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Presentation Outline

e Background on Problem Solving & Coaching
* 4 Types of Problem Situations

* 4 Aspects of Coaching Situations

e Summary / Q&A
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Background on Problem Solving

McKinsey&Company

Corporation
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Background on PS Coaching
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Lean Problem Solving
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By Art Smalley

Lean Enterprise Institute

Foreword by John Shook
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Lean problem solving refers to how we solve
problems in the shortest lead-time, with maximum
sustainable results, at lowest possible cost, with
highest possible quality, and with the maximum

Qeasible development of individual and team skills. Y
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20t Century & Problem Solving

Sarasohn & Protzman
CCS Course in Japan &

5 step problem solving
Deming SPC lectures &
Deming Wheel in Japan
JUSE PDCA Cycle

Juran Quality Management
& Handbook in Japan

TWI Methods during WWII

U.S. DOD standard MIL-P-1629
Failure Modes Effects Analysis

control chart

Walter A. Shewhart's ‘.|

Vilfredo Pareto
introduces 80/20
concept in Italy

t 1896

L

1930’s
1910’s

1920’s

L1 950’s

Lean problem solving methods
Six sigma methods
Design thinking routines

IU.S. DOD 8D Method

1970’5 KEP”E{'TI'EQOE Rational
Analysis Methods

1960°’s

JUSE 7 QC Tools
6 step problem sclving &
shop floor QC circle activities

Frederick W. Taylor's scientific
management principles
John Dewey Reflective Thinkin

L

Alex F. Osborn establishes brainstorming
routines for creative problem solving

Shewhart cycle of specify, produce & inspect

General Inputs:
Scientific Method &

Critical Thinking Routines

g~| Ronald A. Fischer Design of Experiments
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Benkei Analogy

Benkei 7 QC Tools Kaoru Ishikawa

1. Data Collection / Check sheets

2. Cause-and-effect diagram

3. Graphs / flow charts

The term “7 QC tools” is named after
the seven tools of Musashibo Benkei
the famous warrior monk. Benkei
owned seven weapons which he used
to win all his battles. Similarly from
5. Control chart my own experience you will find that
you will be able to solve 95% of the
problems you face if you properly use

6. Hlstogram the 7 QC tools.

Professor Emeritus

7. Scatter diagram Q\iversitv of Tokyo /

4. Pareto chart
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4 Types of Problem Situations

Higher

Complexity of problem

Lower

Type 4

Vision / ' '
Innovation

Type 3 Oriented

Future onented
Gap with a longer
from and broader

Standard viewion
. problem
Future oriented resolution
Troubl with a new
TOHBIES target state
shooting emphasis and
\ creative

Rapid solutions
occurrence
onented with
strong root
causal emphasis

Immediate
comective action
oriented with
minimal root
causal analysis

Lower Time to resolve Higher
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Type 1 — Troubleshooting

314156

1|2 |
7|8 |9]101114
Stop button o Abnormality
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Type 1 — Troubleshooting

Production Analysis Board

R S e Rapid Problem Solving
m—— L e Concern

T | any Actial | Pian / Actumi | PrOMe/Couses | Signof  Cause

i} jf : e Countermeasure

- / , e Check
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Type 2 — Gap from Standard

KPI's and Problem Solving

General
Management

Functional
Department

00s. R tvee. Jive Winee. Jinee. Wi
o HER

“GTD" Quality Cost Delivery Etc.

Top Problems

D Yellow = Concerning Trend
Green = On Target

8-

100%
Yields °

Target Current
Yield Yield

2015 Lean Coaching Summit

Step 1

Step 2

Step 3

Step 4

Step 5

Step 6

Step 7

Vague Problem Understanding

Clarify the Problem Background

\ 4

Define the Problem

4

Establish a Goal

¥

Root
Cause
Analysis

5W 1H &
5th Why Emphasis

\ 4

Implement Countermeasures

4

Check Results

4

Follow Up & Standardized
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Type 2 — Analysis Types

Complexity of analysis Higher

Lower

2015 Lean Coaching Summit

OVAT

MVAT

Multiple
\ariables

AtA Time

Convergent

Focused

Analytic

C&E Relationship
Standard attainment
Scope control

One
Variable
Logic AtATime
Statistical
methods aimed
Inductive at advanced
Deductive problems and
Abductive study of multiple
Statistical variables at a
methods aimed time in an
at process experiment
control or
measures of Engineers &
capabilit Design / Devel t
Qualitative logic i - 4 esign / Levelopmen
such as the 5 Supervisors &
Why's or Cause Engineers
and Effect
Diagrams
Supervisors &
Team Members
Lower Time to resolve Higher
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Type 3 — Target State

