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WhattAreTthe 20 Keys®?

An Intact Work Group Application
« The 20 Keys:
- Are Not A Problem Solving “Tool”
- Are Not A Management Control Method
- Do Not Measure “How Much” Is Done

« The 20 Keys:
- Assess Status Vis-a-vis World-class Practices

- Provide A Uniform Measure Of Excellence Across All
Intact Work Groups

- Provide A Long-term Work Group Improvement Plan

- Help Work Groups Decide What Tools To Use And
When To Use Them
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Creatercontinual Mini=Chaoses

EQUILIBRIUM
EQUILIBR}S
REINTEGRATION
1 K17:1-2
o K3:21t0 4
% Key 8: 3t0 4
£ Key 5: Level 3to 4
.F:’ Key 9: Level One to Two
&J Key 4: Level One to Two
® |_Key 2. Level Two to Three
2 o0 |_Key 5: Level Two to Three
fé ey 3: Level One to Two
o @] Key 12: Level One to Four
N

Key 1. Level One to Three
Key 8. Level Two to Three
|_Key 14: Level Two to Three
| Key 5. Level One to Two
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How:/DorYourEattATWorldEClassiElephant?




OneBite’AtATIIME; Every/Day Eor Several

Years!

99% Fat-free
Elephant Sticks

Elephant _
Hot Dogs

Elephant
Steak

Elephant
Ravioli
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lihere’Are UniquelSets; OfikKeys EorgVvarious

Eunctional WorKeGroups

4{ }7

Lean
Manufacturing

Customer

Service Product

Development

f',;
74

erformance Level

Human Marketing
Resources
IT Alignment/ =
Sofgtware Logistics And
Development Supply Chain
Management
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20 Keys?® Of Office Kaizen
2 o =
“20 Keys” = 20 Important Concerns Or Process, Quiﬁ%ltles
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Performance Level

20 Keys® Of Lean Manufacturing

: &
There Is A Unique Definition
For Each Level Of Each Key
35 & EL R £ LELS S g
1??456?9“‘ el 18 19 20

\

' The area is generally clean and only :

rarely is a bit of debris, dirt, grease or a
spill allowed to remain more than a few
minutes

One minute or less exchange
reached on at least one machine.

One-minute file/document retrieval
has been achieved in at least one
office.

Performance Level

1 2 3 4 35 6 7 § 9 10 11 12 13 14 15 16 17 18 19 20




Whatiline: LevelsiVean i (Generallys

CURRENTLY
5 INVINCIPLE

4 WORLD-CLASS

3 LEADING

2 LEARNING

1 TRADITIONAL

Seamless, Transparent
Automatic Excellence

Outstanding, Not Quite Always
Automatic

System Installed; Frequent
Glitches, Sometimes Serious

Awareness Established; First
Small Steps Taken

The Usual Mess, Reactive, Few Or
Bad Systems, Many Problems,
Most Accepted As “Oh, Well....”




You €Can Viake Your ©Ownilix

1. Brainstorm 20 Important |
Issues (“Keys”) For The
Work Group

CLEANING

Level Characteristics/ Specific, Detailed Definition

Conditions
Aot all the root coauey of dirt
Seamless, Transparent AL Ayt des Fuave eery
Automatic Excellence elimivnated: The arec stoyy cleci
WAL idchu sweeping: o Wipivg:

World- class, Outstanding, %@:&% % o{f,eagj %

Not Quite Always o M@d/
Automatic gracye oy o ypill allewed tor venciivg
Hicre Thekl cfes mirides

tqmpmeﬂr TENEE T WO T
are clecy: Delwiy avid

e

The fletr iy gener cleaw Debriy
mdfo—rypuﬂav e T up
diriing eddu it by the ared
evnpleyeasy

Definition For
Each Of The
Five Levels Of
Each Key

System Installed; Fregquen
Glitches, Sometimes
Serious

Awareness Established;
First Small Steps Taken

The Usual Mess, Reactive, cr l/ij
Few Or Bad Systems, C"Wﬁ“@
Many Prohlems, Most FM&P% w’t?/ vw.:,b{&mc
Accepted As “Oh, Well... loce

P

*Make Sure An Adult
Is Present
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Examplesllean Mfg:, Key:@nei— Cleaning

Level { evel Characteristics/
Conditions

Specific, Detailed Definition

%@Wr@f%&mmd&wder

5 Seamless, Transparent Automatic areds stoyy cleawy

Excellence without muich sweeping or wiping

World-class, Outstanding, Not Quite wbﬁf%g ﬂgrem,sezor a,gpﬂ,ba%w
Always Automatic remain m.c}rerﬁnmaz&au miruites

System Installed; Frequent Glitches, Equipment; shelaes and works surfaces are
Sometimes Serious clear: ‘Debrwaﬂdz_;pﬂlaw@pr tly (withiry
15 mirwides) deaned up g

Awareness Established; First Small Thefloor iy iy generally 'Debrwandgy
Steps Taken spilly are ceaned up during-eachs shift Dy the-

