvement with your team?

17
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Idea Boards

=~ %2 “Improvements Through Employee Engagement”
(7 e BoiNG Dow=

& h Employee Engagement”
COSYER “Imncgyaments Throyh Employee Engagemant”

— =1

Sample Leader Routines

006

Idea Boards Daily Management A3 Use and Coaching
Huddles
Leader Task Boards Leader Process Walks Leader Standard %
Work KWZ )
—~
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Purpose for Huddles and Huddle Boards
* How does your team
know if they're winning
e or losing?

PERIOD

* What is your scoreboard
i telling you?

* Daily dialogue and
information exchange

(]
Sample Leader Routines
E
Idea Boards Daily Management A3 Use and Coaching
Huddles
Leader Task Boards Leader Process Walks Leader Standard ;

Work (\WZ )

—~————

19
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What s an A3?

An A3 is a one-page document that shows how problem

solvers are thinking through an improvement effort.
Your Role As A Leader/Coach

Fulfill organizational
goals by building the
problem-solving
muscle

“Coaching for development is about turning
the focus from the issue to the person dealing
with the issue. The person managing the fire.”

- Michael Bungay Stanier U)
N/

QW

20
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Challenges for Leaders/Coaches

°g

Quality Unbalanced

No A3 Questions Feedback

Challenge #1: Failing to Ask for A3s

Countermeasures:

* Have learners bring their A3
with new progress since the
last coaching session

* Use the A3 during coaching
sessions to ask about the
improvement progress

* Follow up with calendaring
the next coaching session

21
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Challenge #2: Quality Questions
Countermeasure:
* Become a student of Socrates
* Use open-ended questions
» Start with the the list or questions

* Practice, practice, practice

Good Questions For Leaders To Ask

Left Side of the A3:

e Tellme about section. What were some
of the activities you/ your team did to build
profound knowledge of the current condition?

* How did you/your team determine the target?

* How did you socialize this A3 with
key constituents?

* What data did you collect?

* What root causes did you discover? o

* How do you know these are the Countermeasures
root causes? Implementation

* What challenges did you run into in Plan

developing the left side of this A3?
Verify Impact 2

Update KWZ ,
Standard Work

—~————

QW

43

44
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Good Questions For Leaders To Ask

Right Side of the A3:

* What are some of your ideas to

improve the current condition? NN

* Who was involved with
brainstorming countermeasures?

* How did the brainstorming go? Current Situation

* How did you decide on the
countermeasures to implement? Target Situation

* How is the implementation -
going?

* What kinds of challenges are

you running into?

Analysis

45

Good Questions For Leaders To Ask

At the end of a Coaching
Session:

* What could you do differently to “

make this A3 more descriptive or
accurate?

* What did you learn during this
coaching session?

* What are your next steps?

* When will we meet next to
discuss additional A3 progress?

* Is there anything else on your

mind?

46
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Challenge #3: Delivering Unbalanced Feedback
Countermeasure:
* Create pull for your feedback—
make it a good experience
* Lead with the positive
* Ask them to give themselves

feedback first
* Always provide

positive and constructive @

feedback-not just
one or the other

Feedback Format
Keep, like or continue Suggestions for change

47
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Feedback Application #1:

2021 - 2022 HIGH SCHOOL REPORT CARD

I got my Student: John Doe Grade: 10th
report card... School Year: [9/13/2021] - [6/1/2022]
Quarterly Terms : T1: 9/13/2021  T2: 11/29/2021 T3: 1/10/2022  T4: [4/4/2022]

Core Courses:

T T2 T3 T4
English B A
Language Arts B- B-
Math D- D+
Science C- B-
Social Studies A B
Physical Education D C-
Music - Band B B

Feedback Application #2:

| straightened
up the forms
storage area.
Let me know if
that works...

25
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2" Coach Questions:

How did you think you did?

What went well?

What could have gone better?

What will you do differently next time?
What else is on your mind?

51

Sample Leader Routines

006

Idea Boards Daily Management A3 Use and Coaching
Huddles
Leader Task Boards Leader Process Walks Leader Standard Z
Work KWZ )
—~
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What is a Task (Kamishibai) Board?

