Lean Enterprise Academy ﬁ_\

4 Step Rapid Problem
Solving

@& Knowledge: Skill Level 1

Teach Poster
Facilitation Guide




Developing your Lean Journey

The Lean Transformation Framework (LTF) helps determine the best lean
journey for your situation. Based around five questions, it starts by asking
“What problem are we trying to solve?” We use the LTF to help decide how to
support your needs and progress your lean journey.
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To understand how we can support you on your Lean Learning Journey visit
our website www.leanuk.org. We have a range of products and services that
you and your organisation can use to become self reliant at Lean thinking and
practice.
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Lean Enterprise Academy

Congratulations and thank you for purchasing and/or downloading this material from

the Lean Enterprise Academy.

At the Lean Enterprise Academy we help our customers develop their capability by
providing products and support using three core processes: Learn, Teach & Coach
and Share. We know from practical application that skill/capability development is
best described as a journey. Therefore we have developed a guided learning path

called the Lean Learning Journey.

The Lean Learning Journey process is based around Four Skill Levels; Knowledge,
Understanding, Capable and finally, Can Do Well and
Teach & Coach Others. Our aim is for you to
become self reliant on your Lean Learning Journey
so that you can share your learning, develop others
in your team/organisation and become effective

learners for life.

To align with our customer needs we launched the Lean Learning Platform on our
website in late 2020. The platform includes a selection of guided learning courses and
materials available so you can develop your skills throughout your Lean Learning

Journey.

Thank you for being a part of the Lean Enterprise Academy and good luck on your

Lean Learning Journey!

Best wishes,

Dave Brunt

CEO, Lean Enterprise Academy



How to use this Facilitation Guide

Format

Each graphic/image from the Teach Poster has been taken and broken down in to three
elements:

1. Important Steps

2. Key Points

3. Reasons

Those of you familiar with the Training Within Industry (TWI) methods will recognise
these elements from Job Instruction.

The Important Steps are the logical steps required in order to advance understanding of
the subject and therefore need to be explained.

The Key Points are to ensure understanding of the Important Steps. Think of them as
the special pieces of information which you need to impart to your team to really get
them to understand what you are tying to say.

Finally, the Reasons are an explanation of why these steps and points are necessary.

Planning for Success

When explaining the Teach Poster we recommend that it is positioned in a quiet area,
printed big enough to be visible to the group and with enough space for all of them to
stand around and see it. Our experience has shown that groups of no more than twelve
works best. As they will be standing be mindful of the time you intend to take to explain

and discuss — about 20 minutes maximum is a good target.

Engagement

The teach should not be a tell but an interactive experience for you and the team.
Images have predominantly been used to stimulate thinking so use them to ask the
group questions like “*What do you think we are trying to show here with this image?”
Eventually someone will be compelled to say something and engage in dialogue with
you!

Having covered the key points another good question to ask is “Why do you think this is

important?” This is a great way of checking their understanding as well.



How to use this Facilitation Guide

Facilitation Tips

Although not exhaustive here are few tips to consider to help provide an engaging
and interactive teaching session. Of course, we are sure you have your own stories
and experiences that will embellish the learning journey so please feel free to use
those when appropriate.

Some Facilitation Tools and Techniques:

* Use OPEN questions, one at a time.

+ Waiting 10 SECONDS for questions to be answered.

» REINFORCING contributions — verbally and non-verbally.

« DEFERRING to the group — “"What do you think?”.

»  MAINTAINING and ENHANCING self-esteem; “Good answer, thank you!”.

* POLLING or voting — “Hands up who has..."”.

« BACKING OFF: getting the group to discuss without using the facilitator.

« ASKING the group to SUMMARISE.

» RECALL individual’s points and REFER back to them.

» LINK workshop/material to business, departmental or individual topics.

+ Use IMPACTORS: vivid language, link to topical/current issues etc.

» Use VARIETY of pace, tone, position, activity etc.

+ Use HUMOUR and HUMILITY.






Teach Poster and the LTF
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Why do we use a
poster?

Explain how the
poster flows and
works.

It is visual, easy to read, interactive
— promotes discussion. Easier to
translate (ask audience for other
reasons).

The upper section relates to the
LTF, Purpose, Process and People
with respect to the subject.

The lower section is the method to
follow and is usually read from the
middle outwards.

So Leaders can use the
poster to become the
Teachers of others.

Poster is much simpler
than a 100 page
PowerPoint presentation.
Can display the poster in
the workplace, keep in
your folder. Not hidden on
a pc somewhere.

Let’s start with the
Lean
Transformation
Framework or LTF.

LTF defines the five dimensions for
a successful Lean Transformation,
which can be asked as a series of
questions.

Where does PPS fit in to the
Framework? Well certainly with
question one, “What problem are
we trying to solve?” but also it will
help support answering the other
questions.

We are going to look at first the
Purpose of problem solving as an
improvement approach, Process
considerations around applying it
and the People’s roles and
responsibilities needed to drive &
sustain it.

Ask: “Why do you think Problem
Solving is so important ?”