Ared emp

BTP:’ESUSLéIaI Me;ls, Regctigle, FewMDrt ==
ad Systems, Many Problems, Mos = gener debris ar oYy
Accepted As “Oh, Well....” M‘%fap ﬁu:eéf Flm.d/,sp ares
dirt iy commornplace
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Examples Ofif., Kaizen, Key 1 - lLeadernsnip

{ evel Characteristics/

Conditions Specific, Detailed Definition

Level

EVWMWWV' 7 lan
Seamless, Transparent W e "’"'PI wﬁiﬂwwwmi
Automatic Excellence - and it iy always riale
guidance g . ays approp
: eryone i understonds
World-class, Outstanding, %pmgmm% Decisions
Not Quite Always are made by group consenguy facilituted
Automatic by the leader whose main role iy that of
a-coach
TN C L LU A planto-achieve objectives iy developed.
Glitches, Sometimes Associades have inpul tor- decisiony bud the
Serious leader makes final approval

The work leader i L
Awareness Established; | thework MwwLW!’y

"

First Small Steps Taken | is . There iy Little w
& pm@aﬁowmﬁo&;iowmakmmg/

The Usual Mess, Reactive, NET22 Lt has no-defined
Few Or Bad Systems, W%m%mmmwm
Many Problems, Most dear leader. No-work-area visionor
Accepted As “Oh, Well....” [Easactard
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20 Keys® Of Lean

Manufacturing

Performance Level

x 7 T =) S 2 P [ by 55 pay
b =} o w0 [ o = — =
[=] = = [
o = DE_ g o= B g & 5 = = T & 8 9 B
= g N g .g o =] b o = 4] = = = Ej
S o 5 = © = Bwm £ = E ® £ £ §H Z &
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Almost all the root causes of dirt and disorder have been
ellmlnated The area stays clean W|thcut much sweeplng or W|p|ng
The area is generallyr clean and cnly rarel:n.,r is a blt cf debrls dirt,
grease ora splll allowed to remaln more than a few mlnutes

i =
Eqmpment shelves and wcrk surfaces are clean Debrls and spills
are prcmptly (W|th|n 15 mlnutes} cleaned up by area perscnnel

e R
The ﬂoor is generally clean Debrls andlor spllls are cleaned up
durlng each shlft by the area employees
L

Scrap, paper and general debrls are fcund on the flccr and work
surfaces. Fluid spills are visible and grime and dirt is commonplace

4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20
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20 Keys® Of Office Kaizen

iy}

255
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Each key and level intersection has a detailed description

:S §£§8,580g82cg88F g &85>

= @ L = = ¥ B 2 < = £ & o g 5 2 © o
= o w g g o é - ks ia =< o = hal = At = = -g O
S 05 o & o5 2 E £ E om & O = § Z 5 &5 @ =
£ £ £ &8 = &8 2 & ¢ £ 2 K & %= 6 20 a v ¥

= N= =

® 3 § Everyone understands the vision and the plan. Associates are
- 0 oo empowered to make decisions to achieve objectives. The leader(s)

provides guidance and it is always appropriate and welcomed

5 i ! i ) i i i i H H i i i H i i i - | =
— / Everyone in the work group understands the plan to achieve
2 = /y objectives. Decisions are made by group consensus facilitated by
i (? the leader whose main role is that of a coach
ioF 11 b T TETNE T eSS )
O
g :‘:/ /' A pl_ar_1 to achieve objectives is d(_aveloped. Associates have input to
g 3 (_'>f demsmns bpt the Igadgr n_‘lakes fllnall approyal | .
= A e R e e e e e
.,g ::j The work group leader is recognized by the work group and a work
o o =P group vision is defined. There is little worker participation in
o / decision making
= S S T S S S B R B R B S s S
1 ( The work group has no defined leadership structure and there is no
/ clear leader. No work area vision or goals exist
T2 3 4 5 7 8 9 10 11 12 13 14 15 16 17 1§ 19 20
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ihe 20iKeys Planning/ActioniGycle

Performance Lewel

1. The Work Group Assesses It’s 2. Executive Or Site Leader (e.g., Plant Manager)
Sets 3 Or 4 Year Goal (e.g., 60 to 70 Points)

bof 8 o I QHE T lcx BT
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S
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Status
— 20 Keys Of Lean Manufacturing |l
gi 5 E i E 3- WOI’k
RETR T o
r Ericprig et 5 Identifies
i| 30 Points At Present | Which
: — ] Keys And
EStak : "3 Points It .
I B R *y Will Focus
| EEEEEE OninThe &
R i 5 Next 12 £
e e e b Months *
TR —
i —] 20 Keys Of Lean Manufacturing [S—
5 i £ § E
§ E ; ) § : E § §
s plfegypad IofdR i
£
Select New Key 110 Points Gained | ; i
And Point Goals 17 RS SR B
And Continue To 3’ T P
Apply Lean L e
MethDdS E , .|'3 h :ih: | Mllssed One
£ 1 | | |! 1
&2
N Y ar