KPI's and Problem Solving

= Problem
= Conce

Red
Yellow g Trend

= min
® Green = On Target

State) Situation

GAP
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—

(Future) Ideal
Situation

=

Status

Type 2 - “Gap
from Standard”

Kaizen Methods

WEHE

Type 3 -
“Target State”

] e 4 VR

Problem Solving
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Type 3 — Target State

Arubeki Sugata / Ideal State

Critical Concept:
What We Should Do
Not What We Can Do

Critical Concept:
How We Should Do It
Not How We Can Do It

Kaizen / C.I.
= 100% quality
= 100% value add

= 100% on time, in sequence,
batch of one capability

AND

Respect for People
= Physical & mental safety
= Security
= Professional challenge

/4

Everyone
Every minute
Every day

AN

Current Condition

Divergent
Creative
Synthesis
Requires change
Longer time
Greater span

2015 Lean Coaching Summit
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Type 4 — Vision / Innovation

How you~
dh) Gill
- i tt el
o Profit Model Lo
c Hilti
2 UPS, GSK,
-U-) Toshiba
ry CONFIGURATION
- Mc Do,
(o] Fabindia
- Zara
3 lkea
>
() Dyson,
R, Product Periormance Mars, Inuit
e}
E Microsoft,
0 Product System Scion
c
.2 Zappos, Car
46 Glass, Sysco
>
g Nespresso
E Amazon
L
o
Intel
@ ,
o Brand Virgin
o.
>
g Customer Engagement Apple
g gay Foursquare
-

Doblin: 10 Types of Innovation: The Discipline of Building Breakthroughs
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4 Aspects of Coaching Situations

Process Problem
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CP1: Skill versus Will

(High) < |ndividual Competency s (Low)

High Supportive, High Supportive,

Low Directive /l\\High Directive

Supporting "
S : 5
'S High'Competency, 2
% Low Motivation =~ Ken Blanchard
= S3/D3 § & Paul Hersey
'% S4/D4 &  Situational
g e, < Leadership Model
A =

elegating
High Competency, Low Competency,
High Motivation High Motivation
(Low) Directive Behavior ) (High)
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CP1: Novice to Expert

Development of Problem Solving Skills

poor Quality of Decisions optimal

no rules
needed s Expert
E *intuition, tacit knowledge
*wision what is possible, innovation
applies Proficient
in context
*big picture, system thinking
*address important aspects, ignore irrelevant
R I *deep understanding of rules, theories, alternatives
ules Competent

*can solve new problems
*conceptual understanding
*active decision making

effective use

Advanced Beginner

*all problems are equal
*narrow disjointed view, no big picture
*decisions for standard situations

limited
understanding

R/ N N I O

no judgement Motivation Focus Critical Full Continuous Self Creative
“no responsibility Thinking Brain Power Learning Improvement Solutions

Adapted from Dreyfuss Model of Skills Acquisition
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CP2: Process Navigation

Interviews Intuition
T1? T2? T3? T4? ‘1, /
@ 3 P Data e Experience
1. Problem Background &— Measurement
2. Problem Definition
~ Observation
3. Establish Goal
4. Cause Analysis - Process Assistance:

Navigating the process

Probing questions

5. Countermeasure o
Technical insight

6. Check Results Align experts
Remove barriers

Alternative methods

7. Follow Through

— Similar experiences
Other ideas
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CP3: Problem Expertise

TPS

TPS

Std. J/
[\

N

I
Actual ﬂ ,\

Gap

A. Immediate
abnormality
signal

B. Goto
actual
machine and
see status

C. Ascertain
actual
problem
situation

TPS

NowunhkwNR

i

10.

D. Coaching Investigation Sequence

Measure actual dimensional extent of problem

Look for obvious contamination or abnormalities

True and re-dress grinding wheel and observe status
Check actual grinding wheel (check “pores”)

Confirm actual (not theoretical) stock removal

Send part to QC Mat’l lab for hardness and HT depth check

Check actual cutting conditions
J Wheel RPM
o Feed Rate, Depth of Cut, etc.
. SFPM

Confirm status of datum features and clamp mechanisms
Measure spindle run out
Coolant check

J Flow rate / pressure

. Nozzle condition and direction
. Temperature

J Concentration

Iﬁﬂ!d&

#6 Bryant Rear OD Size Before Coolant Line Change

Cpk 1.15 Cpk 2.0
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CP4: Overall Coaching Plan

Conduct the

Conduct the
Remaining
Sessions

Set a development

Check in

on Progress
Use tools and
resources (action
plans, assessment
results, etc.) to

Debrief and
Evaluate
Evaluate and

Initial Session plan and goals, manage the gauge success
With the participant then coach through  engagement. and determine
and his or her man- the gap and next steps.
ager, determine the forward the action.

desired outcomes
and approach.

