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Introduction

3

n We conducted the first end to end value stream maps in 
the mid 1990’s
n Supply Chain Development Programme

n The Lean Processing Programme (LEAP)

n Chinese Lean Enterprise Accelerated Network (CLEAN)

n International Car Distribution Programme (ICDP) & 3 Day Car
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What did we Find?
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n Whilst the total cost model was discussed many companies 
followed lowest piece price routes
n Outsourcing, off shoring to lower labour cost countries
n And then asking their facilities & operations to match the competitive bid

n Very few companies actually went beyond point optimisation
n Result: A spaghetti world

Even logistics strategy & 3rd 
party logistics became 

outsourced
Many organisations didn’t 
understand their supply 

networks!
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Lean Thinking
A Refresher

We offered some countermeasures!
n Specify what creates value from the customers perspective 
n Identify all steps across the whole value stream
n Make those actions that create value flow
n Only make what is pulled by the customer just-in-time
n Strive for perfection by continually removing successive layers of waste
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“All we are doing is looking at the time 
line - from the moment the customer 
gives us an order to the point where 
we collect the cash. And we are 
reducing that time line by removing the 
non-value-added wastes” 
Ohno (1988-ix)
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Agenda: Supply Chain Disruption
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n Is the problem JIT?
n If it’s not JIT, how do I untangle my supply chain?

nA process for thinking through the problem(s)
nA method to get everyone to see
nPrinciples of lean supply chain design

n Questions & Discussion
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Why are there still not enough paper towels?
https://www.wsj.com/articles/why-arent-there-enough-paper-towels-11598020793
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Discussion: Is the Problem JIT?
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nWhat is JIT? 
nWhat is the purpose of JIT?

n10 minutes, then group findings
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Just in Time – Definition?
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A system of production that makes and delivers just what is needed, 

just when it is needed, and just the amount needed. JIT and jidoka

are the two pillars of the Toyota Production System. JIT relies on 

heijunka as a foundation and is comprised of three operating 

elements: the pull system, takt time and continuous flow.

JIT aims for the total elimination of all waste to achieve the best 

possible quality, lowest possible cost and use of resources, and the 

shortest production and delivery lead times. Although simple in 

principle, JIT demands discipline for effective implementation. 

Ref: Lean Lexicon, pp.34. 
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Basic Concept: Toyota
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I. BASIC CONCEPT
JIT: RIGHT QUANTITY OF THE RIGHT PARTS AT THE RIGHT TIME
The ideal state of JIT physical distribution is where high frequency 
replenishment is carried out at the speed determined by consumers 
purchases
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Agenda: Supply Chain Disruption
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n Is the problem JIT?
n If it’s not JIT, how do I untangle my supply chain?

nA process for thinking through the problem(s)
nA method to get everyone to see
nPrinciples of lean supply chain design

n Questions & Discussion
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What problem(s) are we trying to solve?

23



www.leanuk.org

Questions & Thought Process?

WHY
is it necessary?

WHAT
is its purpose?

WHERE
should it be done?

WHEN
should it be done?

WHO
is best qualified 

to do it?

HOW
is the best way

to do it?

ELIMINATE
unnecessary

jobs; steps; details

COMBINE
to reduce

REARRANGE
for better sequence

SIMPLIFY
Motions, Layout,
Tools, Handling

Grasp the 
Situation

24



www.leanuk.org

Agenda: Supply Chain Disruption

25

n Is the problem JIT?
n If it’s not JIT, how do I untangle my supply chain?

nA process for thinking through the problem(s)
nA method to get everyone to see
nPrinciples of lean supply chain design

n Questions & Discussion



www.leanuk.org

WHERE Should it be Done?
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Glenday Sieve & Product Family Analysis

Process Steps & Equipment
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Customer Distribution Chart
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WHEN Should it be Done?

n What does the geographical spread of sites look like?

n What can/needs to be done before, during & after the mapping 

activity?

n Is there a logical order for the mapping of the sites?

n Is there a logical order for mapping the activities on the sites?
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One or two people from each organisation  

WHO Should do it?
Select a Team from Across the Chain 
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WHO Should do it?
Questions to Consider

n Responsibility for part or all of supply chain activity

n People who can take a view beyond their functional silo

n People who are sufficiently senior and have  sufficient authority & 

respect to drive through changes across functional boundaries 

n People who can take a strategic perspective 

n People who have a ‘willingness to learn ’

n The people who are going to do the improving – do the mapping 

32
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Current State Steps
Please put the following in order

