
OpEx Leadership, LLC
Lean Transformation

Consulting •Coaching •Training
Mark Tussey, President

Phone: 864-551-3602

Email: info@opexleadership.com

Lean Transformation • Organizational Development • Lean Operations Training • 
Transformational Coaching

Pat’s World

In the last article, Transparency Part 1, I introduced Company C, a (mostly) fictitious manufacturing 
organization that has over the course of a few years achieved a high degree of operational excellence. As 
in any excellent organization, Company C recruits, hires, and develops employees who significantly 
contribute to business performance; the employees know that this is an expectation, a part of their daily 
routine. I also introduced Pat, one of the employees in the assembly area. Let's dig a bit deeper into Pat's 
work world and see how excellence starts at the very core of Company C - the point where the value-
added activities take place.

The last article mentions three important work activities Pat must perform as part of her job everyday:

•Standardized Work - She must follow the predefined, documented work process on any task she 
performs
•5S - Her work area and the resources she needs to perform her standardized work as it's written 
must be kept up to the 5S standard, i.e., they must be in the proper place in the proper quantity 
with no unnecessary items, or she will not be able to follow her documented Standardized Work
•Andon Usage - When Pat encounters anything that keeps her from performing her standardized 
work, she's expected to call for help from a designated source, the Team Leader / Problem Helper.

Naturally, there are likely more activities she and her co-workers must perform, such as TPM, quality 
monitoring tasks, and other such process controls. All of these carry a lot of importance, but for now let's 
stay focused on the core value-added activities.

There's another important theme or mindset that runs through these daily activities that Pat and her 
colleagues perform: they constantly look for ways to move even closer to what they and everyone else in 
Company C view as Operational Excellence, the defined view of what would be the perfect manufacturing 
process. This concept was introduced in the article Foundations and will be covered in more detail in the 
next article. For Pat, one of the elements of operational excellence that drives her thought process is waste 
elimination. Pat is always on the lookout for any unnecessary, non-value adding activities she must 
perform and knows that it's her job to come up with ideas to reduce or eliminate these activities.

If we have a look at how Pat's standardized work is developed, we can begin to see how this drive to 
eliminate waste is a significant competitive advantage for Company C. As mentioned before, Pat and her 
coworkers significantly contribute to developing the standardized work. As a matter of fact, Company C is 
so far along the Operational Excellence path that Pat and the other associates in her team actually develop 
all standardized work themselves. They are advised by their supervisor and get technical input and 
oversight from engineering to confirm that design requirements are met, but beyond that, they own the 
process of developing, performing, monitoring, and improving their work. Company C has invested time 
and resources into enabling Pat and the team to do this autonomously and to do it well. Periodically, 
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as well as in the case of new product introduced into the assembly area, Pat and the team sit together, 
gather all of their improvement and waste reduction ideas, and develop improved standardized work. This 
activity is a win-win for the team and for Company C: The ideas the team have reduce cost and improve 
quality while also making the processes more waste-free, simpler to perform, and easier to do right the 
first time - a less stressful work environment for Pat and her colleagues.

The standardized work development process that Pat and the team applies is simple, effective, and visual. 
They know the basics of standardized work:

•Takt Time - The customer demand rate, or the amount of time they have to complete 
standardized work.
•Elements of the Operation - Each step of the job and the time it takes to complete it.
•Standard In-Process Stock - The amount of material that's necessary in the workplace so that 
they can perform standardized work without interruption.

Each of the assembly processes in Pat's area are documented and compared to the takt time. Each 
element of each process has a corresponding time, and that time comes from Pat's team direct 
measurement - they use a stopwatch. When Pat and the team discuss improving standardized work, they:

1. Confirm the takt time - has it changed?
2. Present and discuss ideas about individual assembly processes - are there ideas to eliminate 

non-value added elements of the operation? Are there ways to reduce the time it takes to 
perform the value added elements? Can the materials and tools be rearranged to eliminate 
walk time? Can we reduce the amount of material necessary at the workplace in order to 
improve how we utilize space?

3. After all the ideas are discussed and agreed, new standardized work is written, tried out, and 
the savings / improvements confirmed.

4. After the improvement ideas are confirmed, the new standardized work is compared to the 
takt time - there are inevitably gaps between the cycle time for each process and the takt 
time. The elements from the several are again rearranged to fill the processes to the takt time. 
This leads to, in most all cases, the elimination of one or more assembly processes in the 
team's area.

There are a couple important points of clarification concerning this process. First of all, it won't work if Pat 
and her teammates eliminate a process in their area and then Pat or another is let go from the company. 
As part of their Operational Excellence definition, Company C states that no one will lose employment due 
to improvements. Secondly, the process described above normally doesn't happen at one sitting; 
improvement ideas are constantly flowing at the individual process level, where they are generally tried 
out and confirmed in a relatively fast PDCA cycle. The team gets together frequently to understand the
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most up-to-date condition of the standardized work and then perform step 4 when they see there's been 
enough savings generated to move ahead with a rearrangement.

So in Pat's world, she and her coworkers, her teammates, know that part of their job is to improve. They 
know what waste is, seek it out, and look for ideas to eliminate it. Company C doesn't just empower Pat 
and the teams, they enable them. The teams understand the methods behind and constantly practice 
continuous improvement. They agree, with the rest of Company C, on what drives Operational Excellence 
and continually strive to reach it.
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