|eader Engagement
Absolutely Needed

Steve Sorenson
Continuous Improvement Coach
Johnsonville Sausage
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Leadership Paradigm
Your reputation for
producing excellent
results will mean you will

be given more and
different kinds of work to

do.
Quick Solution
Knock off the good work

1.
2. Start disappointing people with
significantly poor performance
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Purpose Driven Excellence

* Johnsonville’s purpose is to use the business
to build our Members

* Our Members are the experts

* Members will improve their process when
given the time and authority

* QOur profits allow us to create greater
opportunities and reward our Members
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The role of leadership is to evolve,
challenge and sometimes
fundamentally change how

people think
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Four Key Principles

It Johnsonville’s responsibility to create an environment for our Members

¥

We are all in this together
O
to be successful...and our Member’s vote counts more.

If you believe the Members can only be as good as their Coach then you

also believe Coaches can only be as good as their Coach!

®
No one is doing anything wrong
People are good and want to do the right thing

|
o
Anything can be improved
o Johnsonville has an un-limited bandwidth for change
= We are going to help one another improve
Change Requires Trust —Trust Requires Stability—Stability Provides
Share-Learn-Grow.
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the Foundation for Continuous Improvement— Continuous

Improvement means we Win and Win BIG!
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Reasons Lean Falls

1. No sense of urgency (burning platform)
2. Looking for a quick fix (Lean pill)
3. No Leadership commitment and support

4. No education and awareness among the employees and

management
No understanding of Lean (flavor of the month)

5.
6. No Coaches (Do-it-yourself Lean)
7. No Value Stream Map
8. No Implementation or sustaining plan
No customer and supplier involvement in the improvement
Share-Learn-Grow.
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Standardized Tools/Templates

* Sponsor expectations
* Pre-event checklist

* Scoping Document

e Charter

e Curriculum

Share-Learn-Grow.



Sponsor Expectations

Scopi Before Even After Even

O 0Order supplies needed far event payi1 [0 Launch Lean Event i i
O Define the purpose and objective of this initiative ¥ ) 0 E';m“ra 8 teal‘?ttr? oreate mmm“mnanntng to
O Line up meals forthe event O Show Enthusiasm for the event ;Birgncﬁaé;snﬂ pl;r:g ’;;?%L%z?ézgﬂuﬁi pro-
O identiy the process by which the wark is being O Free up your calendar to be available and visible 0 Ensure teams use Charters and Checklis.ts
#one (SIPOC Diagram) during the event Day4 0 Attend and support the team at the Go For- 0 _ o )
O  Identify how the current process is performing O send outinvites for Kick-0ff and Lean Event ward Flanning session E”itg?z;a}éiagpaggéﬂizfgfgéztlﬂeprlace totie
[data/Facts) O Lead Wick-OFf Event 1-2 weeks hefore event O Show up to the repart aut on time to ) )
demonstrate your support and its im- O Ensure Kaizens are measured and posted to
O Clarify roles and responsibilities (zelect leader & 0 Provide obje etive, background, and surrent portanoe Lean Community Share Point site.
team using Team & Leader Criteria) situation anly O supportthe team by holding them account- O insiston monthly report outs
O Showenthusiasm for event able for their goals .
Clarify the audiences (expectations) X O Make sure the team is prepared for
O Handout homewark that needs to be com- ] Eféasléen\?v%%uca%ﬂﬂglgﬂ%fg?ngEES fgg@hgm- the event
Clarifywhatshould be done differently afterthe pleted hefare event came standard O erify all appropriate stakehaolders are
initiative O Info&mttegm thattag i:?]fotrmatlwo_naltﬂoster invited.
needs to be created that explains the
Understand your workplace/learming ervironment what, who, why, and when of the lean Days 0 Launch Kaizen Dayis) 0 E\i?:;rgglatggigzgno‘?:ﬁgei? fun and
evertto the front line staff O Make sureyou are available to the team
Set dates for KickOff & Lean Event O Infarm team that an infarmation meeting throughout the day. O Possiblyinvite other frant line employ-
Pﬁetds t°| be hﬁ]d Wiﬁhttherfmntr!ine stdaff 0 Checkon the team every 2 hrs ar sa, to 285 O peers of team mermber
wr?er?}égtarlgsleaﬁ\gv:nfw 0. Why, an offer support. O Show up energized and supportive of
N o~ . . O Reward team members whao bring prob- the teams efforts
Ask Yourself These Questions o En”;t%ﬁgrfgeﬁmg”émcﬁg%‘e&%ﬁe;;g Qgpﬂ%‘ggaodr- lems to the surface. O Ensure 2 Kaizens are complete per manth
®  How do | define success for this effort? before event. O Haold graduation and pass out certificates 0 Decasionallyjoin teams on gemba walks
®  \yhat are the business drivers For this change? O Verify that team member regular jobs are covered after the Kaizen Blitz
theweek of the vent O Taketheteam outto celebrate their hard