1. Record all the physical steps in the process & the time taken for each – Process Activity Map – across whole chain
2. Get data on customer demand
3. Get data on working time
4. Get data on quality
5. Calculate Value Adding (VA) , process steps and Lead Time – Box Score
6. All the team – Walk all of the chain
7. Go and see – GEMBA
8. Understand the interval EPEI for the Plant
9. Get information flow – customer demand to points where information is needed in the physical flow
10. Classify each step as Value Adding (VA) or Non–Value Adding (NVA)
11. Use the data collected to construct a Current State map for each facility
12. Gather information on inventory
13. Get data on availability
14. Get information on expediting
15. Get transport frequency and volumes

n Any activities missing?

33
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HOW Is the Best Way?

Implementation

Agreeing on a well understood map
of the current situation

Agreeing on a shared vision of a lean 
future state

Agreeing on what process to study 
(product family), how to map it, who will 
participate & logistics

Preparation

Current State Drawing

Future State Drawing

Planning Agreeing on how to implement the future 
state plan

35
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n Is the problem JIT?
n If it’s not JIT, how do I untangle my supply chain?

nA process for thinking through the problem(s)
nA method to get everyone to see
nPrinciples of lean supply chain design

n Questions & Discussion
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What is a Lean Value Stream?

n Value
n From the perspective of the customer

n Flow
n No waiting
n No rework

n Work
n Standardised
n Built-in-quality

n Managing for Improving & Learning
n Milestones & checkpoints
n Learning embedded

Ref: “Mapping to See,” Keyte, Luckman, Paluska, Parsons, 
Shook, Shuker, Verble
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What Should a Lean Extended 
Value Stream Look Like?

n Everyone in the entire VS should be aware of the rate of end-customer 
demand 

n Very little inventory - & the inventory that does exist is the right amount, in the 
right place in the VS, for the right reasons

n As few transport links as possible between the steps in the production process
n As little information processing as possible with pure signal and no noise in the 

information flows that remain
n Shortest possible lead time
n Changes introduced to smooth flow, eliminate inventories/transport/lead-times 

should involve the least possible or even zero cost

Ref: “Seeing the Whole,” Jones & Womack 2002
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What Should a Lean Extended Value Stream Look Like?
Everyone aware of the rate of customer consumption
of the product at the end of the value stream
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What Should a Lean Extended Value Stream Look Like?
Very little Inventory

Key drivers

FGS:
35

WIP:
40

Raw:
25

Total
Plant

Inventory

100%

Cycle stock (80%)
Inventory required to fulfill average 

demand
Demand side buffer stock (15%)

Inventory to buffer against fluctuations in 
customer orders

Supply side safety stock (5%)
Inventory to buffer against variability in 

internal mfg. processes

Average demand

Lead time to 
replenish

Demand volatility

Forecast/MPS errors

Down time losses

Quality losses
Finished
Goods

Inventory

Illustrative example, Ref: Art Smalley, Creating Level Pull
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What Should a Lean Extended Value Stream Look Like?
As few Transport Links as Possible Between Steps in the
Production Process

2005 2012
Product Variants 3 16

Continents 4 2

Countries 9 3

Value-Processing Time 10.5 hours 13.3 hours

Shortest Lead Times 26 weeks 19 days

Longest Lead Times 90 weeks 37 days

Inventory Costs 9.5% 4.3%

Transport Costs 3.0% 0.8%

Special Freight Costs 9.5% 1.6%

Demand Amplification 4:1 2:1
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What Should a Lean Extended Value Stream Look Like?
As little information processing as possible, with pure signal and 
no noise in the information flows that remain

43



www.leanuk.org

What Should a Lean Extended Value Stream Look Like?
As little information processing as possible, with pure signal and no noise in the 
information flows that remain

n Forecast-driven batch ordering 

obscures real demand

n Batch ordering causes delays 

and waste in the physical flow

n Levelled replenishment 

together with rapid distribution 

is much more effective

44



www.leanuk.org

What Should a Lean Extended Value Stream Look Like?
Shortest Possible Lead Time

45

“All we are doing is looking at the time line - from the 
moment the customer gives us an order to the point where 
we collect the cash. And we are reducing that time line by 
removing the non-value-added wastes” 
Ohno (1988-ix)
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