Problem Solving is the
number 1 Lean Skill as all
other Lean tools are
basically a result of trying
to solve a problem — if
you think about it e.g 5S,
SW, VSM, SMED......
Randomly applying tools
is no good unless you
understand the problem
you are trying to solve
first.

Random application of
tools is not a sustainable
way to improve.




1. PURPOSE

“Having no problems is the
biggest problem of all”

Taiichi Ohno

1.0 Purpose

Problems are Good!
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Important -
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+ If you don't know you've got a Once you know you have
1. “"Having no problem you‘ve got a big problem — a problem you can do

problems is the
biggest problem of |
all” — Taiichi Ohno

ignorance!
Identifying your problems is good —
golden nuggets for the

something about it.
Should see problems as
opportunities for

quotation. organisation! improvement, not hide
* Problems are good things! them.
Problem solving is at the
» Solving problems helps us to be heart of continuous
. better which helps us to grow and improvement.
2. Remain - o .
o will keep us competitive in our Improvement is the key
Competitive.

value driven purpose (Dimension 1
of the LTF).

to being better than our
competitors and
remaining in business.

3. Develop People.

Teaching/Coaching and using
problem solving skills needs to be
everyone's role not just the quality
function for example.

Helping people solve problems
supports employee engagement.

Problem solving is at the
heart of continuous
improvement.
Improvement is the key
to being better than our
competitors and
remaining in business.

4. Develop .
Organisation.

A learning organisation will grow
and deliver business results faster,
better and cheaper than others.

If organisations don't
grow and remain
competitive they quickly
become overtaken by the
competition and lose
market share.




2.0 Process
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1. Problem Solving
has 4 key
elements. First is
we need to do it
now while the
evidence is fresh.

“Go and See” at the workplace or
Gemba in Japanese.

Will not solve problems in the office
or behind the computer.

Just like CSI !

Maximise the chance of
seeing the problem and
getting the best data
/evidence you can.

2. We need a
scientific method.

The problem solving funnel or 4
step approach gives us a method or
process to follow.

Without a method we are
just guessing.

3. We need a
common thinking
way.

We follow PDCA an approach of
rapid trials and tests to prove out
theories and learn.

The quicker we can do
this the faster we learn
and improve.

4. We strive for our
vision.

We take a step towards where we
ultimately want to be.

Leaders role is to support the Team
to do this.

We need to recognise we
can't always get to world
class performance in one
step. It takes time.

Its continuous..




2.0 Process

PROBLEM SOLVING FRAMEWORK

Reactive/Caused Created/Proactive Properties Required Approach Who
1 ity | Difficulty| Time Depth
Advanced v v Hard Long Deep &gi:::cri‘si:lziaslts
Practical V V V dS(;ier:i:ic,t Leadership
ractica a d:ivenac & Specialists
Rapid ‘/ ‘/ ' ' ' Teal‘:;:E |I1-1eba:r§rSI
React v Many Easy Short | Shallow | Fix it now | Everyone
Important -
P Key Points Reasons
Steps
* Not one size or problem solving » Need to consider the Type
approach fits all as there are of Problems, their
different Types of Problems. Properties, the Analysis
. * Art Smalley Book — Four Types of required and Level in the
Problem Solving bl . N
Framework Problems: _ organlsgtlon. _
) + Type 1 = Troubleshooting « Otherwise you waste time
+ Type 2 = Gap from Standard and resource.
+ Type 3 = Target Condition « Sledge hammer to crack a
+ Type 4 = Open Ended nut analogy..
* For Type 1 — Troubleshooting.
+ Reacting to an unexpected event. » Just Fix it Now!
« Typically lots of them in the day, « Everyone can do this.
easy to fix quickly and you don't  Like reacting to Andon
React. .
need to analyse them so much. cord pulls on a moving
+ Like changing a flat tyre or putting assembly line for
out a fire, you just do it not spend example.
time analysing the cause.
+ A 4 Step approach based upon the
fundamentals of: Concern, Contain,
. + Fast but structured
Cause, Countermeasure & Confirm
approach to problem
to tackle one off or step change .
type gaps in the workplace (Type 2 soIv_mg. _
& 3) « Designed for first line
Rapid. ) leaders — not experts or
» Short term Performance . L
; . after extensive training.
improvements and stabilisation. . )
. « Simple visual tools are
« Generally taught by functional and
used to capture the
team leaders to natural work teams thinkin
» Problem solving thinking captured 9
on an RPS Quadrant chart.




