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Why are we here today?Why are we here today?
Introduce the NEW Lean capabilities in iGrafx 2005

–Lean Practitioners now can easily create, share and manage
•Value Stream Maps
•SIPOC Diagrams

Introduce a NEW Partner

Provide Valuable Education on Lean Fundamentals
and Value Stream Mapping
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Introduction to Gemba ResearchIntroduction to Gemba Research

Lean Enterprise consulting firm established in 1998

Gemba founders studied with Japanese kaizen masters
from the Toyota Group for 10 years

Gemba assists Lean implementation through training,
consulting, study missions to Japan, and educational
materials

Gemba is headquartered in Mukilteo, Washington.

Gemba also has operations in the following locations:
–Portland, OR, Washington, D.C., Sao Paulo, Brazil, and

Santiago, Chile.



Presentation TopicsPresentation Topics

 The Fundamentals of Lean

What is a Value Stream Map (VSM)

 Electronic Value Stream Mapping



What is Lean?What is Lean?

Continuously improving towards
the ideal through the relentless
reduction of Muda (waste).



What is “Ideal”What is “Ideal”

Building a safe, profitable, enjoyable and sustainable
enterprise

 Deliver exactly what the customer requests
– One at a time
– On demand
– Free of defects

 Respond immediately to problems

 Increase value by focusing on reducing waste



“One of the most noteworthy accomplishments in
keeping the price of (our) products low is the
gradual shortening of the production cycle. The
longer an article is in the process of manufacture
and the more it is moved about, the greater is its
ultimate cost.”

Henry Ford
1926

Lean & Lead-time ReductionLean & Lead-time Reduction



History of LeanHistory of Lean

Lean was Born in the U.S.A.
–Time & Motion Studies (1900s)
–Ford production system established (1913)

Lean was first practiced in Japan
–Dr. Deming’s management system is studied (1950s)
–Toyota Production System (revealed in 1973)

Lean has spread world-wide
–World-class Lean performers develop in the U.S.A. (1990s)
–Learning to See introduces Value Stream Mapping to the world
–Lean increasingly integrated into corporate strategies



TPS HouseTPS House

Heijunka
•Averaged daily volume & mix
•Smooth production schedule

Standard
Work

Kaizen

Jidoka
•Built-in quality
•Pokayoke
•5 Why
•Harmony of
man & machineCreative Idea

Suggestion System

5S

3PTPMSMED

Visual
Controls Kanban

Operational Excellence
•Best Cost, Quality, Delivery
•Empowered employees
•Customer focused culture

TPS

Just In
Time
•Takt Time
•One-piece Flow
•Downstream Pull



“The real voyage of discovery consists
not in making new landscapes but in
having new eyes.”

–Marcel Proust (1871-1922), Novelist

The Lean JourneyThe Lean Journey



Make value
added work
twice as fast

Reduce wasted
time by 50%

Value Stream Focus & Lead-timesValue Stream Focus & Lead-times

Muda (waste) and non value added activities.
Value
Added
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Value
Added

Muda (waste) and non value added activities.

Muda (waste) and non
value added activities.

Total lead-time through Value Stream

Traditional improvement focus

Waste elimination focus



The 7 Wastes of ProductionThe 7 Wastes of Production

ValueValue--addedadded

DefectsDefects

InventoryInventory

ProcessingProcessing

WaitingWaiting
•Imbalanced work loads

MotionMotion
•Poor workplace organization

TransportationTransportation
•Facility layout

OverproductionOverproduction
•Push production scheduling



Taking a Value Stream ViewTaking a Value Stream View

S
al

es
O

rd
er

In
it

ia
lC

o
n

ta
ct

Q
u

o
te

M
ar

ke
ti

n
g

O
rd

er
P

ro
ce

ss
in

g

E
n

g
in

ee
ri

n
g

D
ra

w
in

g

P
ro

cu
re

m
en

t

In
ve

n
to

ry
C

o
n

tr
o

l

S
ch

ed
u

lin
g

R
ec

ei
vi

n
g

S
h

ip
p

in
g

In
vo

ic
in

g
/A

R

P
ro

d
u

ct
io

n

‘silos’or departmental boundaries

Call Cash



Functional DepartmentsFunctional Departments
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•Functional departments work independently
•Little inter-departmental communication
•Work sits in queue
•Information is batch processed



‘Value Stream Organizations’or cross-departmental process flows

Call Cash

A

B

C

D S
al

es
O

rd
er

In
it

ia
lC

o
n

ta
ct

Q
u

o
te

M
ar

ke
ti

n
g

O
rd

er
P

ro
ce

ss
in

g

E
n

g
in

ee
ri

n
g

D
ra

w
in

g

P
ro

cu
re

m
en

t

In
ve

n
to

ry
C

o
n

tr
o

l

S
ch

ed
u

lin
g

R
ec

ei
vi

n
g

S
h

ip
p

in
g

In
vo

ic
in

g
/A

R

P
ro

d
u

ct
io

n

How to be a “Flow Thinker”How to be a “Flow Thinker”



Start the Journey with a MapStart the Journey with a Map



Value Stream Mapping DefinitionsValue Stream Mapping Definitions

A Value Stream is the flow of all of the activity, value
added and otherwise, needed to fulfill a request.

Value Stream Maps are drawings that makes the flow
of material and information visible.

Value Stream Mapping (VSM) is the name used to
describe the activity of creating these drawings.

