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Lean is a people-oriented 

philosophy enabling enterprises 

to succeed by creating the 

greatest value for their 

customers



Continuous Improvement – Do What We Do, Better

• Identify, frame, then act on problems and challenges at all levels 

in the organization

• As a leader, do not “go and tell,” but rather “go and see” – dialog 

about the right course of action

• Recognize that your way may not be the best way

• Not hands off/disengagement, but learning as much as you can 

so you can be the best mentor for the problem solver

• Staff earn authority to take action through how they frame the 

issue

• Create Standard Work





Countermeasures vs. Solutions

• New problems revealed

• New situation created

• New conditions that change, evolve, 

eliminate actions or countermeasures
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Critical Thinking in Problem-Solving

Who

▪ Who discovered the problem?

▪ Who is affected by the 

problem?

▪ Who can help identify and 

solve the problem?

What

▪ What is happening to indicate a 

problem? (What are the 

symptoms)

▪ What standard is involved?

When

▪ When does the problem occur?  

(Frequency? Particular patterns

of occurrence?  Timing?)

Where

▪ Where does the problem 

occur? (Local?  Global?)

How

▪ How does the problem affect 

the organization?

▪ How costly is the problem for 

the organization?



Closing the Gap – Ballroom Turns

Problem

▪ Turns in the Grand Ballroom were taking too long for very tight turns 

and we were experiencing injuries and equipment loss due to a lack of 

good process

▪ No organized process for break-down, transition, and setup

▪ No single point of leadership for turns (catering vs. events crew)

▪ Single hallway to server and storage led to a bottleneck

▪ Poor sightlines let to crashes, cart dumps, and facility wear

▪ Could not squeeze extra events into the ballroom on our busiest days, 

resulting in a loss of sales

▪ Someone arriving late could not determine where to jump in and best 

help



Closing the Gap – Ballroom Turns

Solution

▪ Developed a logical process for breaking down, transitioning, and 

setting up a space, with designated roles and timing benchmarks

▪ Defined the order in which tasks needed to occur

▪ Everyone on the team completed each task, in order

▪ Installed new convex mirrors to assist with hallway

▪ Single leadership point of contact for each turn (event crew)

Outcomes

▪ Sped up turns by an average of 25%

▪ Eliminated issues with bottleneck

▪ Able to squeeze in additional events on busiest days, increasing 

revenue



GO TO GEMBA 



Problem Identification

• “No Problem Is a Problem”

• What Problem are we Trying to Solve

• Why is This a Problem (root cause)

• How Will We Know We Have Solved It



Act



Plan-Do-Check-Act Management Cycle
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Plan Phase:

1. Recognize abnormality

2. Understand Purpose

3. What is actually happening?

4. What should be happening?

5. What is the Gap

6. Breakdown the Problem, and 
prioritize 

7. Go to the process and determine 
Point of Concern

8. Set Target

9. Cause Analysis and Root Cause

10.Determine Countermeasures and 
develop plan

Do Phase:

1. Ensure proper reporting, informing 
and consulting of the plan (status 
report)

2. Monitor – resolve potential issues 
with contingencies

3. Consensus – Buy-in

Check Phase:

1. Check effectiveness of 
countermeasures

2. Compare Plan vs. Actual

3. Evaluate Customer, Company, and 
your own viewpoint

Act:

1. Evaluate overall success

2. Determine how much of the GAP 
was closed

3. Standardize and Share effective 
practices

4. Choose another problem to 
further close the GAP

Check

Source: Tracey Richardson, Managing to Learn Presentation, MBOE Week 1



Process Review – Major Social Media Firm

Issue

▪ Time to complete decision and 

notification process for posting 

violations

▪ Not enough people doing initial 

review and evaluation

▪ Too many independent rules for 

evaluators to review at first 

pass

▪ Too many layers of escalation 

with re-review

▪ People involved in escalation 

had multiple job responsibilities 

that did not prioritize action

Resolution

▪ Complete revamp of employee 
roles and action tree

▪ Independent rules were 
grouped for easier 
classification

▪ Re-review was eliminated 
based on measurement of error 
rates and potential risk

▪ Decisions were allowed at 
lower levels of escalation

▪ Job responsibilities were 
reassigned so escalated 
actions were a priority
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Situation: We currently have our crossbars and 8-foot drape stored together on a single cart. 

Ideally, the drape is wrapped around the crossbar and the unit is hung by the hooks of the crossbar 

onto the cart. This cart is designed to hold as many of these units as possible in a relatively small 

area. Unfortunately, the drape unwinds itself more often than not and results in a tangle of 

crossbars and drape, which causes further unwinding of more units. The final result is the drape on 

the bottom crossbars dragging across the floor as the cart is moved. 

