
LDMS 
The 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-à-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 

What Are The 20 Keys®? 



Create Continual Mini-Chaoses 
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Time NOW FUTURE 

Key 8: Level Two to Three 
Key 1: Level One to Three 

K3: 2 to 4 

Key 4: Level One to Two 

Key 5: Level 3 to 4 

Key 12: Level One to Four 

Key 14: Level Two to Three 

Key 2: Level Two to Three 

Key 9: Level One to Two 

Key 5: Level Two to Three 

Key 8: 3 to 4 

Key 3: Level One to Two 

Key 5: Level One to Two 

K17:1-2 

EQUILIBRIUM 

EQUILIBRIUM 

CHAOS 
REINTEGRATION 

REINTEGRATION 

CHAOS 



How Do You Eat A World-Class Elephant? 



Elephant 
Hot Dogs 

99% Fat-free 
Elephant Sticks 

Elephant  
Steak 

Elephant 
Ravioli 

One Bite At A Time, Every Day For Several 
Years! 
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Sales 

Lean 
Manufacturing Office  

Kaizen 

Logistics And 
Supply Chain 
Management 

Customer 
Service 

Human 
Resources 

IT Alignment/ 
Software 

Development 

Marketing 

Project Management 

Product 
Development 

20 

There Are Unique Sets Of Keys For Various 
Functional Work Groups 







What The Levels Mean “Generally” 
Seamless, Transparent 
Automatic Excellence 

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....” 

Outstanding, Not Quite Always 
Automatic 

CURRENTLY 
INVINCIPLE 

WORLD-CLASS 

LEADING 

LEARNING 

TRADITIONAL 

5 
4 
3 
2 
1 



You Can Make Your Own!!!* 



Example: Lean Mfg., Key One – Cleaning 



Example: Off. Kaizen, Key 1 - Leadership 







The 20 Keys Planning/Action Cycle 







2. Site Executive Sets The Target 

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

          Current                                Annual Point Objectives 
Goal    Score       Calculation       1 2  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 = 8.25 9 8 8 8 
 70 20      (70 – 20) / 4 = 12.5 13 13 12 12 
 

Sample Work Group Assessments And Objectives 







4.  Develop Monthly Plan And Apply LDMS And    
Lean Tools 

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

ACTION PLAN FOR A SINGLE KEY 

1 2 3 4 5 6 7 8 9 10 11 12 

Make list of clean. sup,. Bob, Sally 
Submit P.O. for supplies Rashid, Jamail 
Construct shadow boards Abdullah, Paco 
Develop check list Gort, Mikhail 
Develop procedures Bob, Jamail 
Develop RACI chart Paco, Rashid 
Implement new system All 
EARN POINT(S)!!!! All 

WEEK ACTIVITY PERSON  
RESPONSIBLE 



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

1 2 3 4 5 6 7 8
Identify current commitments
Develop project tracking phases
Create RACI for tracking projects
Create visual display
Assess status of current commitments
Post statuses on visual display
Create procedures for daily updates
Begin daily tracking and updates Sally with all

Sally with all

John

Bigboote' with all
Fred and Sally

Sally with all
Fred 

Weeks
Activity Person(s) 

Responsible
Sally with all

ACTION PLAN FOR A SINGLE KEY 

4.  Develop Monthly Plan and Apply LDMS® 
And Lean Tools 





Vision, Benchmarks & Metrics In One Package 



Be Patient! 

• 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 
Group 
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Establishing The 20 Keys® 
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