Current State Maps describe the process as it is today.

Future State Maps describe the ideal state based on
applying Lean principles.



The Levels of MappingThe Levels of Mapping

Value Stream Mapping (VSM) can be used any time there is a
request for a good or a service.

Request

Fulfillment

Demand

Supply

Enterprise “multi-site”

Factory or site “door to door”

= process

Process level



VSM Team ActivityVSM Team Activity

1. Understand executive level strategic need for
flow

2. Identify primary Value Streams
3. Draw Current State Map
4. Draw Future State Map
5. Create detailed implementation plans
6. Appoint Value Stream Managers to implement
7. Communicate learning to entire organization
8. Map all Value Streams, and repeat steps 3 to 7



Value Stream Mapping SymbolsValue Stream Mapping Symbols



Current State MapCurrent State Map

The Current State Map represents the “as is”condition of
the Value Stream observed today.

Start with the customer (request)
Define the data boxes (processes)
Draw material flow (push, pull)
Draw information flow (triggers)

Customer Demand:
45000pieces perMonth

(Takt Time 25.6
seconds)

Blue Sky
Aircraft Mfg

Turn 1

Total C/T = 45 secs.
Defect = 27%
NVA = 55 secs.
C/O = 0 mins.
Uptime = 90%
Automatic C/T: 55 seconds

1

Shipping

Total C/T = 120 secs.
Defect = 0%
C/O = 0 mins.
Uptime = 90%

5

MRP daily

Production
Control

Gemba Forging
Inc.

2000 pcs

Daily
Production

Orders

6 week forcast

30 / 60 / 90 day
forecast

21 days

45 secs.

0.00174 days 0.167 days

45 secs.

0.00174 days 0.122 days

35 secs.

0.00174 days 0.151 days

15000 secs.

0.94 days 0.167 days

35 secs.

0.00165 days 0.158 days

25 secs.

0.00347 days 0.644 days

5 secs.

0.00156 days 1.84 days

120 secs.

Lead Time = 25.2 days

Processing Time = 15310 secs.
PCE = 1.05%

21 days

Daily Shipping
requests

1 x daily

Mill

Total C/T = 45 secs.
Defect = 27%
NVA = 55 secs.
C/O = 90 mins.
Uptime = 90%
Automatic C/T: 55 seconds

1
376 pcs

Turn 2

Total C/T = 55 secs.
Defect = 27%
NVA = 65 secs.
C/O = 90 mins.
Uptime = 90%
Automatic C/T: 45 seconds

1
275 pcs

Heat Treat

Total C/T = 160 secs.
Defect = 26%
NVA = 39160 secs.
C/O = 60 mins.
Uptime = 90%
Automatic C/T: 54000 seconds

3
340 pcs

Grind

Total C/T = 40 secs.
Defect = 27%
NVA = 60 secs.
C/O = 0 mins.
Uptime = 90%
Automatic C/T: 55 seconds

1
375 pcs

Assembly

Total C/T = 200 secs.
Defect = 27%
NVA = 175 secs.
C/O = 0 mins.
Uptime = 90%

1
355 pcs

Paint

Total C/T = 30 secs.
Defect = 41%
NVA = 85 secs.
C/O = 30 mins.
Uptime = 90%
Automatic C/T: 60 seconds

2
Parts P: 950
Parts NP: 500

Parts P: 2700
Parts NP: 1440

Tuesday &
Thursday

Daily OrderWeekly release



Future State MapsFuture State Maps

The Future State Map represents the “ideal”condition
which will be achieved in 2 to 3 months.

Stamping

Production Control

Steel Supplier

Welding Paint Assembly



Electronic Value Stream MapElectronic Value Stream Map

Information flow



Material flow

Electronic Value Stream MapElectronic Value Stream Map



VSM: Pencil vs. Computer?VSM: Pencil vs. Computer?

Benefits of iGrafx for Lean practitioners:

Saves hours re-drawing and editing Maps
Interactive data box fields do the math for you
Quickly identify process steps that are not aligned
with takt time
Easily store and share your VS Maps

–Publish to the web and to presentations



Improving Towards the IdealImproving Towards the Ideal

Future State

“Ideal”

Original State
Current
State



Improving Towards the IdealImproving Towards the Ideal

New Current
State

“Ideal”
Future State

Original
State



SummarySummary

Value Stream Maps and direct process
observation will show you:
The overall work flow from request to fulfillment
Linkages between material and information flow
The 7 wastes and system-level causes of waste
High impact improvement areas
All of the facts about a value stream in one place



SummarySummary

Electronic VSM speeds up improvement
towards ideal because:
You spend more time on improvement activity
You can quickly document, share, and update

VS Maps
Helps you analyze the data



Next StepsNext Steps

Download today’s presentation and other materials
online at http://www.gemba.com/tool-kit.cfm?id=149

Join us for a Demo of iGrafx VSM capabilities
tomorrow
–See iGrafx VSM in action
–Friday, Feb 25th at 11:00 am PST
–Register online at

http://www.igrafx.com/events/webSeminars.html



Want to Learn More?Want to Learn More?

Sign up for a 2 day VSM course offered by
Gemba Research
–Join Gemba onsite at iGrafx near Portland, OR
–Get 2 days training on Value Stream Mapping, with

iGrafx software included.
–Get all the details at www.gemba.com

Join us for Lean 201 in April
–Watch for your invite coming soon


