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Welcome to our Webinar 
The presentation will start shortly 
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LEA Webinar

Lean Transformation 
Framework
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Webinar House Keeping

To ask a question click 
to open the chat

Type question 
here

Please check you are 
muted
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LEA - Purpose & Approach

Our Purpose: 
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.

LEAN TRANSFORMATION FRAMEWORK 
Our Approach: 

SELF RELIANT CUSTOMERS
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LEA - Learning Lean

“Give a man a fish and you feed him for a 
day. Teach him how to fish and you feed 

him for a lifetime”
– Lao Tzu

Online/On Site SupportSkill Development – 4 Levels 

Understanding 
Skill Level 2

Knowledge 
Skill Level 1

Teach & Coach 
others

Skill Level 4

Capable 
Skill Level 3
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What is your Lean Journey?

Lean Learning Journey – Skill Levels

Understanding 
Skill Level 2

Knowledge 
Skill Level 1

Can Do Well, 
Teach & Coach 

others
Skill Level 4

Capable 
Skill Level 3

Today

www.leanuk.org/lean-learning

n To become capable you must practice.
n We offer online & onsite Teaching and 

Coaching of subjects that can be 
organised around the LTF.
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LEAN TRANSFORMATION FRAMEWORK 
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Webinar Agenda

n Agenda
§ Background to the LTF

§ Introduction to the Lean Transformation Framework

§ Teach Poster Concept

§ Purpose

§ Process

§ People

§ Q & A

§ Lean Transformation Framework in Practice

§ Summary / Q & A

§ Optional Discussion
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Background: Common Failure Modes in 
Lean Transformation
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Mandating lean, but purpose is unclear

Process People Process People
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Background: Common Failure Modes in 
Lean Transformation
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Breadth 
Before Depth

Too Fast,
Too Slow

Being Better vs
Perfection
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Background: Common Failure Modes in 
Lean Transformation
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Lean means to solve problems – at every level, everywhere

Process People Process People

Being mindful of culture & underlying thinking but not using 
it as an excuse
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What is the Lean Transformation 
Framework?
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5 Dimensions, 5 Questions
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Teach Poster Concept

n Why do we use a Poster?

§ Can be taught by leaders in the workplace or 
online without the need for a training room.

§ Structured in to defined areas making it easier 
to remember.

§ Pictures are remembered easier than words & 

create more interest and discussion.

§ A poster can be put up in your workspace for 
future reference, not hidden on a pc.
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Lean Transformation Framework 
Teach Poster

Work through:
1. Purpose
2. Process
3. People
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1 2 3 4 5

5 Questions to ask

Purpose

To Apply Lean Thinking and Practice
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Value 
Driven

Customer 
First

Purpose

To Apply Lean Thinking and Practice
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Gap
Closure

Purpose

GAP

To Apply Lean Thinking and Practice
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Balance

Process People

Purpose

To Apply Lean Thinking and Practice
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Situational Fractal For All Levels

Process

Key Elements to Apply it



www.leanuk.org

Continuous

Process

Key Elements to Apply it
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Process

Key Elements to Apply it
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People

Engage 
Everyone Teamwork Take 

Ownership

Everyones’ Role and Responsibility
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Leaders 
Develop People

Get the work done and develop people…at the same time

Everyones’ Role and Responsibility

People
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People

Everyones’ Role and Responsibility

Build
Trust

Open 
Communication

Respectfully 
Challenge
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Learners 
for Life

Impatient 
for Action

Act your way to
a new way of 

thinking

People

Everyones’ Role and Responsibility
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What Questions Do You Have?

26



www.leanuk.org

Webinar Agenda

n Agenda
§ Background to the LTF

§ Introduction to the Lean Transformation Framework

§ Teach Poster Concept

§ Purpose

§ Process

§ People

§ Q & A

§ Lean Transformation Framework in Practice

§ Summary / Q & A

§ Optional Discussion
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Case Study Implementation

28

Toyota: “Mobility” Company
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Lean Transformation Framework

1. Value driven purpose? – What problem are we trying to solve?

n Go to www.leanuk.org
to see the full LTF video explanation
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http://www.leanuk.org/what-is-lean/working-with-us
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“Mobility”
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Source: http://www.toyota-global.com/company/vision_philosophy/toyota_global_vision_2020.html
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The Halfway Purpose
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Lean Transformation Framework

2. How do we do & improve the actual work?

n Go to www.leanuk.org
to see the full LTF video explanation
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http://www.leanuk.org/what-is-lean/working-with-us
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Halfway: Process
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Do & Improve the Work

34

n The people who manage the work learn to improve it
n To achieve “hassle free mobility” for the customer
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Two Stage Fixed Time Service
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n In Station 1 the work on the floor is carried out in under a 10 minute 
cycle time (takt = 10 mins)

n The vehicle then moves to Station 2 where the vehicle is raised and the 
remaining work is carried out

Cycle Time Vehicles per Day Lead Time
Traditional 
Workshop

Variable 4 to 5
One Day 
(8 hours)

Fixed Time Service 
(FTS)

30 minutes 16
30 minutes

(60 including valet)

Two Stage (FTS) 10 minutes 48
20 minutes

(41 including valet)
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Lean Transformation Framework

3. How do we develop the capabilities we need?

n Go to www.leanuk.org
to see the full LTF video explanation
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http://www.leanuk.org/what-is-lean/working-with-us
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How to Teach?

n Target Condition – To build capability so 
people “can do & improve” (themselves)
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Levels of ability
1. Knowledge

2. Understanding
3. Capable
4. Do well, Can teach & 

coach others

Suitable to teaching in a
classroom in “Off-JT” manner

Better taught with actual problems 
and situations through “OJT” with 
mentoring from capable superiors.  
Skill can not be developed in a 
classroom alone. 

Training Matrix: Training
identified Knowledge Understanding Capable

Can Do Well,
Teach & Coach 
others
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A Great Story, 
Unfortunately not Fictional!

n Lean Certification

n The 21st Century version of The 
Emperor’s New Clothes

n Developed by people with little
real world experience

n Certified by people with no real 
world experience

n Sold to the organisation & 
improvement director as 
justification that the organisation
is doing something

n Real purpose is to build reliance 
rather than building internal 
capability to solve problems 
yourself
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LTF Example
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Lean Transformation Framework

4. What management system and leadership behaviours are required to 
support the new way of working?

n Go to www.leanuk.org
to see the full LTF video explanation
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http://www.leanuk.org/what-is-lean/working-with-us
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Management System

41
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Lean Transformation Framework

5. What basic thinking, mindset and assumptions drive this change?

n Go to www.leanuk.org
to see the full LTF video explanation
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http://www.leanuk.org/what-is-lean/working-with-us
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The Halfway Purpose
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What basic 
assumptions or 

mindsets under lie 
this change?

How do we do & 
improve the actual 

work? 

What management 
system & 

leadership 
behaviours are 

required to support 
the new way of 

working? 

How do we develop 
the capabilities we 

need?

What problem are 
we trying to solve?
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LTF Example
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Summary - Your Next Steps
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Your level of influence
ü Organisation
ü Location/Dept 
ü Team 
ü Yourself
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Summary – Your Next Steps
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Capture Your Thinking - Proposal Type A3
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Research & Support based on LTF 

Email: info@leanuk.org for more information

mailto:info@leanuk.org
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Learning Materials Around LTF

www.leanuk.org/courses
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Question for Discussion 
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What GAP’s do you have 
around the 5 dimensions of 
your Lean Transformation ? 