Plan

Establish roles and
responsibilities and
positively position

the engagement. ‘

.i."
/
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CP4: Detailed Coaching Plan

120 Minutes
=12 x 10 Minutes
= 6 x 20 Minutes

6 Coaches / 72+ Players
=Offense Drills
=Defense Drills
=Special Teams Drills

Position Groups
=QB’s

=RB’s

=WR’s & TE’s
=Offensive Line

Practice
=1x1
2x2
7x7
=11x11

2015 | ean

Intermediate Practice Plan #2

Date Used:

Coach:

Team:

00.00 - 00:10 Wicerp: Passing, crlchiog, sprabs Loosen up and wark an skills
0010 - 00:15 Team Stresch Cagiain leads
00:15 - 00:25 JTog nround the field Limbering up and prep for deills
00:23 - 00:33 1.2 Fout fiae and deop (all playess) O mieduce new plays
00:35 - 0045 2.7 10-yard drive (OL) Drive the amacker 10 yards back
3.7 Progression drill (QE, WR) Release ball witkins 3 seconds of drap
4.4 Cut and swirch (RE) Transfer ball ra the curside arm
5.6 Hold and inckle (DL, LB, DB) Sany engaged il munner reaches pylon
00:45 - 00:53 2.8 Pamcake dall (OL} Solid base. s eavended, feet meving
3.8 Cones and cuts (QB, WE. RB) Quack fake before makiag the cut
2.3 D-Lane Faghn dnll (DL) Start fat on stomach w’ head up
utack the QB (LB) Use tackling dummy for the QB
6.3 Jump tnmg (DEY Watch trajectory 1o e your
00:55 - 01:.00 Water break Players sprint back to coaches location as
soan as whistle i blown
0100 - 01:10 1.1 Fare dnill (special teams) Or revaew specaal teanms plays and subst-
tstins
01:10 - 01:25 £ 6 Fire out from the 30 (OL & DL) Explode off the lme
9.7 Sideline Rusming (QB, RB, WR vs | Pop the ball carries (doa’t tackle}
1B, DB}
01:25 - 01:30 Water break Players sprint back to coaches location as
soon a3 whistle i blown
0130 - 01:50 11,7 Open the bale {offense vs defeme) | Or practice plays froms playbock
11,11 Fiest to the QB {defeue)
01:30 - 02:00 Cool down Ligha stretckung, wama down

Coaches Notes:

YARD tN

B
24

Team

LAY TP
Pass.

orFfORM - GFEFLAY ONA: T

Coaching T

0P TEAM

6091 25 Scramble Lincoln

TEAM

HHS

OFF PLAY.

17 COUNTER

- 20142015 Seasp

~. Ga

Omahavs

Mobile Uploads
Other ltams
Hud Examples

T Filler Chps: (7)  # Eelit Data (7]
GHLS  RESULT

5 4 0 1 2 3 Run PISTT, Rush Lincoln
5 5 o 1 1 i . KNG 41 POVER 1 Rush

. 5 o 1 2 ) PlSro a7 11 Penaly

D 7 [] 1 2 20 [T ~ GUN 6091

Coaching Summit
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% Share (71 @ Reporre ()

= omanatigh scpd14-2015 Season

’“}"’maha High School Aug

4+ Wahoo High School Aug 7
4 Lincoln East High School Sep
-} Horris High School sep 12
- Keaney High School sep 1
# Gretna High School <

| Change Columns. (7) 0 Save Playist (7)
FENALTY OFF TEAM TEAM



Summary

Exhibit o

Four kinds of behavior account for 89 percent of leadership effectiveness.

Top kinds of leadership behavior’

€ Be supportive 0 Keep group organized and on task

€ Champion desired change B Make quality decisions

e Clarify objectives, rewards, and consequences @ Motivate and bring out best in others

o Communicate prolifically and enthusiastically @ Offer a critical perspective

6 Develop others @ Operate with strong results orientation

0 Develop and share a collective mission (B Recover positively from failures

o Differentiate among followers @ Remain composed and confident in uncertainty
0 Facilitate group collaboration @ Role model organizational values

o Foster mutual respect

'Based on a survey of 81 organizations that are diverse in geography (eg, Asia, Europe, Latin
America, and North America), industry (eg, agriculture, consulting, energy, government, insurance,
mining, and real estate), and size (from ~7,500 to 300,000 employees).

Source: McKinsey's Organizational Health Index
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Summary

e Coaching & Problem Solving Expertise
1. Benkei
2. Baka

* 4 Types of Problem Situations

1. Troubleshooting

2. Gap from Standard
3. Target State

4. \Vision / Innovation

e 4 Aspects of Coaching Situations

1. Coach the Person
2. Coach the Process
3. Coach the Problem
4. Coach the Plan

e Summary / Q&A
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