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Dr: Hoda Saleh

Lean consultant,
Vizibility President for Middle East
& Africa

The concept called “lean man-
agement” or ‘lean thinking” is
mostly thought of as the Japa-
nese manufacturing, particu-
larly the Toyota Production
System (TPS). Much of the
TPS way of thinking is influ-
enced by the work of quality
Edwards Deming who taught,
among other things, that man-
agers should stop relying on
mass inspection to achieve
quality and, instead, focus on
improving the production pro-
cess and building quality into
the product in the first place.
(Rother M, Shook J, Womack
JP, Jones DT., 2003).

“Lean management is a sys-
tematic approach that targets
customer satisfaction, waste
elimination and continuous
improvement. It is character-
ized by delivering the right
product, in the right quantity,
with the right quality, at the ex-
act time the customer needs
it and at the lowest possible
cost. Lean production is com-
prehensive process consist-
ing of a number of interde-
pendent elements such as

Just-in-time (JIT), total quality
management, total cost man-
agement maximum delega-
tion to direct workers, small
lot production, quick set-up
times, standardize work, total
preventive maintenance, and
work teams, the idea behind
lean system is to stretch every
system to allow any problems
to be quickly identified instead
of being hidden under a series
of contingency plans”. (For-
rester, 1995).

Looking at processes as a
series of activities, activities
can be classified into value-
added and non-value added
activities, value added ac-
tivities are activities that the
customer judges as value, a
simple test as to where a task
and its time is value adding is
to ask if the customer would
judge a product less valuable
if this task could be left out
without affecting the product.
While non-value added is any
activity that adds cost but no
value to the product or service
as seen through the eye of the
customer, non-value added

activities are also known as
waste (Lean Enterprise Insti-
tute 2006).

Waste:Any activity that con-
sumes resources but creates
no value (waste), there is two
types of waste, necessary
waste and normal waste which
is the target of reduction.

The eight Types of Waste
can be briefly summarized
into (David Stec, Mohammed
Saleh 2008);

Defects: Work that is less than
the level the customer has
requested,  Non-conforming
product/service and its asso-
ciated costs of scrap, rework,
inspection, & warranty
Overproduction: ~ Producing
more than what the customer
or the next step of the process
demands, producing some-
thing more, faster, or earlier
than needed. Also producing
when the next step of the pro-
cess is not ready for it. Over
production is often referred to
as the mother of all waste, this
is because when this waste
occurs it multiplies all the other
wastes in one form or another,
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Lean management model

for example; overproduction
multiplies the other wastes
such as inventory and covers
up problems such as waiting,
and it makes it harder to un-
derstand true capacity.
Waiting, Idle Time that the item
is waiting to be serviced, It is
time spent that add no value
to the product.

Non-value added Behavior,
Behavior that adds no value
to the process, furthermore is
behavior that alters the flow
of the process and harms the
respect for people concept.
(Such as, blame, sarcasm, or
yelling)

Transportation, Movement that
adds no value to the product,
movement of trucks, forklifts,
files and medicine.

Inventory, Inventory which is
any material or work on hand
other than what’s needed right
now to satisfy customer de-

< Vizibility

mand.

Motion, Unnecessary move-
ment of associates or ma-
chines, Movements that are
too slow or too fast in a re-
peatable fashion, ergonomi-
cally harmful for the operator,
Any movement of people that
doesn’t add value to the prod-
uct creates the waste of mo-
tion.

Excess Processing, Excess
processing is any activity that
does not change any struc-
ture, figure or form of the final
product/service.The waste of
processing is definitely the
hardest to understand and
learn to see since the most
common root causes are a
lack of understanding of cus-
tomer needs.

The base line of lean philoso-
phy is changing the culture
from traditional thinking to
lean thinking

Traditional thinking: cost +
profit = price

Lean thinking: price — cost =
profit

-Why People need Lean man-
agement?

It Addresses Frustration (Non
Productive Capacity)

It is grounded in Reality (Di-
rect Observation)

It Fosters Rapid Improvement
(Fast Experimentation)

It’s not about eliminating peo-
ple.

-Why manufacturing need lean
management?

Because every step in process
must be:

Capable — Mistake-Proofed; 6
Sigma

Available — Total Productive
Maintenance

Adequate — Sufficient capacity
& “right-sized”
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