We also store our 8-foot uprights, 12-foot uprights, and excess crossbars on a wooden shelf. 

Each piece of equipment has a designated shelf, but they fall through the gaps and become mixed 

together easily. This makes it difficult to find the correct equipment quickly. While a solution could 

be to put a bottom shelf on each level, it would solve that particular problem but not create the best 

overall solution. 



Proposed Solution: The equipment stored on the crossbar cart and wooden shelf 

could be reorganized onto individual carts. We currently have three rectangular carts 

located in shell storage. One holds extra crossbars, the second holds extra 8-foot 

uprights, and the third holds umbrellas used for Potter Plaza. Since the umbrellas are 

moved infrequently, we could store them on a table cart instead. Now, we could 

transfer all of the uprights and crossbars to these three carts to replace the current 

crossbar cart and wooden shelf. Our drape could be reorganized by hanging all 12-

foot long pieces on the blue “Z” cart, all 8-foot long pieces on the top rack of the black 

“Z” cart, and all gray 4-foot long pieces on the bottom rack of the black “Z” cart. 



Steps Involved:

- Remove the drape from the crossbars that are currently on the cart.

- Reorganize the drape onto the “Z” carts.

- Transfer all uprights and crossbars to the rectangular carts.

- Disassemble the wooden shelf.

- Remove crossbar cart from second floor storage, replace with rectangular carts.

Benefits:

- All pieces of equipment will be stored on rolling carts.

- Each piece of equipment will have a unique storage location.

- Improved overall aesthetics and organization of the storage space. 



Potential Obstacle: There is no way of preventing our employees from placing equipment onto 

the wrong storage carts. However, we can alleviate this problem by hanging correct signage on 

all carts and by providing our employees with proper training on the new system. Training would 

involve an explanation to the all staff meeting about the new organization and an email to those 

who were not in attendance. On-going it would be the responsibility of those on the storage 

room audits and the shift lead and production manager’s responsibility to make sure their crew 

is storing the items correctly. 

Bases: Currently bases are on stacks on the floor; this seems to work okay but can be moved 

around once the wooden shelving unit is removed from space. 



Six Years Later…

• NO photo staging needed!

• System adapted for new equipment

• Standard work clearly outlined
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The 5S Numbers Game!!
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Events Services

Seminar



What is 5S?

• Sort (Seiri)

• Set In Order (Seiton)

• Shine (Seiso)

• Standardize (Seiketsu)

• Sustain (Shitsuke)



The 5S Numbers Game

• The next slide represents an operation in the Student Union

• Our job today is to work a 20-second shift, and strike out the 

numbers 1 to 49 in sequence (1… 2… 3… )

• The team score will be represented by the lowest individual 

score achieved

• I will keep track of time
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We can improve!

• For our first action, we will implement 5S by Sorting

• I will remove items that are unneeded for this job (numbers 

50-99)

• Same job requirements: strike out the numbers 1 to 49 in 

sequence (1… 2… 3… ) during a 20-second shift

• The team score will be represented by the lowest individual 

score achieved

• I will keep track of time
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The 5S Numbers Game 

Round 2

Conference and

Events Services

Seminar



We can still improve!

• For our second action, we will Set in Order

• I will install a racking system to help identify our numbers 

more easily

• Same job requirements: strike out the numbers 1 to 49 in 

sequence (1… 2… 3… ) during a 20-second shift

• The team score will be represented by the lowest individual 

score achieved

• I will keep track of time
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The 5S Numbers Game 

Round 3

Conference and

Events Services

Seminar



We can still improve!

• For our third action, we will skip the Shine (just for this exercise), 

and move on to Standardize

• Since our job involves a sequence, I have a new racking system 

that helps meet that goal, as it reorganizes our numbers in a 

standard way

• Same job requirements: strike out the numbers 1 to 49 in 

sequence (1… 2… 3… ) during a 20-second shift

• The team score will be represented by the lowest individual score 

achieved

• I will keep track of time



Numbers from 1 to 49
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How to Use 5S in a Student Union

• How easy is it to find problems like this?

• In our work, what are the numbers? What are the racks?

• What practices do we have that potentially get in the way of 

5S?

• How will you ensure that you Sustain standard practices?



Continuous Improvement – Where Do You Start

• Map your process – find chokepoints, time delays, rework

• KAIZEN to develop countermeasures – run the experiment

• “Follow the Waste”

• Defects

• Overproduction

• Wait times

• Nonutilized Resources

• Transportation

• Inventory

• Motion

• Excessive Processing
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Good luck, see you along the road!

Jeff Pelletier – Ohio Union - pelletier.12@osu.edu

Joel Hauff – Unique Venues - joel@uniquevenues.com
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