* Visual display of green
cards and red cards

* A simple check card
system

* Tasks can relate to safety,
quality, production, cost,
and/or daily

management

Task Board for Daily Management Routines

53

Managing Daily, Weekly, Monthly Tasks:

Daily Weekly Monthly

IEN & Task 1 Task 1

Task 2 Task 2 Task 2

Task 3 Task 3 Task 3

Green = completed.
Red # completed

Task Board: Are the necessary jobs/tasks being done?

54
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Task Boards in Action - Weekly & Monthly q

o
4 omee s @D
Individ... % » B

B Myser ;
EEER -2 0%ER0e

i
=
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Sample Leader Routines

006

Idea Boards Daily Management A3 Use and Coaching
Huddles
Leader Task Boards Leader Process Walks Leader Standard é
Work
——

What is Leader Process Walk?

Leader Process (Gemba) Walk: A routine where
those in charge walk through the place where
work takes place (the Gemba) with Process
Owners in order to grasp the current process
and foster dialogue.

*“Gemba" is a Japanese term meaning
“the real place”
* Leader Process (Gemba) Walks may

take an hour vs. Continuous
Improvement Process (Gemba) Walks

which may take 2-5 hours

58
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Why Are Leader Process Walks Important?
* Practice going to see — —
Learn to “See” the process where it
takes place (Gemba) I J
|
Grasp the * Identify issues and
Current Improvement
T Situation opportunities
v

* Reserve time to respect
people and observe
processes T

Strengthen
Relationships

» Creates dedicated time
Foster Dialogue between leaders and
workers

* Boosts development of

Focus on Visuals )
Visual Controls

o«

59

Case Study: Leader Process Walk

30
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King County Finance Value Streams

1alnAna lyze:

1 Procure to Pay REG TR e

1.2 Sourcing

2.1 Asset &
Transaction
Processing

2.2 Period
Close & Data
Integrity

2 Record to Report

3.2 Administer
Comp &
Benefits

3 Hire to Retire 3.1 Hire

4.2
Determine
Financial
Method

4.1 |dentify
Need

4 Debt Issuance

§ Investment
Pool Management

5.2 Determine
Cash Position

5.1 Develop
Cash Flow

6.1 Receive &
Process Order

6 Order to Cash 6.2 Order Mgt

7.1 Assess

Property &

ECICREN
Roll

7.2 Bill &

7 Assess to Collect Collect

7.3 Deposit

Key:

(1]
Contracting

1.4
Req/Receive

2.3 Transform
Data into
Meaningful
Info

2.4 Grant
Reporting

3.3 Administer
Comp &
Benefits

3.4 Employee
m Engagement& o
Development

4.4
Administer
Debt

4.3 Sell
Bonds

5.4 Decide

5.3 Review 5.5 Monitor &

Impact to

Position Policy

6.4 Accounts

6.3 Billing -

7.4 Balance &
Distribute >

Mostly FBOD

Half FEBOD:
HalfAgency

Mostly
Agency

1.6 Contract & >
Compliance

2.5 Financial
Reporting

3.5 Exit
Employee

4.5 Post-
Issuance
Compliance

5.6 Distribute

Earnings & 9

fencl Statements

6.5
Collections

Leader Process Walk Worksheet

Secton/Team: DatelTime:
Manager: Director:
Purpose

« Demonstrate respect for people
* Learning opportunity

*+_Understand the current im:asx and niimmmes for imimvemzm

Context setting
* Introductions
* Agenda review
* Mindset: Be A student, learn about
problems, visibility of problems, visual

Value Stream Review
* Review Functional Value Streams
* Identify where this team fits into the

Case Study: Leader Process Walk

* What are possible root causes to team
challenges?

* Identify Director’s follow-up actions (ie.
“deep dives” on specific issues,
communication to other stakeholders)

Example Questions
Questions to assess processes?
1) Show me what you don this process.

2) Show me the problems in the process?

3) How did you learn your job? Who taught you?

4) whata ¥

You check on the quality of y

Value Streams

Process Review
* Ask open-ended questions (see pg. 2)

Wrap-up
* Ask questions for next rounding.
* Identify action items

Payoff.