®  vhy should team members want to change?
¥ g O Continue to showyour enthusiasm forthe event wiark
& Are they readyto and capable of handling change?
& What will lead ers need to do for this change to be
successiul? haVIors
® What specific behaviors willteam members need *Fresh set of eyes Drive through Sy Thinking: Understand
fo exhibit? or experts in the the purpose of the systern and how interactions and inter-
®  What dolneed to do to make this change success- Uil TESC i
area dependencies create value for the customer/ consumer. e
ful? S R— 4 Key Principles
= Leadershin. M & Infra
®  hat has been done to address thiz need inthe Flnnl\mzlmfgml
past? responsible for People know what to do, & they have the resources to do it ' Il'in thi
improvement area a
®  How successful have | been inimplementing
changesin the past? ———
. what th tential bstacles o th *Responsible for area under Ready
at are the potential obstacles to the suc- improvement, supports
cess of implementing lean across the organiza- Impro\fement te:?ms and ensurgspo "
tion? Focused progress ‘ Able
*Hasinfluence and understands & /
supports Lean initiatives. Ina Performance Management Performance Support
Champlons g =
position to see the enterprise Peaple have the desire & they People are capable & have
value stream, know howmell they are doing the capacity to do it
4 oclaltio
or Manufa 0 ) -
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Lean Leadership

Good leaders motivate people in a variety of ways, three
of which are the basis to the “lean” approach

1. Leaders must define the organization’s vision in a
way that highlights the values of their group

2. Leaders must support people’s efforts to achieve
the shared vision through coaching, feedback

and role modeling
3. A leader should recognize and reward success

Share-Learn-Grow.
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"‘Power Team” Concept
A cross-functional team of 4-5 individuals is formed

* Launched with 5 day event (learning/application)
— The team learns to embrace Cl principles and mindset
— The team owns the value stream and delivers incremental improvement

¥

as part of their job

* Team members must dedicate 5 hrs per week minimum

to delivering improvements
— Weekly team meetings (1 hr weekly)
— 2 Improvements per month (4 hrs weekly)
— Monthly report out to Sponsor and management

— Visual post impact to the organization

Follow the PDCA Model

Share-Learn-Grow.
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4 Questions to Drive Standards

e How do you do the work?

* How do you know you are doing the work correctly?
e How do you know that the outcome is defect free?
 What do you do if there is a problem?

Share-Learn-Grow.
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Leadership Messages

e Leader’s say many things...

* Actions speak louder than words....




¥r
What "Signs” Are You Sendlng’?

’
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Lean Leadership Lessons
Why is leadership such an important topic in Lean

transformation?
Lean is not something you engineer
Lean changes the way you think, talk, see, act and react

Change is a battle for employees and battles need

leadership
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5 Lean Leadership Actions

« There are five leadership moves, or actions, a
leader can perform to provide leadership on the
[

Lean journey.
Leaders Must Be Teachers

1.
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5 Lean Leadership Actions

« There are five leadership moves, or actions, a
leader can perform to provide leadership on the
el I ¥ lu“

Lean journey.

1

2. Build Tension, Not Stress

Share-Learn-Grow.
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5 Lean Leadership Actions

« There are five leadership moves, or actions, a
leader can perform to provide leadership on the
Lean journey.

1.
2.

3. Eliminate Fear and Comfort
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5 Lean Leadership Actions

« There are five leadership moves, or actions, a
leader can perform to provide leadershlp on the

Lean journey.

4. Lead Through Visible Participation, Not
Proclamation
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5 Lean Leadership Actions

« There are five leadership moves, or actions, a
leader can perform to provide leadership on the

Lean journey.

1.
2
3.
4

5. Build Lean Into Personal Practice

Share-Learn-Grow.
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Key Leadership Engagement

* Productivity is a one of the “Johnsonville 10”

* Productivity is a GPS component for all
members

 CEO and other Strategy team members
* Dedicated time for front line Members

Share-Learn-Grow.
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Key Learnings at Johnsonville

* Top leaders need to speak and act positivity
about Continuous Improvement

* There need to be non-negotiables

 Don’t be willing to move forward when non-
negotiables are not met

* Front line members are the experts and need
to drive improvements

* Front line members need dedicated time

Share-Learn-Grow.



Thank You!

Your opinion Is important to us!
Please take a moment to complete the
survey using the conference mobile app.

Session: WP/25
Leader Engagement Absolutely Necessary
Steve Sorenson
Johnsonville Sausage
ssorenson@johnsonville.com
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