1 2 3 4 5 & T & % 1011 17 15 14 15 1 17 13 13 30
S A e

Aumnad

— 20 Keys Of Lean Manufacturing | —
g; H g
§% i, 1 Eggi

WUFRIERIH
10 Pomts Selected |! §

- —F = o = Cleming
v Omaritng

=

1
|
/

Ferformance Level

zi-

—-EHER-BHREBE

1 2

Perforrance Level

.....

o4 5 kT 89101111131‘15“1?131920
H- A

4. Develop Monthly Plan And
Apply LDMS And Lean
Techniques Within Work
Groups

5. Conduct On-going
Assessments
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20 Keys® Of Lean Manufacturing

PERFORM INITIAL ASSESSMENT

1.
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2, SiterExecutive: Setsilne liarnget

This Site Shall Be A 70 Point Performer In Four
Years!”

Sample Work Group Assessments And Objectives

Current Annual Point Objectives
Goal Score Calculation a: B 3 4
70 30 (70-30)/4 =10 10 10 10 10

70 50 (70-50)/4=5 5 5 5 5
70 37 (70-37)/4=825 9 8 8 8
70 20 (70-20)/4=125 13 13 12 12
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3. WORK GROUP SELECTS KEY LEV

20 Keys® Of Lean Manufacturing

OBJECTIVES FOR THE NEXT YEAR

Performance Level

watem

Ly Team Activitie:
-1 Roles And Res
oo oMk Leveling
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20 Keys® Of Office Kaizen

3. WORK GROUP SELECTS KEY LEVEL
OBJECTIVES FOR THE NEXT YEAR
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47 DevelopMonthly/RlantAndfApply LDMSTANC

[lean 1160]s

ACTION PLAN FOR A SINGLE KEY

For Key 1: Cleaning Moving from Level 1 to Level 3 (At Once!l!)

WEEK

ACTIVITY H 1/ 2/ 3]4/5|6|7|8|9]10f11]12 REZ'E%SN%I'\IBLE
Make Uist of clean. sup,. [l Bob; Sally
Submit P.O. for supplies | MR 5 5 wi i Rashid, Joumady
Construct shadow boardys I Abdullah, Pach
Develop check list 1 Govt, Mikhail
Develob procedures Bob; Jamail
Develop RACI chawt Paco; Rashid
Implement new systesmv AW
TARN POINT(S)!!!! AW

e .[ = B -
eS| JT % ‘é"'; BD




4. DevelopiMonthlyRlaniand /Apply/ LDMSE

And lleani 1iools

ACTION PLAN FOR A SINGLE KEY

For Key 3: Deadlines and Commitments (2 points at once!)

— Weeks Person(s)

Activity ;
112(3|4|5|6|7 Responsible

Identtfy cervent commiliments - Sally with-all

Develop proyect tracking phases ] Bigboote' with all

Creaie RACI for tracking projecty ] Fred and Sally

Create visual digplay ] | John

Assess status of curvent commiliments 1 Sally with all

Post statuses on visual display ] Fred

Create procedures for dadly updates - Sally with all

Begin daily tracking and updates Y| sally with all
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20 Keys® Of Office Kaizen

55

10

PLAN AGAIN AT START OF NEXT YEAR

5-6. CONDUCT QUARTERLY OR SEMI-ANNUAL

AUDITS;
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=
11X2=22
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7 8 9

Tp} ~ 44} N
|9A9T] 92UBWIONA]

1

10 11 12 13 14 15 16 17 18 19

=40

Total

9

7

1
. Current




Vision; Benchmarksi& Metrics IntOnePackage

What ToBe,  Get to 70-80
VISIONING LongHisis Points

How To Get Th Set Annual
STRATEGIC PLANNING g”vevarf"l' o-i’eargre Point Goals

N What Needs To The Keys
Get Better? Themselves

Key | ToF
OPERATING PLANS | On For TheNext = 7o o i

S To Work On

Key
DA;\-/L%—EAY ey Tommye  Improvement

Plans
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Be Ratientt

Form Executive Steering Committee
Form Blitz Administration Team

Form Change Teams For Primary Visual
Displays And Daily Work Group Meetings

Install And Stabilize Primary Visual Displays
And Daily Work Group Meetings

Then, Install the 20 Keys® Into Each Work

w7 BD



EStablishing The 20/Keys®

Management
Team/ESC

Champion

Team Leader \

Several Weeks To Six Months

____________>

\ N “Identify Intact Work Groups

- . .+ Determine Key Set To Be Used By Each Work Group
_— v . Select Key Set, Modify Keys, Write New Keys, Etc.
1 \  Introduce 20 Keys To Work Groups

I i » Coach First Assessment

- ¢, Coach Improvement Plan Development

N . Perlodlcally Monitor And Coach

i e evelop Future Audlt Procedures

1 AR A 2

Intact Work
Groups

Wl H <BD
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