Operational Excellence: Lean and Waste
Setting: Open on a pit stop of a race track with people ready to take care of a car as soon as it pulls in. 

Narrator: 
Have you ever seen a race car get all four of its wheels changed at a pit stop in 3 seconds? It's incredible how the team moves with such efficiency and flow. In the past, it took teams over 60 seconds. That's a lot of time wasted when you're racing. What's the difference between these two racing experiences? The three second team has figured out how to be lean.

You may find that the terms Lean and Six Sigma are often used together, but there are important differences between the two. 

Six Sigma is a methodology that focuses on improving and creating processes that increase quality, reduce defects, and reduce variability in the end results or outputs of that process. 

Lean is a way of thinking and a collection of tools that focuses on creating the most value from the customer's perspective, removing waste, and engaging the full capabilities of those involved with the work.

The tools, such as process maps and Gemba walks are similar in both Lean and Six Sigma, but they are two different concepts within operational excellence. Think of Lean in terms of what is beneficial to the customer and what harms or prevents the flow of a process. These questions can help identify 
· what is valuable from the customer's perspective, 
· what is not valuable, and gets in the way of a quality outcome and 
· what is not valuable but is necessary for the process such as safety standard or regulation.

Let's use going to a movie as an example. Value added activities include purchasing a ticket to see the movie at a certain time and selecting where you want to sit in the theater. Now think about customer expectations. The bathroom should be clean and the theater seats should be in good condition. How do you think the customer would feel if you charged a bathroom fee or a maintenance fee, even if the end price was the same? The activities of cleaning the bathroom and maintaining the theater are essential, but in the eyes of the customer may not be something seen as a value add for their money spent. These are non value added in the eyes of the customer, but necessary or required activities. 
So that leaves us with non-value-added activities, which is the heart of what Lean is focused on. Reducing waste. To start reducing waste you first need to be able to identify it. Grab a piece of paper and a pen. You can pause this video. We can wait. Watch this clip of a moviegoers’ experience and write down any time you think you see waste happening. Remember, waste is when something is getting in the way of a quality outcome or customer experience. It diminishes the flow of the process. 

Setting Description: A line of customers waits at a movie theatre ticket box office. Some have their phones, indicating that they bought their tickets online.  The camera focuses on a customer towards the back of the line.

Person far back in line: 
Man, I thought buying our tickets online would get us in faster. 

Setting Description: The camera pans to the front of the line.
Employee in box office: 
Hi. Do you need tickets? 

Customer 1 holding phone: 
No. I bought ours online. 

Employee in box office: 
Great! Umm. Hmm. Where did I put the scanner? Oh! That's right. It's charging. [Visual description: Employee walks out of view to the left and back with a scanner. They scan the ticket and then walk back off screen to put the scanner back. The next customer steps up to the box office.]

Employee in box office to next customer: 
Hi. Do you need tickets? 

Customer 2:
Yes, please. Two tickets for Fast and Futurous. 

Employee in box office: 
Okay. Let me grab those tickets for you. [Visual description: Employee walks out of view to the right and comes back with a ticket that they hand to the customer.]

Oh! The scanner.  [Visual description: Employee walks out of view to the left and back with a scanner. They scan the ticket and then walk back off screen to put the scanner back.]

Scene Description: The scene fades to the inside of the movie theatre and the concessions stand.  A crowd of customers are waiting. Behind the counter there are seven employees. Four of the employees are racing around and waving arms to deliver food. One employee is watching the register, one employee is working on popcorn, and one employee is watching the hot dogs cook.  Suddenly we hear flames and notice that the popcorn has caught on fire! 
The scene fades over to the bathroom. An employee is carrying in boxes. They set the boxes down and notice the supply closet is full. They look confused. And then more boxes appear and they jump back. 

The final scene of this demonstration shows the concessions stand again.  One employee is sweeping up the floor and another employee is looking at a tubs of popcorn they made that they are going to have to throw away. 

Narrator: 
All right. Where did you notice time or resources being wasted? There are eight forms of waste, and we saw all of them in this example. Let's rewind and take a look. [Visual Description: the scene that just showed rewinds]

Setting Description: A line of customers waits at a movie theatre ticket box office. Some have their phones, indicating that they bought their tickets online.  The camera focuses on a customer towards the back of the line.