2.0 Process

PROBLEM SOLVING FRAMEWORK

Problem Analysis
Reactive/Caused Created/Proactive Properties Required Approach Who
1 Difficulty| Time Depth
Advanced v v v Fe:w Hard Long Deep o &gﬁ;::cr;laﬁia;ts
. Scientific, Leadership
Practical v |V |V ‘ da;a:-isef:ct & Specialists
. ' Team Leaders,
L V V ' ' y Members !
React v Many Easy Short | Shallow | Fixitnow | Everyone
Important Key Points Reasons
Steps
A3 8 step problem solving approach
taking the Rapid method further. Some problems need a
For current and longer term little more time and
business issues requiring more deeper thinking in order
analysis to get to the root causes. to solve them.
For Type 2 & 3 mainly although The root causes and
thinking way helps considerably countermeasures are not
. with Type 4 or Open Ended that straight forward or
Practical. . ) : .
problems. immediately obvious as in
Performed by Leaders and Rapid for example.
functional Specialists typically. React, Rapid and Practical
Data collected to prove thinking. can be used to tackle
A3’s used to capture the story to most problems
confirm and share learning. encountered within the
If you can master PPS, you can organisation ~ >90%.
easily teach and coach Rapid.
Used for innovative problem solving For use on problems often
to seek out new solutions or with multiple drivers in
proposals. play.
Achieves radical improvement, often Experimentation may be
a new product, process, system or needed to learn and
value for the customer well beyond understand what is
Advanced. . )
current levels. happening and what is
Many different methods can be needed.
used but usually technical or Can take some time and
specialist knowledge is required. deep analysis but the
These are infrequent, hard results can be a step
problems to solve typically. change in performance.




3.0 People
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Consider the
Organisation
structure on the
left.

+  We want everyone at every level to

be capable of tackling problems at
their level using the Framework as
a basis.

Army of problem solvers
to free up people to do
what they should be
doing rather than solving

others problems for them.

Consider the Chart
on the left.

» Typically our Team Members are

* However, we all have a

+ If certain individuals are stepping

running processes, Leaders are
responsible for leading process
improvement and at Exec level this
moves more into strategic thinking.

responsibility to improve processes
and spend time solving problems
wherever you are in the
organisation.

down, rushing around solving all
the problems (firefighting) are they
really doing the role they were
employed for? No.

Need to make sure the
right people are spending
the right amount of time
doing the right things to
develop themselves and
the organisation — avoid
getting in to firefighting
mode.

Prevent this by teaching
and coaching those in
your Team to solve their
own problems at their
level.

Put your Management
System in place to
escalate appropriately.

Position the role of
Leaders teaching
and then coaching
PPS.

» Leaders need to allocate time to

+ Its is part of your responsibility.
* Management Routines are a way to

* Need to make time to do it.

teach and coach problem solving.

do this.

Problem solving is the
Number 1 Lean skill.
Cannot be done by
“Training Classes” alone.
Want to build an army of
problem solvers through
on the job training and
development.

Make it our culture.
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Leaders as Management
Teachers Routines
Important -
P Key Points Reasons
Steps
Teaching develops the
» The role of leaders is to teach Ieac!ers knowledge_: of the
Leaders as . subject but also directly
problem solving before they can .
Teachers. coach it shows the importance of
' it to delegates as it is
important the leader.
. . o We will look at the role of
* "If you can't explain it simply leaders as teachers and
enough you don’t understand it well
R . . ) coaches separately.
enough” — Albert Einstein quotation. Problem solvind is not
+ That's what an RPS does it makes casy and nee dg practise
RPS Thinking. you think ab_out how to tell the_ RPS’ are a key way to
story of solving your problem simply develop people as it
and easily. i
* RPS thinking can be used to makes them think deeply
) . about what they are
systematically share knowledge in doing and how to
an organisation. summarise it simply.
+ Leaders at all Levels need to make ,
- To provide the
time to teach and coach problem opportunity for Leaders to
solving. . Recognise, Teach and
Management * Need to establish a Management Coach and Feedback their
Routines. Routine or leader Standard Work to .
make sure that happens team on problem solving.
PPENS. Develop their people and
* Hold themselves accountable to the organisation
that routine — did I do it or not. 9 ’

13



RPS Steps

Facilitation
through

questions

q

Important
Steps

Key Points

Reasons

How the Poster
Works

Work out from the Centre.

Consistent logical flow.

The colour of the 4
Step numbers (red,
blue, green,
yellow)

Ask what these
colours mean?

Colours follow PDCA.

Concern — What's the Gap to Clarify
the Problem and the Problem to
Pursue.

Contain — Stop the Problem Now!
Band aid to stop the bleeding and
protect the customer.

Cause — Find the Direct Causes and
the Root Causes using 5 Why
Analysis.

Countermeasure & Confirm — Close
the Gap and confirm the problem is
solved. Remove the Containment
activity, share the learning.

Follow a logical process,
don't forget to reflect at
the end as ask “What did
we learn?”.

Size of Step 3
compared to the
other Steps.

Its is the largest portion indicating
where we will spend most of our
time whilst solving the problem.

To understand the
problem deeply we need
to spend time to study
and analyse it using data.
If we don't have the data
then we need to go and
get it.

14
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Lean Enterprise Academy
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We are a not for profit organisation, established to help
customers become self-reliant on their lean journey. Through
research, products and services we provide better, faster and
cheaper ways to learn and improve. Our Senior Lean coaches

have a combined total of over 70 years Lean experience and

have worked with hundreds of companies across the globe.

Lean Enterprise Academy
San Remo

13 Trinity Square
Llandudno

Conwy

LL30 2RB

Tel: 01600 890590
Email: info@leanuk.org
www.leanuk.org




