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About Aera
• Began operating June 1, 1997

• Consists of the California onshore exploration 
and production (E&P) assets formerly operated 
by Shell, Mobil and Arco

• Jointly owned by affiliates of Shell and 
ExxonMobil



Aera at a glance
• Headquarters Bakersfield, California

• Employees 1,400 employees

• Daily production 130,000 barrels of oil per day 

35 million cubic feet of natural gas per day
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Our energy achieves what others cannot 

and creates success for those we touch

Vision • Inspired people of common purpose

• Protecting people and environment

• Unsurpassed value creation

• World class process performance

• Renowned and respected for excellence

• Respected community member

Values • Being part of something special

• Founded upon honesty, integrity and trust

• Passion for learning and improving

• Being accountable to each other

• Bias for action

Purpose



5-year vision



Lean & continuous improvement

Key words

• Systematic approach

• Strategy deployment

• Very visual – transparent

• Daily kaizen

• Leader standard work

• Leaders coach, mentor, teach

• Daily improvement – way of life

• Rhythm

Key phrases

• Army of improvement agents

(Community of problem solvers)

• Everyone is an SME

• Core group (LDT) looking outward



Culture is critical to achieving vision



Systematic daily improvement 
Focused on creating a culture of team-based problem 

solving to generate meaningful business results

Four key systems:

• Strategy deployment

• Everybody understands the plan, and how they connect to it and 

support it 

• Visual management

• It is clear at the team level, whether we are winning or losing on 

critical metrics

• Daily kaizen

• If we are losing, what ideas can we come up with today to close 

the gap?

• Leader standard follow-up

• How can I as a leader help you win more often?



Strategy deployment

We want our vision to be inspiring and create a sense of purpose, 

loyalty, and urgency

 We need to have a process for aligning goals and focused 

objectives that are simple and visible at all levels

What does it mean to win or lose?



Strategy deployment



Visual management
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Visual Management

 Are all key metrics visual with goals and trends?

Monday Tuesday Wednesday Thursday Friday

Are we winning or losing?

 Is it easy to see actionable gaps in work and 

management processes?

 A gap is an opportunity to identify a problem 

when it happens and address it immediately.



Visual management





Daily kaizen

Idea generation Kaizen card filled out

Idea discussed, 

prioritized and assigned 

as a team

Idea discussed

and implemented 

with stakeholders

Improvement celebrated

Idea submitted

If we are losing what are we doing about it?



Daily kaizen



 Results should be measurable 

and tied to organizational goals

The ideal behaviors should be 

posted.

Our ideal behaviors should be 

used to drive results.

Recognition



Recognition

 Is there a process to celebrate 

team members?            

Is recognition tied to 

organizational goals and ideal 

behaviors and is the recognition 

timely, frequent, and specific?

Is recognition visual with 

name, face, and behavior?

Do the visuals encourage 

team member engagement?

Name

Face

Behavior / Results



Recognition



Leader standard follow-up

• Leaders follow-up on… 

 Ideas that were submitted

 Issues that were raised in the huddle

• Leaders provide recognition for…

 Demonstrating desired behaviors

 Contributing ideas

 Improving processes

• Leaders conduct Leader Standard Work (LSW)

 Drives engagement

 Provides coaching opportunities

 Helps to build the desired culture



Leader standard 

work
• Strategy deployment

• Standard follow up

• Job task validation

• Strategy deployment

• Knowledge transfer

• Problem solving

• Development & enrichment

• SOE review

• Technical assurance

• AM inspection

• Safety interaction

• LSW coaching



Our belief…

Meaningful engagement with team members…

– where the work gets done

– discussing important standard topics

– using a standard process

– in a respectful way

– throughout the company

Will create and sustain the desired culture!

We average over 800 Leader Standard Work 

engagements across Aera per month!