Narrator: 
We opened on a long line of guests at the ticket office. They're experiencing the waiting form of waste because of the delay to getting inside the theater, especially because some of them have already purchased tickets. They just need to be scanned to get in at the front of the line.

Setting Description: The camera pans to the front of the line.

Narrator: 
An employee needs to scan purchase tickets, but the scanner is all the way across the office, so they need to go get it and bring it back to the window and then put it back on the charger. This is the transportation form of waste, the unnecessary moving of things to accomplish a task. 

The next guest needs to buy tickets. The employee has to walk over to the printer to get the tickets and then also has to get the scanner again. You see a combination of the motion form of waste where there is excessive employee movement and transportation waste. Moving the scanner again. 

In this opening, we also see extra processing happening. There are guests who have already bought a ticket, but the employee is still asking everyone if they need to buy a ticket. 

Next, we saw the concessions area. It was packed! The staff were running around to get all the orders and then the popcorn burnt! We can't use that anymore! It's a defect. 

Did you notice anything else in that scene? How about this guy? Everyone around him is scrambling, but he is diligently watching those hot dogs. This is non-utilized skill. Think of all the places where he would be helpful, either here in the concession stand or out front with a ticket line. 

Setting Description: The scene fades over to the bathroom.

In the bathroom of the theater, we saw that the supply closet was full, but the employee was carrying more boxes of paper products. There was nowhere to put them and the boxes just piled up. This is an inventory waste as there are excessive supplies. Finally, as the theater is closing, they have an overproduction of popcorn. 

Setting Description: The scene fades back to the narrator talking and displaying the next asked question.

Narrator:
How did you do with identifying waste? 

I'm sure you did great. And I'm sure you also saw that wastes can build on each other where one form of waste can cause or impact another. 

Here is a quick recap of the eight forms of waste. You can easily remember it by thinking of the acronym downtime. 
· Defects are errors, rework or missing information. 
· Overproduction is when too much of something is made, like when extra supplies are provided. Just in case 
· Waiting involves delays or any time where people or resources are not progressing toward the next milestone like delayed work processes or waiting on information.
· Non utilized skill or intellect identifies when people are not able to contribute in ways that match their abilities or training, such as not being cross-trained to support other needs in the work area. 
· Transportation describes the unnecessary movement of things such as moving supplies around to multiple locations. 
· Inventory is an excess of supplies, such as obsolete equipment or extra materials that are not needed in the near future.
· Motion describes the unnecessary movement of the people who are carrying out the process, such as needing to walk back and forth between locations or equipment to complete a task. 
· Extra processing is additional or unnecessary steps that do not add value to the process, such as entering duplicative information. 

Downtime!

Here's a quick recap for a health care example of the eight forms of waste.

Visual Description: The 8 forms of waste are listed with examples. 
· Defects: misdiagnosis, administration of incorrect medications, or missing documentation. 
· Overproduction: irrelevant diagnostic procedures or providing extra supplies, “just in case”
· Waiting: patients waiting for an appointment or test results, or staff waiting for equipment. 
· Non-utilized Talent: Clinician certified to assist with a specific type of patient care but are not being assigned to support in that capacity.  
· Transportation: Unnecessary movement of patients, specimens, or equipment. 
· Inventory: Excess supplies or medications that expire. 
· Motion: Excessive movement by staff due to workspace layout or traveling long distances. 
· Extra processing: Entering duplicative information or patients being asked the same questions multiple times.

Narrator: 
So the question of the day is how can you start identifying waste to create a clean operation? 
One of the first things you can do is go to the gemba, go to the place where the work is happening, observe the work and the waste without interrupting. For more information about Gemba, check out our Gemba Operational Excellence video. 

While you're observing, create a process map to illustrate the process. Or use one that already exists that can help you quickly identify and notate waste. We also have a process map video you can check out. Additional tools that can help you identify waste our spaghetti diagrams, value stream mapping and the five ways. 
Now that you know the eight forms of waste, you'll start noticing them more often. Take a moment now and write down waste you've seen in your work area. Then talk to the team and ask questions to better understand the problem. Find sources of data that give more information on this issue. If you're a yellow or green belt, pull a small team together to see if it's worth starting a formal project. You can also reach out to your performance improvement teams for assistance. 

We hope that this video has inspired you to kickstart your Lean journey.