* Continued i

A standard for conducting
Leader Process Walks

5) Are there documented procedures for this process?

6) How do you know when this process is successful?
7) Are we getting desired results from this process?
8) How long does this process take?

) Areany of the process steps visible?

10) What are the next improvement efforts for this process?

¢

31
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Sample Leader Routines

006

Idea Boards Daily Management A3 Use and Coaching
Huddles
Leader Task Boards Leader Process Walks Leader Standard é
Work J)
——

What is Leader Standard Work?

Leader Standard Work: A specific record
combining leader actions, tools, and behaviors

with regular planning and reflection in order to
build a disciplined system that sustains a Lean
culture.

32
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A Leader Standard Work Record Includes
* What
* A plan for leader’s work “t
* A way to work a leader’s plan ”\
« A way to identify what's not
working

*When
* Use daily

*Reflect & improve
weekly/monthly

Leader Standard Work Record

A way to ensure you (the leader) are using your time

effectively; working on the right things, delivering value, and

developing people.

Tasks Notes More Tasks
Once daily ‘ | T o .\ !

D ‘ It
66

65

Daily task
assignments-

Multiple times self or others

daily— @@+ [

One record per leader

Collected and used later for reflection '

33
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Leader Standard Work Record Template

Leader Standard Work Record 2 ot (st
=
Leader X ]
Date 0=Completed Late Ecommenls)

Blank = Incomplete

6:00
7:00 \ Time:

800 1) Change times to \ Status:

Gl DImDiCmTy 3) List the status of each

A

LY task as:
1000 \ Task: - X for Completed On Time
11:00 Beg - O for Completed Late
1200 2) Add daily tasks here - Blank for incomplete
1:00
2:00

Notes:
3:00
400 4) Include comments on

h interrupters and barriers.

0 These can be used for
6:00 reflection later on. This will help

with adaptations and updates to
7:00

—~——7

* Assess: Where do you spend your time today?
* Assess: Where do you spend your time this week?

* Reflect: Is this is where you “should” be spending your
time?

“When combined with the appropriate lean
leadership behaviors, Leader Standard Work
changes the role of managers from being primary
problem solvers to building the problem-solving
capability of employees.”
- From Lean Lexicon, published by
Lean Enterprise Institute

A

/2

—~————
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Images of Leader Routines

Leader Task Boards

vt asaadd b fo g

Leader Reflection

Specific Tasks Applied Will Vary by Organization D

Stay the Course

Feels

* Learning new Mechanical Take

behaviors is hard Time
* Don't give up
* Adjust

e It will work

35
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“It's easier to act your way into

a new way of thinking, than to

think your way into a new way
of acting.”

‘ - Millard Fuller & Jay McNally
~ =p
/ =

Call To Action: What leader routine experiments will
you run for the next 6-12 months?

0006

Leader Standard Daily Management A3 Use and Coaching
Work Huddles
Idea Boards Leader Task Boards Leader Process Walks %
72 /2,

36
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Call To Action: Go on a Tour

SoCal Lean

NETWORK

ANAANANAS-

Subscribe to: www.socalleanetwork.com

What We Covered

Two key leader roles:

o Creating ideal conditions
o Building problem-solving muscles

Leader Routines

o ldea Boards

Daily Management Huddles
A3 Use and Coaching
Leader Task Boards

Leader Process Walks
Leader Standard Work

o O O O O

37
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“People do not decide their
futures, they decide their habits
and their habits decide their

futures.”

- F.M. Alexander

OCTOBER 22-25, 2024

o\ 26 1.GI CONGRESS
v

complete this session’s survey! We look forward to receiving your

. In the spirit of continuous improvement, we would like to remind you to
= feedback.

R i T

38
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Thank You!!

www.jitcafe.com OCTOBER 22-25, 2024

Tracy O’Rourke o\ 26™ LCI CONGRESS
/ »

E-mail: tracy@jitcafe.com
; Just-in-Time (afe

Connect with me on Linkedin @D
linkedin.com/in/tracy-orourke >

© LEAN CONSTRUCTION INSTITUTE
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