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What do we try to resolve ?
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Lean focuses on 4 elements, putting the customer at centre

Process Efficiency Performance Management
The way processes and The processes,
resources are used and systems, and
configured to create infrastructure needed
customer value while to manage
minimizing cost to serve performance across

the processes

P

s, B

v Clierits

. 'E"-'--

L |

McKinsey & Company | 13



20090904 Making Lean Happen.ppt

Components of a Lean Management transformation
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Process Performance
Efficiency Management

Voice

of the
. customer
Mindsets

and
Behaviors
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= Cover one/few organizational = Staged roll-out

units at atime

covering all parts

= Involve all layers of of organization according

organization

to master plan

= Cover all dimensions

End-to-end
processes

Additional transversal initiatives
Mobility Budgeting

Leadership &

Continuous
Improvement

Skill building
Navigators & Mgt § Impact tracking
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75% of the time investment on implementation, to work on mindsets and
develop capabilities at all levels
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Key success factors to get lean right

A holistic approach encompassing all management layers, functions and
geographies

= Using a standardized methodology for change
= Deployment/roll-out that balances speed with careful execution

Investing in creating a mindset of continuous improvements

= Public commitment from top managers: it should be the key operational
priority for the long-term

" Investment in high caliber change leaders (“navigators”)

"= Planning HR consequences (incentive systems, consequence management,
resource reallocation)
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0 A holistic approach that targets all elements

"Highly motivated, but no impact"
"Missing steering wheel"

"Good theory, lack of execution'
“No sustainability"

"Impact happening"
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e A standardized methodology and common way of working hard-wired in

a “future state” operating system for the company EXAMPLES

Detailed description of the Tools and methodologies
target system and ways of working codified into a handbook

4. Organization: First line manager (managing app. 30 operators) Program level
« Has a clear picture on his priorities and spend more than 80% of his time on them %:‘73: it for Fon s oo contwos
« Always shows up on time orogram
« Sets extremely ambitious targets with ability to understand the levers to achieve them and I
get buyin from his team
* Knows what are the key drivers of the value deivered (o the inernal/external customer Plot [} perae 2 Diagnose 3.D6SI0N 4 pian & implement 5. Fortify
+ Demonstrate constant dedication to ensure customer delivery level future State andrefine
* Help the operators to solve production issues
+ Systematically create SOPs with operators to prevent from backsiding Flows T ":"ezz:” e [ E:r%:%zk 1 BRG] P o
« When valdated, new SOP is applied on all shifis in less than one week s
« Continuously coach the flow team to develop maintenance or qually skils
* Regularly give feedback to operators Sabiity
« Ask for support of technical team or area manager on deep technical issues
« Control respect of SOPs for all shifts N N
« Measure flow performance through KPIs Performance R e [ e
« Run daily performance reviews management R
« Takeimmediate corrective action in case of deviation to targetsor SOPs
« Assess and coach operators to develop skills Organization [l )
« Reduce the lead time along with a more stable and flexible flow capabiity Sy
* The flow manager is spending 10% of his time on administration, 10% of firefighting, and building ———
80% on driving continuous improvement through the flow team
1 week 1 week 1 week 12 weeks 1 week

Kick-off

System audits to follow up Skill/will criteria and evaluation of
on how well the system implemented managers and front-line

Flow
100%
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Creating the mindset and engine for continuous improvement

Skill matrix (based on work
instructions Daily 15-minute morning meetings and
weekly performance reviews

Key Performance Indicators and

performance reviews on all levels
Work InStrUCtlonS Level in organization | Daily Weekly Bi weekly

Securities services

Follow-up
on

Work instructions for handling "not sent ist" ‘ Department: VPP-VPC

‘ Page: 1(1)

management team ]
Process steps Main activity 9 deviations
P 1Dl stng f e et ber Management team Follow-up
iz, operations unit on
2.NS = notsent deviations / i

@ Check that VPC status.
is "NS" in FANSY

3¥=yes Head of operations unit ‘:\é?::‘z

Weekly
report

©)

Try o revive transaciion

4. Open twin dialog by pressing F9.

If revival t gives "holdi o M.
(@) Irevival attempt gives i You can omit 0100 n the beginning of the Department

Weekly
missing" go into SENIOR ar

' Siing indopost depository number review
== 5 Curentsecurlyisobtained from the st fild e
® If holding is there: ¢ d
with right settlement date, FANSY VP-ID"
force th transaction

Morning

Weekly
Team | meeting report §

Ifholding is notthere, 6.VP = name of security Board
find out why; contact oficel Relevant image is VP.RORURV
customer if necessary You can see cancellation by minus sign in

*modify field" after name of secuity
Await assignment/
information from customer

Issued by: Mickael Karlsson Last changed on: October 8, 2004
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e Visual management is key to change culture

Voldoende Systeem- Review door
werkvoorraad ontwikkeling | business
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e Deployment/roll-out that balances speed with careful execution

Powerful, but very slow Fast, but not sustainable

Standard approach (example) Temptations to accelerate

= 5,000 back-office employees = Reduce length of wave

= 200 transformations for 25 FTEs * Put one Lean expert on several projects
= 3 transformation waves per year per * Train managers with one Lean module

team of two Lean experts = Impose solutions (no self discovery)

Full impact achieved, but takes 7+ Noticeable impact in year two, but
years with a team of 20 experts fall back to starting point by year
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a Public commitment from top managers

CEO commitment and
personal change stories

Newsletters, presentations
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“A day in the life of ...”

DALY CHALLEMGES AT THE SERVICE COUNTER

__________

L
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e Investment in high caliber change leaders: “navigators”

A navigator works as a full time coach to the
manager and employees

A navigator becomes an internal knowledge
expert on techniques of operational excellence

A navigator receives initial training

A navigator receives on-the-job training and
experience by walking next to an experienced lean
navigator

A navigator is expected to be able to train new
navigators in the near future

McKinsey & Company | 23



20090904 Making Lean Happen.ppt

What would be the implications for an operational excellence transformation
for you?

* |s there an opportunity for operational
improvements?

* What challenges do you see in
applying lean in your role?

* How will your customer/boss react?
* Which areas / processes would be
candidates as pilot areas?

* How to best prioritize between the
targets quality, cost, and lead time?
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