Standard 
Follow-up

Strategy 
Deployment

Daily
Kaizen

Orientation

What is SDI and a 
understanding of the 4 

Key Systems

Simple and compelling  
goals & objectives  
that connect daily 
activities to AERA’s 

Strategy

Visual board that 
allows everyone in the 
organization to see if 

expectations are being 
met in real time

To develop a team 
based problem solving 

culture

• Ideas on how to apply to my 
department

• Buy-in from leadership to 
launch SDI 

• SDI focal team selected
• Commitment from team 

members to engage in the 
system
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Visual
Management

Engages leaders as 
coaches to create an 

environment of 
shared participation 

to close the gaps

• Annual business planning A3 
completed

• Good understanding of AERA 
strategy dependencies and 
links

• Key metrics per strategic 
initiative

• Co-created by team members 
and leaders

• Vis-board up in the work area
• Winning/losing charts posted 

and tracked
• Direct visual connection 

between AERA’s  Key themes, 
to team’s strategic goals and 
objectives

• Kaizen and Recognition 
Systems on the Vis -board

• A vehicle in place to capture 
improvement ideas 

• Ability to track the positive 
impact to the business

• Opportunity to share ideas and 
improvements with other 
teams

• Allows team members to 
recognize each other for great 
work

1. 4 Key Systems create a process 
of daily management

2. The power of this approach is 
through full employee 
engagement 

3. Each system designed to 
monitor and adjust it’s 
performance with real time 
feedback

4. People Centric design allows    
for ownership by the people    
doing the work

1. Everyone must know what it   
means to win or lose      

2. Clear and aligned objectives      
creates focused actions to close 
the gap and improve 
performance

3. Winning and losing applies to         
behaviors as well

4. Set meaningful aggressive 
measures that the team can 
positively impact and own

1. Use of visual tools allows for a 
deeper level of engagement in 
real time

2. Visual management works hand 
in hand with strategy 
deployment

3. Visuals provide feedback at the 
point of use so every team 
member is able to see the gap, 
what is causing the gap and 
close the gap through team 
problem solving

1. Allows the team to experiment 
and problem solve to close the 
gap’s in the team’s 
performance

2. Simple and direct system to 
engage all team members to 
identify and solve problems 
quickly

3. Focuses improvement efforts 
towards the strategic goals 
and objectives

4. Allows for problems to be 
solved by people who do and 
are closest to the work

1. Develops rhythm for follow-up 
to team’s actions

2. Daily, Weekly, Monthly 
Reflection process to assess  
results achieved, remaining 
gaps, and follow-up plans 

3. Holds the team and leader 
accountable to achieving the 
strategic plan
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• Frequency of follow-up has 
been determined

• Expectations of the area leader 
have been clearly defined

• An escalation plan is in place
• Leaders knowledgeable of 

required activities to support 
the team



Need to build capabilities

Develop a community of problem 

solvers, kaizen facilitators, and 

lean mentors throughout the 

organization who can:

• Demonstrate an understanding of 

lean principles and tools

• Recognize and implement daily 

improvement activities

• Facilitate kaizen events and 

improvement projects

• Coach and mentor others to be 

effective improvement agents and 

problem solvers



• Should not have discontinued our Lean Steering Council

• Establish leadership boards before or concurrent with team 

boards

• Should have conducted Systematic Daily Improvement 

training earlier in process

Lessons learned



Summary

Through Systematic Daily Improvement, lean certification, kaizen 

events, coaching, mentoring, and teaching, we are…

Creating a community of problem solvers…

• Enabling teams to drive their own improvement efforts

• Enabling individuals to solve problems that they encounter every 

day

• Building skills and helping individuals to reach their full potential

• Demonstrating respect for people by recognizing their work and 

their ideas

Engaging employees in a daily rhythm to… 

• Generate ideas

• Eliminate waste

• Improve processes

• Generate impressive business results



Thank You!
A link to the full conference survey will 
be emailed to you Tuesday afternoon.

Session Code: VS-7
Creating a differentiating capability through 

people, culture and leadership

John Chacon 

Aera Energy

jchacon@aeraenergy.com




